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[bookmark: _Toc523180077]Introduction:
Problem is the core of every solution. When one can find a problem, they can easily find the solution to the issue. For this we have to find the problem first through five processes, that is, problem identification, option generation, evaluation and choosing the most suited solution, implement the solution and monitor performance. In this way, any problem can be solved. In this case, we will first choose a company to work on a problem and its solutions directly related to employees of the firm and discuss with its scope and impact. Then a range of solutions will be the best way to do a cost-benefit analysis to see which will be best for the firm according to different problem-solving model and techniques. Developing plans to implement the solution is the next step and after that process communicating the plan with stakeholders will be a responsible decision. Finally, managers will review and monitor the techniques for the successful implementation of the solution. 












[bookmark: _Toc523180078]1.0: Problem identification:
Identifying the problem is the first solution for the real solution of the main problem. I am assigned to do the task based on work-based problems of UK based companies directly related to employees who are one of the key materials of any company (Bryman, 2013). I have selected a company named John Lewis Partnership to do the job and found the sleeping problem of their employees which ultimately leads to lesser production. Now we will get to discuss the problems and related issues on this:
Sleeping problem leading to lesser productivity: Sleeping is the part and parcel of maintaining productivity up to the desired level. But the recent survey which was conducted on sleeping issue in UK found that minimum 30% people are deprived of proper sleeping. In retail stores like John Lewis Partnership, many people are working in this organization which is almost 98000 people on average and they are also partners or owners of the organization. So they work with their own hands by not hiring employees from outside to stick with the belongingness of the company and for the cost-cutting purposes (Burrell and Morgan, 2017). In the overall UK, the standard of living of the people is much higher compared to the people in the other parts of the world. So the employees work very hard regardless of their sleeping hours. This problem gets acute in John Lewis Partnership when the partners get only 3-4 hours of sleep in a day to cut the cost of paying an extra sum of money to the outsider employees and they also believe that the outsider employees will have lacking of belonging issue. Therefore, the few hours of sleep decrease the productivity since when an employee is not getting enough sleeping he/she ends up being unhealthy and unproductive for the organization. In this way, they are contributing to decreasing the productivity rather than to increase it.
Sleeping problem creating employees unhealthy: Sickness is created by the lack of sleep which makes the employees unhealthy (Byrnes, 2013). The unhealthy employees do not create any useful ideas since the mind and body do not cooperate properly because of lack of sleep. In UK, 30 percent of total people are affected by insomnia and they are having heart issues and ultimately health issue. As the percentage also includes John Lewis employees also, it leads to higher agency cost when an employee will be affected by health problems as the cost will be borne by the John Lewis Partnership. This will create pressure for the company and the entire generation and also expose managerial expertise and all that. 
So these two problems are found from studying several articles from the credible sources and pave the way for the solution as we have mentioned earlier that problem identification is the halfway key to the solution.
Impacts concerning this problem: There may be some issues related to these which are given below in brief:
Higher cost in the health purpose of employees: These problems ultimately increase the health treatment cost for the employees since John Lewis Partnership has to insure the life of their employees (Chemers, 2014). In every year they will have to allocate huge some of the capital with a fund naming “fund for unhealthy employees” and they may take some preventive measure to reduce these issues beforehand.
Losing existing and potential customer: Although best service providing companies get an edge, poor service providing company always dissatisfy their existing and potential customer like the way they get the promotion they get discussed to a potential customer by existing customers about their service (Fairclough, 2013). They will lose any hope for survival owing to their long-lasting problem.
Lesser contribution in the local and state tax: With the reducing productivity, John Lewis Partnership will earn less net income before local and state tax and they will contribute less in tax contribution compared to other years and other competing firms (Gal et al., 2013). Since this is an indirect effect, it always works as a motivating factor for the firm and also for the consumers.
Scopes that the company may face: There are some scope that John Lewis Partnership will face for the impacts of the problem:
The probability of bankruptcy of the company: When the employees are not working properly the company may not produce the desired quantity and also then they incur huge expenses for health insurance for employees (Clemen and Reilly, 2013). So they may face the probability for bankruptcy.
Decreasing competitive advantage: Efficient employees determine competitive advantage between firms but the unhealthy employees reduce the competitive advantage compared to the competitors. So if John Lewis Partnership has unhealthier employees because of sleeplessness they will face the difficulty for surviving in the market due to their losing competitiveness for survival or they have to find a way out to create another advantage which lacks their competitor.
Losing expert people: Expert employees will not work when there are decreasing productivity since the least productivity may reduce his/her remuneration and reputation (Cox and Wermuth, 2014). And so they shift to other companies. In this way, John Lewis Partnership may lose expert people from their organization.

