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[bookmark: _1ci93xb]Introduction

Problem-solving and decision-making are essential managerial competencies, particularly within industries such as construction where projects are time-sensitive, resource-intensive, and reliant on multiple stakeholders. RK Wales Property Management Ltd, a construction and property-refurbishment company based in South Wales, operates in a highly competitive sector where quality, efficiency, and client satisfaction are critical. Within this context, a recurring organisational challenge has been identified: staff frequently fail to take full responsibility for the work they undertake. This issue, while seemingly operational, extends into the cultural and structural dynamics of the company, making it a complex problem requiring systematic analysis and intervention.

A complex workplace problem is one that involves multiple stakeholders, competing priorities, and no single clear solution (Dörner & Funke, 2017). Unlike simple administrative issues, the challenge of staff accountability cannot be resolved with a straightforward directive. Instead, it requires investigation into its root causes, evaluation of multiple potential solutions, and the selection of a financially viable and operationally sustainable option. As Clegg and Birch (2007) note, effective problem solving combines creativity, structured analysis, and practical implementation in order to achieve meaningful organisational improvement.

This assignment will therefore follow a structured problem-solving process. It will begin by defining the problem, including its scope and impact on RK Wales, before analysing its root causes using recognised tools such as brainstorming, mind mapping, the 5 Whys technique, and the Fishbone diagram. Alternative solutions will be proposed and evaluated using Grid Analysis and Cost-Benefit Analysis, leading to the identification of the most appropriate option. Finally, a detailed implementation, communication, and monitoring plan will be developed to ensure the chosen solution delivers measurable improvements for RK Wales.

[bookmark: _2p2csry][bookmark: _Toc207547205]Section 1: Defining the Problem, Scope and Impact

At RK Wales Property Management Ltd, a construction and refurbishment company based in South Wales, one of the most pressing challenges is that staff often fail to take full responsibility for their work. This lack of accountability manifests in tasks being left incomplete, errors being repeated, and managers needing to step in to correct or oversee work that should have been completed independently. As Williams (2006) highlights, accountability is a cornerstone of effective management; when it is absent, leadership efforts are diverted into micromanagement rather than strategic oversight, undermining organisational effectiveness.

This issue is best described as a complex workplace problem. Unlike a simple administrative mistake with a clear fix, accountability challenges are embedded in organisational culture and behaviours. They involve multiple causes such as training, communication, management style, and motivation. Dörner and Funke (2017) define complex problems as those involving several stakeholders, unpredictable factors, and the absence of a single guaranteed solution. The accountability issue at RK Wales fits this definition because solving it requires changes at individual, team, and organisational levels, with no single intervention likely to fully resolve it.

The scope of the problem is broad. At the individual level, staff are directly affected: some lack confidence or training, while others disengage because they are not held accountable or rewarded for taking initiative. At the managerial level, leaders are impacted as they spend excessive time on supervision and correction, limiting their capacity for long-term planning and business development. Clients and investors are also stakeholders, since accountability failures can result in delays, quality issues, and reputational risks. Finally, the company as a whole is affected: efficiency declines, costs rise, and competitive advantage is threatened.

The impact of this accountability gap is both financial and cultural. Financially, incomplete or incorrect work increases costs through rework, wastage of materials, and project overruns. In construction, where profit margins are often tight, such inefficiencies can significantly undermine profitability and client trust. Clegg and Birch (2007) argue that weak responsibility structures and inefficient problem-solving increase operational costs and reduce organisational performance. Culturally, the lack of accountability lowers morale, creates a “blame culture,” and discourages staff from taking initiative. If unaddressed, this could lead to staff turnover, disengagement, and reputational damage with clients and investors.

In summary, the issue of staff not taking responsibility at RK Wales Property Management is a complex organisational challenge. It affects multiple stakeholders, from employees and managers to clients and the company as a whole. Its impact extends beyond finances to workplace culture, efficiency, and reputation. Addressing it requires systematic problem-solving to uncover root causes and implement effective, sustainable solutions.

[bookmark: _Toc207547206]Section 2: Analysing Information on the Problem

To uncover why accountability has become a recurring challenge at RK Wales Property Management Ltd, it is essential to apply structured analytical tools. These techniques move beyond surface-level symptoms to reveal deeper causes and systemic issues. This section applies Brainstorming, Mind Mapping, the 5 Whys technique, and the Fishbone diagram to systematically analyse why staff frequently fail to take responsibility for their work.

