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Problem solving decision making in the workplace 
Introduction:  
Within the workplace there are usually many people that come from different backgrounds, with  different education levels, skills and culture, and also there can be other stakeholders that have  different expectations from the organisation. These differences can sometimes cause conflicts that  could become problems in the organisation. When such problems are simple, it can be easy to  resolve but more complex problems can involve a long process of analysis and decision making to  solve. This report will discuss the problem of pay discrimination, poor communication from  management against e mostly agency employees of employees of Tesco distribution centre  Dagenham. A treatment they said made them feel less valued for the work they do. The report will  analyse the problem, discuss its impact and look at the decision-making technique used in solving  this problem. 
Defining the problem: 
About 500 TESCO employees in their Dagenham distribution center voted to go on strike when  the pay negotiation between them and management broke down because Tesco management  refused to improve on the offer made to them in the 2017 national pay review  (https://morningstaronline.co.uk, 2018; https://www.retailgazette.co.uk/). They claim that they are  poorly rewarded for regularly working in low temperatures and subject to stringent performance  targets.
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Scope of problem: This problem is complex because it is not just about pay; it is also about  employees feeling that they are being discriminated against because they are mainly agency staff  and not being treated like other Tesco employees. Also, it is about working conditions, the striking  employees said they exploited, underpaid and overworked; they felt undervalued because it is not  that Tesco is not able to pay, but that they refused to pay. They supported their claim and argument  by pointing out that another distribution center about five miles away pay about £1.30 more an  hour more than their center (https://morningstaronline.co.uk, 2018). Feeling valued is when an  employer show that you have good qualities and the work you do in the organization and appreciate  the contribution of your work to the organization. What makes employees feel valued include fair  pay, fair working conditions, fair treatment in relation to others. 
A feeling of not being valued can from the way we are communicated to or not communicated to,  the pay we receive compared to other people doing the same job as us and the way we are treated  by management (https://www.investorsinpeople.com).  
Impact: One of the impacts of the problem is that it affected staff motivation because staff that  feel they are not valued will not want to work hard and the way they feel towards the organization  will be affected. Another impact of the problem is that feeling undervalued can affect the mental  health and well-being of workers. According to American Psychological Association survey,  feeling valued is linked to better physical and mental health, as well as higher levels of  engagement, satisfaction and motivation (www.apa.org/). Another major impact of the strike is  that 31 One Stop stores and 80% of Tesco Express stores in and around London that are supplied  from the Dagenham distribution center was affected by the strike. This would also affect customers  that may not get items that they need from these stores (https://www.betterretailing.com/). 
Analysing the problem: The problem involved complex issues such as staff feeling not valued  and this will require Tesco management to have a good understanding of the issues that make their  staff feel that they are not being valued. That will be to set up good problem-solving process  involve all parties and to use decision-making processes to make good decision that can bring back  good relationship between Tesco and staff that go strike. 
Problem-solving process: There are different problem-solving processes or models that have been  used in different situations in the workplace. For simple problems, there may not be need for need 
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for a detailed process but for complex problems, the process used should a process that is  systematic and detailed, the process has to show how the was solved, must first analyse the problem  and not to rush into a solution without first understanding the problem as this can have a short time  solution and problem start again (https://www.managers.org.uk). For example, in the case of Tesco  staff strike, rushing to pay them more money could be a short term solution without looking into  the other aspects of the problem. An example of a problem solving process is the six step problem 
solving technique: 
- Define the problem: This is the first step to solving a problem. This about looking deep into the  situation to identify what it is that needs to be solved. Looking only at what is happening may not  give the whole picture of what the problem actually is. In the Tesco case, not receiving the pay  increase they want is how the employees are showing their feelings. As discussed above, the  problem go deeper than pay and include issues like the conditions of work they have. ‘The more  clearly a problem is defined, the easier you’ll find it to complete subsequent steps. A symptom is a  phenomenon or circumstance that results from a deeper, underlying condition (Dumitrascu, 2020) 
-Analyse the problem: Analyse the problem to find out the root causes of the problem. Ask ‘why’  many times to try and see the links with what is happening and to decide what type of problem it  is. According to Taylor et al (1994) you can analyse a problem by asking the following questions  ‘who is experiencing the problem? what is happening?, why is it happening? where is it  happening? when does is happen? how often/many/much?’ Some of the causes of problems in the  workplace include people conflicts, time, and the environment. 