So we have identified the probable issue considering many factors mentioned above. Now the reasons and alternative solutions have to discussed to clarify the issue further.















[bookmark: _Toc523180079]2.0: Reasons behind the lack of sleep of the employees of John Lewis Partnership:
There may be many reasons for this problem such as the increasing inflation rate, the higher the standard of living of UK, the tendency for cost-cutting. We have used here fishbone model to find out the root causes for an undesirable and by using this fishbone diagram model we have provided below the root causes and to find out root causes the description of the fishbone diagram is needed:
Fishbone Diagram: A fishbone diagram is a tool for finding out the root causes for an undesirable effect and by analyzing through fishbone diagram we have found the root causes such as the increasing inflation rate, all owners are employees and the tendency for cost-cutting etc. and the effects are losing expert people and the probability of bankruptcy of the company.

Diagram 1.0: The fishbone diagram
Source: (Coccia, 2018).

The increasing inflation rate: The increased inflation rate in UK is one main external cause for this extreme work pressure and thus less sleep. From the stats, we can clearly see observe that the inflation rate is sometimes increasing or decreasing from 2017- 2018. This is creating huge pressure for employees and the organization (Goetsch and Davis, 2014). So they start to work all the time in their company for reducing this inflation rate pressure for themselves and for their organization.
All owners are employees: Since all the employees are the owners of John Lewis Partnership, they feel an extreme belonging with the organization to cut the excess cost of paying the wages and salaries to the outsider. For their belongingness, they invest all their time ignore proper sleep thus causing harm to their health and causing the burden of health treatment for John Lewis Partnership (Goodwin and Wright, 2014). So sometimes all employees should not be all owners. In this case, the outsiders can reduce the pressure to a very extent.
The tendency for cost-cutting: The cost-cutting tendency of owners is also one of the main reason for their taking huge pressure for workloads and less sleep in regular time. But they are not noticing the fact (Pettigrew, 2014) that if they hire external efficient employees for John Lewis Partnership they can achieve an edge in competitive advantage and they may ignore the health treatment cost for their disease.
Lack of efficient employees: Efficient employees who are also the owners of the organization will flee away from the organization since John Lewis Partnership is unable to pay their worth. So they will move towards another company where they will be paid their worth for their contribution in that/those firms (Govindan et al., 2015). But here in John Lewis Partnership, if the efficient employees think that they will fall in different kinds of diseases for the lack of sleep they are having. Then this will give them the motivation to shift their job to another company and in many severe cases, they will change the country too. 
Extreme belongingness: Extreme belongingness comes from when all the employees are the owners of John Lewis Partnership. They feel a closeness to the organization and also they try to avoid hiring outsider employees since they feel that the outsider will create agency cost and influence the decision of the owners (Greco et al., 2016). And their share from the profit will be fewer when the outsider employees will be hired in the firm. Therefore, they ignore to recruit new employees and thus take huge pressure and fall victim to many  
To increase export in neighbor countries: The employees are the proprietor of John Lewis Partnership. They will always try to achieve the set target. If they set to increase the export of their organization to increase reputation globally they intend to do that and this results in workloads, less sleep (Griffin, 2013), a slight increase in the export rate, a slight increase in the foreign currencies. In this case, this is seemingly great to increase the export rate but to take higher pressure more than anyone can handle is always harmful.
To contribute to the GDP: Sometimes from the love of their own country and their organization, they feel to invest their time and money to contribute to the GDP as John Lewis Partnership is pretty big organization. It can do any progress if the employees want to put their effort to increase the contribution to the GDP of UK. The GDP of UK is approximately $2.615 trillion (Haberfeld, 2013). This does not happen in a day. This has been possible by the labor, time, patience and loyalty and honesty of the owners of the organization. Although this is good for the country and John Lewis Partnership, the ignorance of the health of employees is not helpful at all.
To maintain debt-equity ratio: The owners may easily reduce the debt if they work hard and gain a huge sum of money to pay the debt from the income of John Lewis Partnership (Ingram et al., 2015). When they do that, the debt becomes lower and the equity becomes higher and they can easily maintain the debt-equity ratio prescribed by the debt covenants. So to maintain the debt-equity ratio, the owners and employees of John Lewis Partnership will put some extra effort and make it possible thus put their physical condition in danger. 
So we have covered all the probable reasons that the owners and employees of John Lewis Partnership do. But above all the main reason is earning more and more income to contribute to many sectors and improve their living to cover up the standard of living expenses.