[bookmark: _Toc207547207]2.1 Brainstorming and Mind Mapping

Brainstorming is an established method of generating potential causes of a problem quickly and without judgment (Proctor, 2005). For RK Wales, brainstorming suggested several possible reasons for the lack of accountability:
· Unclear role definitions and expectations.
· Inconsistent or insufficient technical training.
· Over-reliance on managers for oversight and corrections.
· Low motivation due to limited recognition or rewards.
· Poor communication between staff and supervisors.
· Weak systems for monitoring and follow-up.
These ideas were developed into a mind map, which highlights how issues interconnect. For example, inadequate training contributes to a lack of confidence, which in turn reinforces reliance on managers. Poor communication overlaps with both unclear roles and repeated mistakes. The mind map therefore confirmed that accountability problems at RK Wales are multifaceted and interconnected, rather than isolated.
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[bookmark: _Toc207547208]2.2 Five Whys Technique

The 5 Whys technique is a simple but powerful method for drilling down to the root cause of a problem (Tague, 2004). Applied to this case, the analysis developed as follows:
1. Why are staff not taking responsibility?
Because tasks are left incomplete or need correction.
2. Why are tasks left incomplete?
Because staff assume managers will check or finish them.
3. Why do staff assume managers will intervene?
Because a culture of micromanagement has developed.
4. Why does micromanagement occur?
Because managers lack confidence in staff delivering independently.
5. Why is there a lack of confidence?
Because training and accountability systems are inconsistent, resulting in variable work quality.
The analysis indicates that the root cause of the problem is weak systems of training and accountability, reinforced by management styles that unintentionally promote dependency rather than ownership.

[bookmark: _Toc207547209]2.3 Fishbone (Cause-and-Effect) Analysis

The Fishbone (Ishikawa) diagram is particularly useful for categorising possible causes of a problem under broad themes (Clegg & Birch, 2007). For RK Wales, the accountability issue was mapped into the following categories:
· People – Low motivation, limited skills, weak ownership of tasks.
· Processes – Unclear roles, poor follow-up, lack of accountability mechanisms.
· Management – Micromanagement, limited delegation, lack of trust in staff.
· Training/Knowledge – Inconsistent training programmes, few development opportunities.
· Environment – High workload, tight deadlines, and resource shortages.
This analysis demonstrates that accountability at RK Wales is not just an issue of individual behaviour, but a systemic challenge influenced by organisational processes, leadership practices, and environmental pressures.
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[bookmark: _Toc207547210]2.4 Findings

Taken together, these tools reveal the complexity of the accountability challenge. Brainstorming and the mind map established a broad range of contributing factors. The 5 Whys identified the core issue as weak training and accountability systems. The Fishbone diagram showed how organisational culture, management style, and environmental pressures interact to reinforce the problem.

As Dörner and Funke (2017) explain, complex workplace problems cannot be addressed by surface-level fixes because multiple interacting causes must be considered. At RK Wales, this means that tackling accountability requires both cultural change (e.g., reducing micromanagement and building trust) and structural reforms (e.g., strengthening training programmes, clarifying roles, and implementing robust accountability systems).

[bookmark: _Toc207547211]Section 3: Propose a Range of Alternative Solutions

Having identified that the root cause of accountability issues at RK Wales Property Management Ltd lies in weak training and accountability systems, reinforced by a culture of micromanagement, it is important to consider a range of solutions. Proposing multiple options is essential, since complex workplace problems rarely have a single straightforward answer (Proctor, 2005). The following solutions are proposed based on the findings of the analysis, as well as practical considerations such as resources, organisational culture, and industry best practice.

[bookmark: _Toc207547212]3.1 Solution 1: Enhanced Training and Development Programmes

One of the most significant factors contributing to accountability issues is inconsistent training. By introducing structured training programmes, including technical upskilling, health and safety compliance, and project management basics, staff can build confidence in their roles. This reduces reliance on managers and supports a culture of competence. In addition, continuous professional development opportunities could improve motivation and reduce turnover. While training requires investment, studies suggest that organisations with strong training structures see improvements in both employee performance and responsibility (Williams, 2006).

[bookmark: _Toc207547213]3.2 Solution 2: Clearer Role Definitions and Responsibility Framework

Another option is to strengthen role clarity and responsibility across the company. Written job descriptions and project task lists can be introduced to ensure every employee knows what is expected of them on each project. Regular team meetings and clear communication of responsibilities would prevent misunderstandings and reduce the likelihood of tasks being left incomplete. As Clegg and Birch (2007) argue, accountability improves significantly when expectations are explicit, and responsibilities are clearly communicated.

