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[bookmark: _Toc49716214]Introduction
Among others, two of the most important skills in the workplace are problem solving and decision making. An effective manager should have both of these skills, as they are essential for job success in leadership positions (Morgan, 2017, p.297). There are a number of problems which managers face at the workplace, and many of them are very complex. This is why they need to be analysed carefully, using different techniques. Such problems include, but are not limited to absenteeism, low motivation and performance issues (Peninsula Group, 2020). This report will focus on the problem of low productivity, which many managers have to deal with every day. 
[bookmark: _Toc49716215]Definition of the problem
Low productivity is defined as ‘a condition where one or more workers complete tasks, processes, production or sales inefficiently’ (Kokemuller, 2017). In other words, it is about the problem of employees not performing their job to the company’s expected standards. This is a problem for organisations as a whole, and specifically employers, because it can cause loss of revenue and customers, and therefore, be the cause of further problems. In order to look into the scope and impact of the problem, statistics are very helpful. In research, productivity is calculated by ‘the value of goods and services produced for each hour worked’ (Giles, 2018). Therefore, if employees do less labour than expected per hour, their company is likely to have a problem with low productivity. In the micro scale, in the UK, unproductive employees create an extra cost for businesses, estimated at £143 billion per year (Murray-Nevill, 2019). This shows that the negative impact of low productivity on companies has to be taken seriously, if employers would like to avoid losing big amounts of revenue. In the macro scale, this problem has the potential to have more serious impacts, for example, interfering with wage growth (Ross, 2019). These current statistics demonstrate that the scope of this problem is far-reaching and therefore, it is important that employers find an efficient way to solve it, in order to prevent financial loss, both in their company, and in the economy as a whole.
[bookmark: _Toc49716216]Analysis to inform decision-making
In order to find an effective solution to the problem of low productivity, it is important to explore and discover its possible causes. As this is a complex issue, it is useful to do a cause-and-effect analysis in order to understand it properly. The cause-and effect diagram, or fishbone analysis was created by Kaoru Ishikawa with the aim to ‘clearly illustrate the various causes affecting product quality by sorting out and relating the causes’ (Ishikawa, 1976, p.24). Below is a fishbone diagram for the problem of low productivity, created for the purpose of this report.
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Firstly, ineffective management is found to be the top cause of low productivity (Muller-Heyndyk, 2018). For example, if managers are not good at supervising, guiding and motivating their employees, it is likely that they will be less productive. Another one of the most common causes of low productivity is the lack of adequate employee training (Quain, 2018). In other words, when new workers are not provided with the knowledge of how they should do their job, they are likely to be slower and make more mistakes. As a result, they have to be supervised and corrected, which makes other workers’ productivity lower. The third possible reason for low productivity is stress at the workplace. For example, ‘many workers report experiencing work-related stress at their jobs’ (Corporate Wellness Magazine, 2020). As a result, it is likely that workers will experience further health issues, or be unable to concentrate on their job, and therefore, be less productive. Multitasking can be another cause of this problem, as if a worker has to do a number of different things, they are likely to be slower and overall, do less labour than they could if they focused on one task. The fifth possible cause of low productivity is low employee engagement, or lack of commitment ‘to the organization and its goals’ (Kruse, 2012). If employees do not agree with or are not aware of their company’s culture and purpose, they are likely to not care about the work they do and be less productive. Finally, lack of recognition is another potential cause of low productivity. In other words, if workers are feeling undervalued, they may lack motivation to do their best at work, and this will result in their poor productivity.
[bookmark: _Toc49716217]Different solutions to the problem
As discussed, there are a number of possible causes of low productivity. Those are the main source of information to the different potential solutions of the problem. Firstly, improving employee productivity can be subject to resolving inefficient management. An effective solution to this cause can be teaching managers about the essential leadership skills they need to supervise and motivate workers. This is demonstrated by the fact that companies who have ‘management development programmes are 32% more productive’ than those who do not (Chignell, 2019). For this reason, the provision of good training to managers is a better solution than dismissing them. Secondly, if the cause of low productivity is unqualified employees, the solution is similar. For example, introducing a company policy that every worker must be trained immediately when they join the company, and also training current ineffective workers. Thirdly, if stress is the cause of the problem, there are different things that can be done to resolve it. Some of the top work stress factors are a heavy workload and long hours (Wilkie, 2020). Therefore, to ease stress in one way, a company would have to ensure that they are providing workers with sufficient breaks. On the other hand, if multitasking is the cause, that has to be resolved by hiring more staff for each role in the business, so that workers are not forced to deal with a variety of tasks. If employee engagement needs to be improved, the management team should clearly define and promote the organisation’s vision, so workers can ‘better understand how projects and actions are aligned to its overall goals’ (Newbery, 2019). Finally, if there is an issue with lack of recognition, the company should introduce monitoring for employee performance and financial rewards for good results.
[bookmark: _Toc49716218]Evaluation of possible solutions
In order to pick the appropriate solution among the alternatives, it is important to look at their consequences. A useful technique for this is PMI, which means ‘Plus Minus Interesting’ and is used to evaluate different options by considering their positive, negative and interesting aspects (Ahmed and Omotunde, 2012, p.53). Below is a PMI analysis of the different solutions suggested.