[bookmark: _Toc523180080]3.0: Proposing a range of solutions of the lack of sleep of the employees of John Lewis Partnership:
A range of alternative solutions are always best to have in store if one plan is failed for some reason, another plan can be executed. So I have to prepare a range of solutions for the manager to choose a single solution from many different solutions which are provided below:
Hire executives from outside: Hiring employees from outside can reduce this problem to a great extent. Since they are reluctant to hire people from outside they face the workloads alone and face the difficulty for health issues (Jones et al., 2013). But when their part work will be done by some paid individuals they will be relieved from this problem.
Organizing shift (Day-night) among employees: The next and one of the best solutions can be organizing workloads into two/three shifts among employees. When shift based work system will be established, the employees and owners will have some time to have sound sleep. Some people will have time to sleep in the morning and some will have time at night (Kacprzyk and Fedrizzi, 2013). Time apportionment should be equally fair enough for all so that no one can be deprived of this system.
Managing restroom for the employees: The construction of some restrooms may reduce the workloads pressure for the employees as they will get a place and enough time for sleep. In this way (Li et al, 2014), they can manage the time which might be wasted by going back to homes for resting purpose. So the proper place for resting should be there to have the options to choose between going back to homes and spending time in office in the restroom for sleeping.
Proposing fixed hour system: There should have a fixed hour system for office time so that the owners and employees of John Lewis Partnership may sleep at home in the proper hour. Here, in this case, the drawbacks of this system is to shut down the store at night which will damage the sales of the company. 
Creating sub-brand: Many firms are going for sub-brands these days such as we can clearly notice that the 3 UK is launching their sub-brand smarty to provide low-cost mobile service (Miner, 2015). So here the lesson would be for John Lewis Partnership to launch single or multiple sub-brands to reduce the employees’ workloads and to gain profit at a lower cost. But the problem is the initial cost for opening a sub-brand. I think the company will overcome this problem if they choose this solution based on the evaluation.
Providing some tasks to outside organizations by providing commission: John Lewis Partnership may provide some of their tasks to other franchise organizations to reduce their work pressure and pay some commission for their service (Pettigrew, 2014). But they have to provide the raw materials and training for the proposed system to the franchise company. And this will also incur huge expenses.
Finally, we have come to many solutions for the lack of sleeping problem for the employees of John Lewis Partnership. Now we will evaluate the solutions and try to find out the best solution among all based cost, flexibility and comfort of the firm.










