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The importance of problem-solving

Either in someone’s personal life or in a company, it is impossible to avoid problems arising. Problem-solving is a collection of methods that a person can use to identify their environment, notice what needs to be changed, and create and apply a solution focused on a desired outcome. (Stottler, n. d.).
In the workplace environment, employers tend to consider problem-solving skills important because it shows them your ability to think about situations and evaluate information. Some jobs might require high-level problem-solving skills more than others, but no matter what industry, problems will arise, and the employee will be faced with problems that need to be solved. (Ashman, 2019)

The company being discussed

The organization studied in this document is an organization that provides IT services for other companies, and it deals primarily with video and audio transmission for television channels, radio stations, and streaming services. The company has over seventy years on the market, and it operates under the name “Transmita”. This is a Limited Liability company and presents a tall Hierarchical Structure.
As it is a large-sized company, a hierarchical structure helps them in structuring their sectors and defining levels of responsibility for each person, having a clearer way to define who should be reported to in each sector of the company. (Williams, n. d.)
The company used to have over four thousand employees in the past to maintain their operations working flawlessly, but with the recent economical challenges presented in our society and the downfall of streaming services after the pandemic (Sweney, 2022), the company was forced to fire over 25% of their staff, leaving more work to be done by less people. 
Because of that extreme change that was made to solve the company’s financial problems, other challenges have arisen, and they all need to be solved so the company doesn’t find itself in a situation financially worse.

The workplace Problem

The company have described that since they have terminated many people and changed the structure of some of their operations, there has been an increase in staff burnout and turnover that contributed to a massive decrease in productivity, making it more difficult to attend their clients demands.
This lack of productivity has financially impacted on the company, as clients will refuse to pay for low quality service. As television channels and radio stations operate on a twenty-four-hour basis, it is important for them that the transmission services operate flawlessly. The interruption of these services was never a problem in the past, but now, with lack of staff to guarantee their services, there are constant interruptions on their services that has brought their clients to claim for their losses during those interruptions and refuse to pay for some services. 
Employees have also constantly complained that the environment has become toxic and difficult to work in. Their wages have remained the same, despite the new economic challenges and there was a cut in the annual bonus that the company used to provide them.

Analyzing information

Root Cause Analysis:
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The image above is a fishbone diagram, which is a tool that provides the ability to access the quality problem events and their causes. It was first used by Kaoru Ishikawa in the 1960’s. (Ilie and Ciocoiu, 2010, p. 1) In the case of this company, the aspects analyzed were People, Environment, Money, and Management.
By analyzing the work environment, one of the problems brought by employees was dissatisfaction with the company and the increase in toxicity in the work environment. The increase in staff turnover can impact on how toxic the environment is. (Company Culture, 2022)
The economic situation of the recent economic crisis has also impacted on the performance. Research from Censuswide states that the economic crisis is impacting productivity as a great number of employees were worried about their finances and felt that they had low energy, could not sleep, and felt depressed. (Howlett, 2022)
Toxic work environments result in negative experiences at work, which can influence the performance of employees. These environments have negative effects on the productivity of an organization.
That correlation can be seen by analyzing the people in this workplace. The information gathered shows that this company is short-staffed, and the remaining staff feel pressured and burnt-out from their new workplace conditions. This has helped to elevate the staff turnover as there are more employees wanting to exit the company.
The decrease in the number of workers can also impact on the engagement of employees, as the stress levels in the workplace may rise due to the increase in responsibility for the staff that kept their positions. (DiVincenzo, 2022)
On the management side, one problem that has arisen in the company is the lack of management and leadership within its sectors. As the company had to reduce costs, it also managed to terminate people at middle management, leaving workers without people they can report to. 
On the money aspect, the economic crisis and low profits have impacted the company by being the main reason behind why they had to dismiss many people. The claims from dissatisfied clients have also increased after the changes in the company.

Applying Situational Analysis Models (PESTLE and SWOT analysis)

PESTLE Analysis
The PESTLE analysis is a tool for analyzing the macro environment of a business. It accesses the environment outside of a company that cannot be controlled by the organization. (Perera, 2017, p. 1) It can help in the evaluation of the business environment by considering factors that can be directly or indirectly affecting the company performance, with the objective of developing solutions to circumvent those factors. (Perera, 2017, pp.4-5) The environments that can be analyzed with this method are: Political, Economic, Socio-cultural, Technological, Legal, Ecological and Geographic. (Perera, 2017, p. 8) Some of those environments will be discussed in this section.