	
	Plus
	Minus
	Interesting

	Introducing a management development programme
	- Qualified managers can drive company growth 
	- Once managers develop further skills, they may leave the company
	- Chance to make the company structure more efficient

	Employee training
	- Good training will certainly increase productivity 
	- Financial cost (can avoid)
	- Can get experienced workers to train new hires to save money

	Providing staff with extra breaks
	- Workers are less stressed and can provide better customer service
	- Financial cost for paid breaks
- Lost productivity in break time
	

	Hiring extra workers
	- Workers are more productive as they are focused on the tasks which they specialise in
	- High financial cost 
- More pressure on HR
	- New knowledge enters the company

	Define and promote the company’s vision
	- No financial cost
- Inspire workers to work towards the bigger aims of the business
	- Ambiguous and possibly ineffective
	- Gain market advantage from extra promotion

	Financial bonuses for good performance
	- Employees have an incentive to work harder
	- High financial cost
	- Can offer development opportunities for good workers


Source: Author


Looking at the above table, the most appropriate solution to the problem is mandatory employee training. This is because it is most likely to have a positive effect on productivity, while it’s negative side (financial cost) can be avoided by making experienced workers train new workers.
[bookmark: _Toc49716219]Plan to implement the solution
There are different steps the company has to take to implement the chosen solution well. Firstly, this includes a training needs assessment to identify ‘individuals’ current level of competency, skill or knowledge’ in relation to the required standards (Society for Human Resource Management, 2020). This is necessary so that the company can establish the level of training needed for each old and new worker. Secondly, it is advised for the organisation to set specific learning outcomes as this is a good way to show the purpose of training to workers and make them understand the programme better (Andriotis, 2019). This can also be used to evaluate success later. Thirdly, the company has to collect the necessary knowledge which will be included in the training. This includes turning the knowledge into learning materials, content and resources, such as booklets, articles and visual demonstrations. Fourthly, the company has to put these materials to work, either with the help of current employees or external agencies. It is recommended that the company uses the knowledge of experienced workers in order to save money and improve training. Finally, the training programme needs to be monitored and reviewed. The way in which this can be done is discussed later in this report. 
[bookmark: _Toc49716220]Communication to stakeholders
Implementing the appropriate solution includes another necessary step – communicating the plans and processes to stakeholders. For example, the director of the company can be notified of the new training programme via email so that they are aware of the ways in which resources are being used. Management can be notified in a planned meeting so they can be aware of future plans and be able to monitor the progress of the training programme. Employees can be notified both via email and when they are at work, to make sure that they are aware of the training dates and times. Finally, as employee training is a positive development, the company can use social media to announce it to the public.
[bookmark: _Toc49716221]Monitoring and review techniques
The final step in problem solving is monitoring and reviewing the impact and results of the chosen solution. A popular structure for evaluating training is the Kirkpatrick Model – it refers to evaluating training on four levels – reaction, learning, behaviour and results (Kirkpatrick and Kirkpatrick, 2006, p.21). Firstly, to measure the reaction of employees to the training, management can ask them for verbal or written feedback to find out if it needs any improvement. Secondly, to evaluate learning, management can make a quiz or test for employees to test if they have gotten the necessary knowledge from the programme. Thirdly, to measure behaviour, once training is finished, supervisors can monitor employees while they work and assess them according to training criteria. This would show whether workers are putting their new knowledge to practice. Finally, evaluating the results has to consist of measuring how much productivity has increased overall, compared to before the training. In case all four levels of evaluation have positive results, the company has chosen the correct solution and implemented it well. However, if some of these categories show negative results, they need to either improve the training programme or consider that the cause of the problem may be different. 
[bookmark: _Toc49716222]Conclusion
In conclusion, this report looked at the problem of low productivity. Firstly, it discussed the scope, impact and different possible causes of the issue to inform further analysis. Secondly, the report offered different solutions, evaluating them using the PMI technique in order to pick the most appropriate one. This analysis discovered that the most beneficial solution to low productivity is implementing mandatory employee training. Specifically, the report recommended that an employee training is done by doing an initial assessment, setting goals and providing workers with knowledge through training materials and experienced employees. Finally, the report explained the ways in which this information can be communicated to stakeholders, and how the results of the solution can be monitored and reviewed using four different categories of evaluation.
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