[bookmark: _Toc523180081]4.0: Evaluating a range of solutions to find the best-suited solution for the problem:
I am choosing the Vroom-Yetton decision model for evaluating the possible cases of solutions and here we will answer the 7 likely questions which are the procedures of the model and will work through 5 decision-making process to find out the best solution:

Diagram 2.0: The Vroom-Yetton model
Source: (Schmoldt et al., 2013).
Autocratic (A1): The manager will take a decision based on the information he/she has without consulting his team for the decision and this type of behavior shows the autocratic leadership in the organization.
Autocratic (A2): In this case, the manager will consult the team to get the needed information to make the decision and after having the necessary details he/she will make the final decision (Schmoldt et al., 2013). The group will be also made by the leader by 5 members who will reach the decision by brainstorming. 
Consultative (C1): The consultative directors inform his/her team about the case and get each and everyone’s opinion individually by not collaborating the group together for decision and he/she makes the final decision.
Consultative (C2): Here the only difference from C1 is that the consultative director will put the team together to come with the solution and here also he/she will make the final decision for any problem.
Collaborative (G2): The group-based leader will work with the team as a facilitator and come up with a solution as a group (Silbereisen et al., 2013). In this case, the leader never takes the decision alone rather he/she get the decision by group consensus.   
Since John Lewis Partnership has 98000 owners, I will be making a decision based on the collaborative method since here in every stage of decision is to be collected from the team. We have 5 alternative solutions. By following the Vroom-Yetton decision model we will make a decision from these 5 alternative solutions:
Hire executives from outside: If the organizations hire employees from outside and keep an eye on their task of managing the organization then this may be a possible solution. As this solution does not create a lot of expenses compared to the health treatment expenses of employees.
Organizing shift (Day-night) among employees: In this case, we need more employees to hire so that we can divide them into two shifts accordingly (Snyder and Diesing, 2015). Here also the expenses are not far too great. So by the group consensus, this may be the solution.
Managing restroom for the employees: The construction of restroom in every retail store in John Lewis Partnership is too costly. All of a sudden, to meet up this huge cost the company will feel huge pressure (Velasquez and Hester, 2013). The team have come with cost-benefit analysis and the cost is much higher compared to the benefit.
Proposing fixed hour system: The opportunity is much greater in this case when the employees do not work shift wise. The store will be shut at night and thus it results in a huge loss. 
Creating sub-brand: Opening a sub-brand in UK is far too expensive. The team consisting of 5 members based on the information from the finance director can notice the fund they have and the cost to build sub-brand.
Providing some tasks to outside organizations by providing commission: The supply of raw material, training, and commissions to other organizations are also not so useful. This may be creating a problem rather than reducing them.
So we can select two solutions, that is, hiring employees from outside and organizing shift (Day-night) in the workplace.
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We have the best possible solutions which are hiring employees from outside and managing the shift in the workplace. Now I will discuss the techniques to implement the best solutions:
Advertisement for hiring employees: The HR will advertise on some websites and in newspapers to get the efficient employees for interviews. They first ask for CV with stated requirements in the job column of the newspapers.
Calling the short-listed employees for interviews: The employees who will be interested in the requirements will put the CV in the organizations mail and the head of HR will find out the best CVs to look for the best employees (Vroom et al., 2015) and he/she will shortlist employees based on given criteria and after selecting those potential CVs, he/she will call upon the candidates through mail or by phone to be present for interviews on a certain date.
Providing positions based on efficiency: When the employees will be interviewed on a certain day, 3-5 people in the interview board will interview certain candidates asking some relevant questions based on the positions of the job they will be working in (Wickens, 2014). Based on the confident answers they will be selected and provided them the positions they have applied for.
Imposing day-night shift selecting specific individuals: The manager along with his/her team will select individuals from John Lewis Partnership for day and night shift of work. Then these individuals will work 10-15 days and provide an opinion about having sleep in time and having leisure time to the manager along with the team (Zsambok and Klein, 2014). Then after the time, the team will divide the time and select people for day and night shift.
We have provided the techniques to implement the plan so that the executives may get help from the solutions.