[bookmark: _Toc207547214]3.3 Solution 3: Recognition and Incentive Schemes

A further approach is to address accountability by targeting motivation. Introducing recognition schemes such as “Employee of the Month,” performance-based bonuses, or non-financial rewards (e.g., additional training opportunities or public acknowledgement) could encourage staff to take greater ownership of their work. Incentives not only reward accountability but also help build a positive organisational culture where responsibility is seen as valued and rewarded.

[bookmark: _Toc207547215]3.4 Leadership and Cultural Change

Since micromanagement has been identified as a contributing factor, leadership style must also be considered. Managers could be trained in coaching and delegation techniques to encourage staff independence. Shifting from a directive leadership approach to a more empowering one would help foster trust between managers and staff. Over time, this cultural change could create a workplace environment where responsibility is shared and valued.

[bookmark: _Toc207547216]3.5 Solutions

Each of these solutions addresses different dimensions of the accountability problem. Training and development target skills and confidence; role frameworks address clarity of responsibility; incentives improve motivation; and leadership change targets organisational culture. It is likely that the most effective resolution will not be a single intervention but a combination of approaches that together tackle the systemic nature of the problem.

In summary, four potential solutions have been proposed: training programmes, clearer role definitions, recognition schemes, and leadership change. Each option is practical and aligned with the root causes identified in the analysis. The next step is to evaluate these solutions using structured decision-making techniques to identify the most suitable option for RK Wales Property Management.

[bookmark: _Toc207547217]4.0 Section 4: Evaluating Solutions Using Decision-Making Tools

Selecting the most appropriate solution requires the use of structured decision-making tools that can weigh both qualitative and quantitative factors. As Higgins (1994) highlights, decisions in management must balance multiple competing priorities, and structured evaluation helps ensure transparency and objectivity. For RK Wales Property Management Ltd, a two-stage evaluation was applied: first, a Grid Analysis was conducted to assess the non-financial factors of each solution; second, a Cost-Benefit Analysis (CBA) was undertaken to evaluate financial viability.

[bookmark: _Toc207547218]4.1 Grid Analysis

Grid Analysis is particularly effective when several strong options exist, and multiple factors must be considered (Clegg & Birch, 2007). The following criteria were identified as most relevant for RK Wales:
· Effectiveness in improving accountability (weight = 5)
· Impact on staff motivation (weight = 4)
· Ease of implementation (weight = 3)
· Time required to see results (weight = 3)
· Alignment with company culture and resources (weight = 2)
Each solution was scored from 1 (poor) to 5 (excellent) against each criterion, then multiplied by the weighting.
Grid Analysis Table
	Solution
	Accountability (5)
	Motivation (4)
	Ease of Implementation (3)
	Time to Results (3)
	Alignment (2)
		Weighted Score



	




	Training & Development
	4×5=20
	3×4=12
	3×3=9
	3×3=9
	3×2=6
	56

	Role Clarity Framework
	5×5=25
		3×4=12



	



		4×3=12



	



		4×3=12



	



		4×2=8



	



	69

	Recognition & Incentives
	3×5=15
	5×4=20
	4×3=12
	5×3=15
	3×2=6
	68

	Leadership & Culture Change
	4×5=20
	4×4=16
	3×3=9
	2×3=6
	4×2=8
	59



The results show that the Role Clarity Framework (69) and Recognition & Incentives (68) are the strongest options. While training and leadership change also score well, they are less effective in the short term.

[bookmark: _Toc207547219]4.2 Cost-Benefit Analysis (CBA)

While Grid Analysis highlights qualitative strengths, it is also necessary to assess whether each option is financially viable. Cost-Benefit Analysis compares estimated costs against projected benefits over a three-year period (Williams, 2006).

Assumptions for CBA
· Based on RK Wales’ project scale, solutions are costed realistically in relation to company size.
· Benefits are measured as estimated savings from reduced rework, improved efficiency, and increased productivity.

Cost-Benefit Analysis Table (3-Year Projection)


	Solution
	Estimated Costs (£)
	Estimated Benefits (£)
		Net Benefit (£)



	



		Benefit: Cost Ratio



	




	Training & Development
	25000
	60000
	35000
	2.4:1

	Role Clarity Framework
	10000
	40000
	30000
	4.0:1

	Recognition & Incentives
	15000
	50000
	35000
	3.3:1

	Leadership & Culture Change
	20000
	45000
	25000
	2.25:1



The Role Clarity Framework delivers the highest benefit-to-cost ratio (4.0:1), followed closely by Recognition & Incentives (3.3:1). Training and leadership change are beneficial but less efficient financially.