Political

Compared to its neighbors in Europe, the UK is less vulnerable to the immediate economic impacts of Russia’s invasion of Ukraine. The war’s indirect and longer-term repercussions for UK commerce could still be substantial. (Lawrence, 2022)

Economic

As a result of growing food and energy costs, the cost of living in the UK is rising at its quickest rate in 40 years. (BBC, 2022) The inflation is not only noticed in the UK, as the global economy is currently facing a decline. (IMF, 2022)

Socio-Cultural

Multinational companies can be impacted by socio-cultural aspects. Studies show that corporations with cultural diversity were 24% more profitable. This diversity types can include gender, racial, sexuality, age, disabilities, neurodiversity, and styles. (Thomas, 2022)

Technological

Broadcast television has seen decreased demand in the UK over the last few years. Data shows that the amount of time people spent watching television has decreased by 20% since 2020. Amongst young people, particularly people that are between 16 and 24 years old, time spent watching television dropped by 68% compared to 2011. (Collins, 2022) This can have a huge impact on broadcasting companies.
On a positive spectrum, automation can help companies in achieving better efficiency and productivity. It can help employees to free up their time by performing repetitive and common tasks automatically. (Rue, n. d.)

Legal

Companies must abide by the law and cannot overwork employees. According to UK law, a company cannot force employees to work more than 48 hours a week, not only limited to the hours, being required to perform more tasks than possible in your normal shifts is also illegal. (Citizens advice, 2019)

Ecological

Physical environmental impacts can also affect how businesses work. Climate change, pollution and natural disasters can influence the cost of materials used in a company. (Indeed Editorial Team, 2022)





SWOT Analysis

SWOT Analysis is a tool that helps businesses to verify how it compares with the competition. SWOT is a short word for the aspects of the company that it uses for analysis, which are: Strengths, Weaknesses, Opportunities, and Threats. Albert Humphrey was credited with the creation of this tool in the 1960’s. A SWOT Analysis can not only be used in the business world but also individually, to access personal capacities. (Teoli, Sanvictores, and An, 2022) In this section, a swat analysis will be made to facilitate the decision-making process for solving the main problem presented in this document.

Strengths

· The company is well established and has a vast number of clients around the world.
· The equipment and machinery used by the company is up to standards with the latest technologies developed for their field.

Weaknesses

· The company have seen a decline in profits since the end of the pandemic, this decline has been worsened by the war between Russia and Ukraine.
· High employee turnover.
· The company is under-staffed for the work that they do.

Opportunities

· Rehire some of their staff with better conditions agreed.
· Refusing deals with new clients might seem like a disadvantage but would help the company in restructuring itself for the next few months.
· With more job vacancies, the company could hire new staff that can bring new ideas and cultural diversity to the organization.

Threats

· The worsening of the war in Ukraine can make the economy to decline in a faster way.
· With a higher staff turnover, the company might face more problems in terms of not having enough people to provide their services.
· Employees can feel that they are being over-worked and sue the company.
· The company might lose its most important clients due to poor service delivery.

Alternative solutions

From both analyses done on the last section of this report, some solutions can be proposed for improving the company’s situation, some of those include:

· Rehiring staff and looking for new people to fill the gaps in the company that need fulfilling. 

· Lowering the company workload by refusing new clients.

· Utilizing automation to help the company to efficiently perform its tasks and use less workforce

Evaluation of Alternative Solutions

In order to decide between the solutions suggested, there should be a comparison and weighing between the alternatives. To do this in a precise way, there are frameworks that need to be used for finding the accurate result.
The decision-making matrix is a powerful tool for comparing many good solutions for a problem. It is done by making a table to compare each alternative and the factors that need to be considered in them. You can predefine a value of importance for each factor from 0 (Not important) to 5 (Extremely important). For each factor, you should consider the option and mark a number that represents how this option impacts this factor, the grading should be from 0(bad) to 5 (very good). Once you have graded those factors, you multiply your scores by the amount of importance and then sum all the numbers on each row. With the results you can verify which option will be more interesting considering the factors that you have established. (Mind Tools content team, n. d.)
To analyze the options that were previously presented, the factors to be considered will be: Price, Simplicity, and cost-effectiveness.




