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INTRODUCTION:


Every organisation whether profit or non -profit oriented, are faced with daily challenges and problems and these problems needs to be resolved in order for the business to survive or continue operations. Decisions making is one of the roles supervisors and managers take in order to address the various problems faced by their organisations.
In this assignment, I shall attempt to introduce the organisation I work for, nature of its business activities, a complex problem that it faced 4 months ago, its causes and options available for resolving the problem.
I shall also be analysing why an option was chosen among many alternatives using a decision-making technique as well as develop a plan and employ Gantt chart as a tool for implementing the chosen plan.
Finally, I shall be analysing how the plan is monitored, and evaluated to get the problem resolved. A concluding statement shall be made at the end of the work.

MY ORGANISATION:

I work as a supervisor / manager for XY company which is a commercial cleaning and catering services provider in the United Kingdom specifically London. I and my team of kitchen porters and cleaners provide cleaning services to a client in London that operates a 5-star gold rated hotel and restaurant business in the centre of London.

My team and I work for the restaurant department and located in the basement of a 10-storey building. 
One of our major responsibility was to daily dispose of all kitchen and hotel waste in a skip using a ‘Goods lift’ to the ground floor for collection by Westminster council Waste team.

PROBLEM:

It happened that the ‘goods lift’ was broken down and my team and I could no longer take out the general waste skips numbering 12 to the ground floor for final disposal. There was a 500 meters rump between the basement and the ground floor as it leads to the car park on third basement.
As the hotel and restaurant continued to carry out its daily operations, the wastes began to pile up and eventually the waste room was filled up with food wastes and other wastes from the hotel. It now became a problem as the whole place smelt very bad. 

Problem is simply an undesirable situation or condition that needs to be made desirable. Therefore, problem solving is the act of defining a problem; determining the causes; identifying; prioritizing and selecting alternatives for a solution and implementing a solution. Problem solving involves not only making a choice but also coming up with quality alternatives from which to select before working to implement choice chosen by the team. Decision making is the act of choosing among a set of alternatives under condition that necessitate choice. Decision making is a step-in problem-solving process (Maund, A. et al. 2017).

CAUSES OF THE PROBLEM:

The major cause of the problem is the breakdown of the ‘goods lift’ which is used to take out the skips for waste from the basement to the ground floor.

Another cause was that management of the hotel and those who built the lift did not put in place a contingency plan for disposing wastes when the lift breaks down. This was completely an under sight on the part of decision makers.

Lack of effective communication among the different heads of department when issues that needs urgent attention arises. It was more like bureaucratic bottlenecks that hinder taking urgent decision and action in response to a challenge.

There was no 24/7 arrangement with the engineers that built the lift in terms of round the clock maintenance. There needs to be a review of terms of contract for building the lift in future.

IMPACT:

The build-up of the restaurant and hotel waste became a health and safety issue because staff could fall ill as a result of the repugnant and offensive smell and the air was polluted which could lead to outbreak of an air borne disease. It could also become haven for mice and other disease-causing bacteria. 

To make things worse, the waste room was just behind the main kitchen where food is prepared and taken to be served to various customers and if any customer finds out about the situation behind the kitchen, the hotel would lose most if not all customers due to preparing food in an unhygienic environment. The reputation of the hotel will evaporate within seconds in the air if it goes public.

The licence to operate business could be at stake also if officials of health and safety executives from Westminster council suddenly visit the kitchen which they often do without prior notification to organisations. The implication will be that the business will be shut, no more cash inflows, no more revenue, staff could lose their jobs and families could be adversely affected by the closure.

Having identified the problem, causes and impact, the next step was to obtain all relevant information concerning the lift in order to resolve the problem Adair, J. (2013). I had to get in touch with the different heads of department specifically the engineering and logistics departments. I had to do this because my job and that of my team was directly impacted upon.

RELEVANT INFORMATION:

I had a face-to face interaction with the head of engineering department who happen to be very a good friend of mine. He told me that management is looking at all options, but I should note the following:
1. The ‘goods lift’ was installed more that 50 years ago when the building was erected and so most of the parts were old and obsolete relative to present day lifts.
2. They have met a consultant and he recommended that it will be unwise to fix the lift as it would cost more to fix than completely installing a brand-new lift. The cost was estimated to be between 300-500 thousand pounds.
3. Management didn’t have such amount of money at this time and therefore fixing it or installing a new was not an option for consideration at the current economic climate.
4. Based on the above, other feasible options should be explored as temporary solution while management seek of a way to fund a new lift.

Based on the information that the hotel management has provided and that we should all as managers of different units explore all feasible options, we moved to the next step of generating options which might help to solve the problem and one of the techniques is Brainstorming.




BRAINSTORMING:

Brainstorming is a situation whereby a group of individuals meet to generate new idea(s) around a specific area of interest. The purpose of brainstorming is to hear the ideas and opinion of others, critically think about it, evaluate its ability to solve a problem on hand and finally agree together on the best possible and realistic option among many deliberated upon (Morgan, P. 2017).