[bookmark: _Toc207547220]4.3 Results

Taken together, both Grid Analysis and CBA suggest that the most appropriate solution for RK Wales is the Role Clarity and Responsibility Framework, potentially combined with elements of Recognition & Incentives. The Grid Analysis shows it is highly effective in addressing accountability directly, easy to implement, and aligned with existing resources. The CBA confirms it is financially viable with the strongest benefit-to-cost ratio.
Recognition schemes, while not the top choice, should complement role clarity by addressing the motivational dimension of accountability. Training and leadership changes remain important long-term strategies, but they require greater investment and time to demonstrate results.
As Kepner and Tregoe (1967) argue, the best solution is not always the cheapest, but the one that provides sustainable benefits while fitting within organisational constraints. For RK Wales, a combined approach that prioritises clearer roles and responsibilities supported by recognition schemes offers the most balanced outcome.
The structured evaluation process demonstrates that the Role Clarity Framework, supported by Recognition and Incentives, is the most appropriate solution to the accountability problem at RK Wales Property Management Ltd. This combined approach is both financially viable and operationally effective, addressing the root causes of the problem while also motivating staff to take ownership of their work. The next step is to develop a detailed plan for implementing this solution.

[bookmark: _Toc207547221]Section 5: Developing a Detailed Implementation Plan

Having identified the Role Clarity and Responsibility Framework, supported by Recognition and Incentives, as the most suitable solution for improving accountability at RK Wales Property Management Ltd, the next step is to create a clear implementation plan. As Clegg and Birch (2007) argue, a well-structured plan ensures that chosen solutions are transformed into practical actions, with timelines, responsibilities, and success measures clearly defined.

[bookmark: _Toc207547222]5.1 Key Implementation Steps

The implementation process at RK Wales Property Management Ltd will be structured into the following activities:
1. Draft Accountability Framework – Develop job descriptions, reporting lines, and project role allocations.
2. Finalise Role Definitions – Confirm responsibilities with staff and management.
3. Communicate Framework – Share with staff via meetings and written guidelines.
4. Launch Recognition Scheme – Introduce motivational rewards for accountability.
5. Manager Training – Provide delegation and leadership training for supervisors.
6. Monitoring Progress – Track outcomes over two months using staff feedback and rework data.
7. Review and Adjust – Refine framework and recognition scheme after evaluation.

[bookmark: _Toc207547223]5.2 Gantt Chart (6-Month Plan)

	Task
	Possible Start
	Length
	Type
		Dependent on…



	




	1. Draft accountability framework
	Week 1
	2 weeks
	Sequential
	--

	2. Finalise job descriptions & reporting lines
	Week 2
	1 week
	Sequential
	1

	3. Communicate framework to staff
	Week 3
	1 week
	Parallel
	2

	4. Launch recognition scheme
	Week 3
	1 week
	Parallel
	2

	5. Train managers on delegation
	Week 4
	2 weeks
	Sequential
	2

	6. Monitor progress & collect feedback
	Week 4
	2 months
	Parallel
	3-5

	7. Review and adjust framework
	Week 6
	2 weeks
	Sequential
	6




This structured Gantt chart provides visibility of task dependencies, ensuring accountability is embedded step by step.

[bookmark: _Toc207547224]5.3 Success Indicators and Conclusion

The implementation will be considered successful if:
· A measurable reduction occurs in incomplete or corrected tasks.
· Staff surveys show improved confidence and engagement.
· Clients report increased satisfaction with timeliness and quality.
· Managerial workload linked to micromanagement is reduced.

The plan is designed for both speed and sustainability. Clear role definitions will be in place within the first two months, supported by incentives to boost motivation. Training for managers ensures cultural change, while monitoring and review create opportunities for continuous improvement.
This detailed implementation plan provides RK Wales Property Management with a clear roadmap. By combining a structured accountability framework with recognition incentives, and embedding progress monitoring, the company can create a culture of responsibility that is both measurable and sustainable.