	
	

Price
	

Simplicity
	
Cost Effectiveness
	

Total

	Importance
	
4
	
2
	
5
	

	Hiring more people
	
2 x 4 = 8
	
3 x 2 = 6
	
1 x 5 = 5
	
4 + 6 + 5 = 15

	Refusing New Clients
	
4 x 4 = 16
	
5 x 2 = 10
	
2 x 5 = 10
	
16 + 10 + 10 = 36

	Implementing automation
	
2 x 4 = 8
	
3 x 2 = 6 
	
5 x 5 = 25
	
8 + 6 + 25 = 39



After analyzing these factors, the conclusion is that Implementing automation is the best solution among the alternatives raised.

Implementing the Solution

In order to facilitate the implementation of the plan, it is possible to divide the plan in smaller tasks that need to be fulfilled. By identifying those tasks, we can then establish a schedule for change implementation. 

A Grantt Chart is a tool that allows for showing the order in which tasks should be fulfilled and the time that should be spent in doing them. (Lutkevich, 2021) A Simple Grantt chart can help in organizing and scheduling those tasks along those weeks. 

This solution was divided into four steps to be fulfilled in 20 weeks.


Task 1: Hire new people to develop the new automation systems.
Task 2: Gather the team and research within the company for possible tasks that can be automated.
Task 3: Develop the automation systems.
Task 4: Implement the new systems

Gannt Chart
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Communication plan with stakeholders

Stakeholders

Primary Stakeholders

· Employees
· Customers
· Contractors
· Shareholders
· Suppliers

Secondary Stakeholders

· Trade Union
· Landlords
· National and International governments
· Media consumers
Stakeholder Map

To organize the stakeholders according to their priority levels, a Stakeholder map can be used:
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Stakeholder communication plan

A communication plan must be made to keep the stakeholders aware of the changes:

	STAKEHOLDER
	INTEREST
LEVEL
	KEY INTERESTS AND ISSUES
	COMMUNICATION
VEHICLE
	FREQUENCY

	Customers
	High
	Needs service improvement
	Letters,
Calls,
Business Meetings,
Emails
	Update Weekly

	Shareholders
	Highest
	Interested in improvement of company profitability
	Business meetings,
Calls
	Update
Every two 
days

	Employees
	Medium/
High
	Interested in better work conditions.
	Emails
	Update every two weeks

	Contractors
	Low
	N/A
	N/A
	N/A

	Suppliers
	Low
	N/A
	N/A
	N/A

	Trade Union
	Low/Medium
	Improvements
On work conditions
	N/A
	N/A

	National and International Governments
	Low
	N/A
	N/A
	N/A

	Media consumers
	Low
	N/A
	N/A
	N/A




Monitoring and Review Techniques.

For this section, the ADKAR model will be used to provide the adequate methodology for guiding employees when applying changes within an organization. This can help in avoiding confusion and improving acceptance of the decision. (Tallyfy, n. d.)

Awareness

The change that is going to be made is the inclusion of automation to perform repetitive tasks that employees must usually do. The reason behind this change is that employees are feeling pressured and overworked, and this can lead to low productivity and mental health problems. By performing this change, some of the tasks performed by the engineers will be performed automatically and they will have more time to focus on more important and specific tasks, without the risk of feeling overworked. If this change is not implemented, the company is at risk of shutting down.

Desire

By Implementing this change, teams will be able to work faster, leaving opportunities for team members to work from home a few days of the month.  People will no longer need to configure all the equipment manually since it can be done automatically, leaving more time for other projects.
Knowledge

During this time, the team needs to be patient, as they are going to be accessed by developers that need to understand the nature of the tasks that the engineers perform and how to execute them, in order to develop solutions and apply changes to the processes. Managers will be required to guide them through the processes and present the roles and responsibilities of their team, as well as each person’s daily tasks.

Ability

Open mindedness is going to be required for this project to work. Along with that, teams need to have willingness to contribute and dedication to learn the new tools that are going to be put in place. The company will provide training, and it is important for staff to commit as much as possible so that the change can happen fluidly.

Reinforcement

To reinforce those changes, there will be a constant monitoring of the new systems implemented, as well as adequate staff to support in case a process goes wrong. There will be a team to optimize the tools over time and help staff with any challenges that might occur.
Staff can also come up with ideas to contribute to the maintenance and development of the tools, and there will be gratifications for every idea that was implemented, this can be done by extra bonuses and holidays.


Conclusion

Placeholder
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