For that brainstorming session to continue, I had to set up a WhatsApp chat group where it was agreed that each member should dedicate 1 hour of office hours to the chat group to brainstorm on the way forward. However, in the meantime, it was agreed that each department should send 2 of their young and able bodied staff to join others in physically pushing out the skip waste  through the rump daily on agreed time, so as to stop the build up of more waste and get rid of the existing ones.

Firstly, in the Brainstorming session, it was agreed that we carry out a SWOT (Strength, Weakness, Opportunities and Threats) and PESTLE (Political, Economic, Social, Technological, Legal and Environmental) analyses of the organisation. While the aim of the SWOT analysis was to identify the internal strength and opportunities available in relation to its weakness and threats if we refuse to take action on this problem. The PESTLE analysis was to review the external environment within which the organisation operates and identify/consider the factors that could strengthen our position in realising set goals of the organisation.

In conclusion, it was agreed that our weakness was that we didn’t have funds to completely change the ‘goods lift’ but that we have the human capabilities to come up with a feasible and quality alternative to solving this problem.
On the external environment front, the legal and environment factors were highlighted as requiring urgent action because we didn’t want to be seen breaking health and safety legislations thereby putting our licence of operation at risk. 

On the environmental front, we need to ensure that our current problem does not become public through social media platforms like WhatsApp, snapchat, messenger etc. because it could affect our 5-star rating and destroy our reputation. This we did by reassuring all staff that action is being taken to finding a lasting solution to the problem in no distant time and Time is not what we currently have. However, the following options were put up for consideration in the brainstorming session and they are:

1. Continue with the interim arrangement of using staff to manually push the skip waste from the basement to the ground floor through the rump. However, the problem with this option is that it was unsustainable. There was also reports that 2 staff of that team were almost injured in the process of pushing the skip and this option was open to a lot of further risks and hazards. On that basis, it was generally agreed that this is not viable and therefore should not be considered further.


2. The 2nd option was for my team to take some of the empty waste skips and put on the ground floor. A directive will be issued to all staff for the hotel and restaurant to take all their waste to the ground floor and empty directly into the empty skip outside the building in person. After deliberating on this, it was generally agreed that this option will require the organisation to take accident or incident insurance policy on all staff that step out of the building but still on duty. This could be a long process and cost money which the company doesn’t currently have. The other challenge was that the outside of the building was a Westminster council car parking space and would charge us if we leave place any waste skip overnight. On this basis, we all rejected this option as it not cost saving.
3. The 3rd alternative was for the organisation to hire a towing car payable on monthly basis to take out all the waste skips every morning using one of the of the organisation’s staff that has a full driving licence as the driver. In this way, the challenges of option 1 and 2 would have been avoided. Considering the monthly charges of £4,000/month for hiring the tow vehicle, it was something management agreed they can afford.
On that basis, option 3 was agreed upon as the best alternative in terms of affordability, less risk and maintaining standard of operations in the hotel and restaurant business as well as sustainable in the short and medium term until funds are available to replace the lift in the long term.

The next step was to put in place a plan for implementing this chosen option and the Gantt chart was chosen as a planning and implementing technique

GANTT CHART:

It is a planning technique employed to depict the progress of projects in relation to time. It shows the different activities that needs to be started and finished according to the plan as well as the time duration until the project is completed (Hale, R and Whitlam, P. 1997). What is crucial in Gantt chart is that one or more activities can be going on at the same time and some activities are interdependent meaning the activity cannot start until the other activity is completed.
In designing task or activity to be undertaken, they must adhere to SMART- Specific; Measurable; Acceptable; Realistic and Time bound. In other words, SMART framework is a tool for target setting.
 
ACTIVITY                                                 TIME FRAME
	Inform all staff via email or memo of the plan
	Week 1

	Official of engineering and finance department to engage and arrange with the towing vehicle company to bring it to site and agree on payment plan.
	Week 1

	Human Resource search for a dedicated staff with full driving licence to drive the towing vehicle when it arrives on site.
	Week 1

	Engineering department to create a safe space in the premises where the vehicle is to be parked when not in use.

	Week 1

	Towing vehicle arrives on site
	Week 2

	Staff chosen as driver is given the key to test run the vehicle.
	Week 2

	Operation begins with taking out the skips for waste using the towing vehicle.
	Week 2

	Head of engineering department to monitor daily operation and report to the head chef and cleaning supervisor of any challenge.
	Week 2


	The cleaning manager will on daily basis monitor, control and ensure the task of driving out the skip waste is completed each day and where it is not completed, he should report immediately to the head of department of engineering so that urgent action can be taken. 
	Daily on commencement of the task in week 2






As part of organisation’s control, implementation and evaluation policy, a management staff can be nominated to go to operations and obtain feedback interview or report from most staff involved with the project. A feedback could also be obtained from those directly involved with the plan implementation. The feedback report should be sent to the brainstorming group to evaluate the outcome so far and decide whether changes are needed or not.




CONCLUSION:



Organisations go through a lot of difficult times resulting to problems that needs to be resolved as soon as possible. Failure to resolve internal and external problems could affect their operations and at the end, no one will have a job to do.
Problem solving is as important as profit to organisations. To remain in business, organisations need to and must continue to find ways of resolving problems because problems will continue to be part and parcel of organisational ‘liability’.
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