[bookmark: _Toc523180083]6.0: Communicating the plans to the stakeholders:
The managers with the BODS of John Lewis Partnership will communicate the detailed plan to the stakeholders by calling AGM. The managers will know every detail before going to the AGM in front of the stakeholders and the planning paper will have every alternative solutions and techniques to implement the best solutions and the reasons why we have selected those techniques to implement the plan and the cost-benefit analysis related to these plans:
Presentation of the detailed plan to the stakeholders: The manager will present the detailed plan with each and every detail to the stakeholders and the information about the team members and the techniques to implement the plans which are hiring employees from outside and managing shift wise work in John Lewis Partnership (Chemers, 2014). He/she will also present the logic behind the solutions of the problem and the benefits and expenses will also be presented to the stakeholders.
Planning paper accepted by the majority vote: When the paper is submitted to the stakeholders the manager will ask for the acceptance of their plans by the majority vote of the stakeholders. The stakeholders will vote the paper measuring the details on the paper (Fairclough, 2013). Then the managers will get the permission to go the implementation of the plans and show them the result for which they have voted them.
So we have communicated the plans to the stakeholders and the stakeholders have given the approval to implement the plan. Now before the implementation, we have to assess the implementation and monitoring techniques for the implementation of the solution.





[bookmark: _Toc523180084]7.0: The assessment of the monitoring and review techniques for the implementation of the plans:
After the approval of the plans in the AGM by the stakeholders, the managers along with his/her constituted team will review and monitor the techniques which are discussed above to implement the plans. So the assessment of the monitoring and review techniques are given below:
Reviewing using balance scorecard: By using balance scorecard techniques, managers along with his team members will look for the right candidates for right position and also they will scrutinize to find out which system of office house best benefit the firm. The manager first scrutinizes the interview process to review the honesty and unbiasedness of the interviewers and then if he/she gets assurance then the candidate will be sent to the manager for the final interview and if the manager think that the employee will create value to the organization he/she will be selected. When shift wise work is launched the manager along with his team will analyze the cost-benefit to see whether the benefit exceeds the cost.

Diagram 3.0: Balance scorecard
Source: (Fooladvand et al., 2015).
Setting honest and unbiased individuals in interview board: The managers will set individuals who are true to their own organization (Byrnes, 2013) and will take a decision based on unbiasedness and honesty of the candidates.
Monitoring the candidates by their answers: The owners and employees of John Lewis Partnership will look for belongingness for the organization (Griffin, 2013) since they are shifting responsibility to the outsider and always keep an eye on those outsiders and provide them opportunities to work for the organization freely.
Cost-benefit analysis of day-night shift: The cost-benefit analysis will provide the correct answer for introducing the shift and obviously the day-night will generate profit to a great extent (Goetsch and Davis, 2014). But the managers have to scrutinize the extent only.
Comparison between 24 hours work vs day-night shift: The comparison is like the cost-benefit analysis (Jones et al., 2013). In this case, the productivity in 24 hours’ work is to be compared by the shift wise work.
By measuring methods, techniques and probably planning to implement the solution the managers reviewed and monitored the entire planning and justified the entire planning with formulating techniques and implementing those techniques to implement the solutions.
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The John Lewis Partnership has a problem of sleeplessness of their employees and for the problem they have faced lack of productivity, less contribution in the GDP and tax contribution and less profit sharing among the employees and moreover many more the possibility of health issues of employees. In this task, I have identified the problems with the scope and effects regarding all these finding out reasons for it and provided a range of solutions for the problem of the lack of sleep by the employees. I have found the solutions which are hiring employees from outside and managing shift wise job. Finally, I have spoken the plans to the stakeholders and found approval to go with plans and in the end, I have reviewed and monitored the established plans to implement in the existing situation to solve the problem. 