[bookmark: _Toc207547225]Section 6: Communicating the Plan to Stakeholders

The successful implementation of the accountability framework at RK Wales Property Management Ltd depends on clear and consistent communication with all stakeholders. According to Mitchell, Agle, and Wood (1997), stakeholder engagement requires identifying who is affected, analysing their level of interest and influence, and tailoring communication strategies accordingly.

[bookmark: _Toc207547226]6.1 Stakeholder Identification

The key stakeholders for this plan are:
· Staff – directly impacted by clearer role definitions and recognition schemes.
· Managers – responsible for implementing accountability systems and changing leadership styles.
· Clients and Investors – indirectly affected through improved service quality and project efficiency.
· Senior Management/Owners – overseeing progress and ensuring resources are allocated effectively.

[bookmark: _Toc207547227]6.2 Stakeholder Analysis (Influence vs Interest)

· High influence, high interest: Senior management, managers. Require detailed updates and involvement in decision-making.
· High influence, low interest: Investors. Need summary reports demonstrating efficiency improvements.
· Low influence, high interest: Staff. Require frequent communication to ensure understanding and buy-in.
· Low influence, low interest: External suppliers. Only need updates if changes affect workflows.
This aligns with Mendelow’s (1991) stakeholder matrix, which highlights that different levels of influence and interest require different communication approaches.

[bookmark: _Toc207547228]6.3 Communication Plan

	Stakeholder
	Information Required
	Method
	Frequency
	Responsibility

	Staff
	Role definitions, recognition scheme details
	Team meetings, written guidelines
	Weekly (initial rollout), then monthly
	Line Managers

	Managers
	Training sessions, monitoring updates
	Workshops, reports
	Monthly
	Senior Management

		Clients & Investors
	Evidence of efficiency, reduced rework
	Progress reports, email updates
	Quarterly
	Senior Management

	Senior Management
	Senior Management
	Reports, review meetings
	Monthly
	Project Lead

	
	
	
	
	

	
	
	
	
	




[bookmark: _Toc207547229]Section 7: Monitoring and Review

Monitoring and review are essential to ensure that the accountability framework and recognition scheme are effectively embedded within RK Wales Property Management Ltd. Without ongoing evaluation, issues may go unnoticed and the benefits of the solution could be diminished. As Clegg and Birch (2007) note, monitoring allows organisations to identify problems early, while Williams (2006) emphasises that review mechanisms ensure corrective action can be taken in time.

[bookmark: _Toc207547230]7.1 Monitoring Techniques

Several monitoring tools will be used:
· Gantt Chart Tracking – Progress will be compared against planned milestones to ensure tasks are delivered on schedule.
· Surveys and Feedback – Staff and managers will complete feedback forms to assess clarity of responsibilities and engagement.
· Performance Data – Indicators such as rework levels, project delays, and client feedback will be tracked monthly.
· Regular Meetings – Monthly review meetings will be held to assess progress, address risks, and agree corrective actions.

[bookmark: _Toc207547231]7.2 Review Process

Formal reviews will be conducted at three months and six months after implementation. These reviews will compare actual performance against success indicators such as reduced errors, improved staff satisfaction, and positive client responses. Where necessary, adjustments will be made to the framework and recognition scheme to ensure continuous improvement.

[bookmark: _Toc207547232]Section 8: Conclusion

The issue of staff not taking responsibility for their work at RK Wales Property Management Ltd represents a complex workplace problem, with multiple causes rooted in training, management style, communication, and organisational culture. Through systematic analysis using brainstorming, mind mapping, the 5 Whys technique, and the Fishbone diagram, the root causes were identified as weak training structures and unclear accountability systems reinforced by micromanagement practices.

Several alternative solutions were proposed, including enhanced training, clearer role definitions, recognition and incentive schemes, and leadership change. Using Grid Analysis and Cost-Benefit Analysis, the Role Clarity and Responsibility Framework, supported by a recognition scheme, was identified as the most effective and financially viable option.

A detailed implementation plan was developed, supported by a Gantt chart, outlining clear steps, responsibilities, and success indicators. The stakeholder communication plan ensures that information is delivered to the right groups in an appropriate format, while monitoring and review processes provide a mechanism for ongoing improvement.

In conclusion, this project demonstrates that by applying structured problem-solving and decision-making techniques, RK Wales can embed accountability into its culture. The chosen solution will improve efficiency, enhance staff motivation, strengthen client satisfaction, and secure long-term organisational sustainability. Importantly, by applying the principle of continuous improvement (Imai, 1986), the company can ensure accountability becomes not just a project outcome, but a permanent cultural change.
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