[bookmark: _Toc523180086]References:
Bryman, A., (2013). Leadership and Organizations (RLE: Organizations). Routledge.
Burrell, G. and Morgan, G., (2017). Sociological paradigms and organisational analysis: Elements of the sociology of corporate life. Routledge.
Byrnes, J.P., (2013). The nature and development of decision-making: A self-regulation model. Psychology Press.
Chemers, M., (2014). An integrative theory of leadership. Psychology Press.
Clemen, R.T. and Reilly, T., (2013). Making hard decisions with DecisionTools. Cengage Learning.
Coccia, M., (2018). The Fishbone diagram to identify, systematize and analyze the sources of general purpose Technologies.
Cox, D.R. and Wermuth, N., (2014). Multivariate dependencies: Models, analysis and interpretation. Chapman and Hall/CRC.
Fairclough, N., (2013). Critical discourse analysis: The critical study of language. Routledge.
Gal, T., Stewart, T. and Hanne, T. eds., (2013). Multicriteria decision making: advances in MCDM models, algorithms, theory, and applications (Vol. 21). Springer Science & Business Media.
Goetsch, D.L. and Davis, S.B., (2014). Quality management for organizational excellence. Upper Saddle River, NJ: pearson.
Goodwin, P. and Wright, G., (2014). Decision Analysis for Management Judgment 5th ed (No. 5th). John Wiley and sons.
Govindan, K., Rajendran, S., Sarkis, J. and Murugesan, P., (2015). Multi criteria decision making approaches for green supplier evaluation and selection: a literature review. Journal of Cleaner Production, 98, pp.66-83.
Greco, S., Figueira, J. and Ehrgott, M., (2016). Multiple criteria decision analysis. New York: Springer.
Griffin, R.W., (2013). Fundamentals of management. Cengage Learning.
Haberfeld, M.R., (2013). Police leadership: Organizational and managerial decision making process. Pearson.
Ingram, T.N., LaForge, R.W., Williams, M.R. and Schwepker Jr, C.H., (2015). Sales management: Analysis and decision making. Routledge.
Jones, G.R., George, J.M. and Langton, N., (2013). Essentials of contemporary management. McGraw-Hill/Irwin.
Kacprzyk, J. and Fedrizzi, M. eds., (2013). Multiperson decision making models using fuzzy sets and possibility theory (Vol. 18). Springer Science & Business Media.
Li, Y., Ashkanasy, N.M. and Ahlstrom, D., (2014). The rationality of emotions: A hybrid process model of decision-making under uncertainty. Asia Pacific Journal of Management, 31(1), pp.293-308.
Miner, J.B., (2015). Organizational behavior 1: Essential theories of motivation and leadership. Routledge.
Pettigrew, A.M., (2014). The politics of organizational decision-making. Routledge.
Schmoldt, D., Kangas, J., Mendoza, G.A. and Pesonen, M. eds., (2013). The analytic hierarchy process in natural resource and environmental decision making (Vol. 3). Springer Science & Business Media.
Silbereisen, R.K., Eyferth, K. and Rudinger, G. eds., (2013). Development as action in context: Problem behavior and normal youth development. Springer Science & Business Media.
Snyder, G.H. and Diesing, P., (2015). Conflict among nations: Bargaining, decision making, and system structure in international crises. Princeton University Press.
Velasquez, M. and Hester, P.T., (2013). An analysis of multi-criteria decision making methods. International Journal of Operations Research, 10(2), pp.56-66.
Vroom, V., Yetton, P. and Jago, A., (2015). Normative decision process theory. chair in human resources at the State University of New York–Buffalo and was faculty director of the Center for Entrepreneurial Leadership there. Previously he was Research Professor of Management at Georgia State University. He has written over fifty books and over 135 other publications., p.207.
Wickens, T.D., (2014). Multiway contingency tables analysis for the social sciences. Psychology Press.
Zsambok, C.E. and Klein, G. eds., (2014). Naturalistic decision making. Psychology Press.


21 | Page

image2.png
[cause] [cause] [cause]

[cause] [cause] [cause]

[cause] [cause] [cause]

[Problem]

[cause] [cause]

[cause] [cause] [cause]

[cause] [cause] [cause]




image3.png
Leader

Autocratic Leader

Consultative Leader

Group-based Leader

[y

Decision
Al Al a al all
Information





image4.png
Finance

BALANCED
SCORECARD

o
=2
o
a
o
@
o
o
1

L&D




image1.png
+ X ] Prifysgol Cymru
¥ Drindod Dew Sant

Y University of Wales
Trinity Saint David