-identify as many potential solutions as you can: By looking at the causes identified in step 2, get  all the relevant people to discuss and come up with as many solutions as possible. The main thing  at this stage is to make sure that all the solutions are put down on paper and not think of those that  can solve the problem on short term only, unless with the plan to carry out the other solutions later. In the Tesco case, some of the possible solutions would be to agree to pay the staff the pay they  demand. Also, management can negotiate to keep the pay offer they made to the staff but agree to  improve their conditions of work in the warehouse. Another solution could be to get policies in the 
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warehouse that would increase staff motivation and make them feel valued. For example, making  sure that staff are well represented when discussions about their welfare is discussed. 
-Choose the best solution using decision making model — This is the stage of the process that  requires a decision to be made to choose the best possible solution for the process. According to  CMI (2020), decision making is the having to consider possible alternatives and use judgement to  choose an appropriate and timely course of action’. There are various decision-making tools that  managers could use to reach good decisions. For example, Kepner and Tregoe's model, De Bono’s  six thinking hats, Tannenbaum and Schmidt leadership continuum, Stakeholder analysis, Force  field analysis and Deming’s PDCA Cycle “the Deming Wheel” (CMI, 2020). 
Kepner and Tregoe’s decision making model: This model is based on rational decision making  model which aims to reach decisions on the decision maker’s goals and an objective assessment  of the merits of all available options with the aim of arriving at a single goal or destination for the  decision-making process. Usually the steps in this model are: define the decision to be made,  establish the objectives by consulting all the stakeholders with interest in the matter, classify the  objectives, define the "musts" by excluding the options that are considered not suitable, define the  "wants" assessing how important the wants are, get potential options, test the options against the  ‘musts by rejecting options that don’t meet the musts, finally choose the option that most meet the  ‘musts’ of your objective. The disadvantage of this model is that, it is most suitable for solving  technical problems. For problems like the Tesco staff, this method will not be suitable because the  problem involves human emotions and understanding (ugc.futurelearn.com, n.d). 
De Bono’s six thinking hats: This model is based on managers looking at problems from different  angles one at a time to avoid confusion. It gets a decision maker to move away from their usual  way of thinking and look at a problem from a different angle to get a more detailed view that  covers all aspects of that problem. The model is made up of six coloured hats with each hat  representing an angle of the problem. With the white hat, the decision maker focuses on available  data. When wearing the red hat, you look at problems using your emotion and deep feelings. The  black hat is when the decision maker is looking at the negative outcomes that could come from the  decision, while the when wearing the yellow hat you think about the benefits of the decision and  the positive that can come out of it. Green Hat is about approaching the problem creatively,
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bringing creative solutions to a problem and blue hat is about taking control of situations if the plan is not going well. This model could work in the Tesco situation as it will enable the Tesco management to cover all possible aspects of the problem to reach a decision (Mindtools.com, n.d). 
Stakeholder analysis approach to decision making: The term stakeholder is used as a general  term to ‘’describe individuals, groups, or organizations that have an interest in the project and can  mobilize resources to affect its outcome in some way’’ (Smith, 2000).In complex business  problems that require decision-making, there are key stakeholders that should be involved.  However, it is important that the decision-making process includes those stakeholders that are  qualify because the know about, care about the matter being discussed. Furthermore, they should  be people that understand business issues and be able to do something to make implementation  possible. This decision is probably the most suited to the Tesco case. The employees are low level  employees that may not be capable of engaging management in the dispute; however, they would  be represented by their union which have individuals specializing in such disputes with  management. In this case, the representatives of workers’ union Usdaw (Union of Shop,  Distribution and Allied Workers) are the ones that has engaged Tesco management in the  negotiations for over a year before the call to strike and will be the representatives of the workers  in settling the dispute (Stevens, 2018). All the possible solutions will be laid out during the  meetings between management and union representatives during which all parties will present a  view on what they think and what they want. In these meetings, the parties will give up some of  their demands if other aspects of their problem is solved. In this case, better working conditions is  presented as a what management can offer but to keep the pay offer already given to staff. When  all parties are agreed, then the decision is communicated to all stakeholders. 
-Plan of action — During this step, you determine what steps must be taken, designating tasks  where necessary. And you decide on deadlines for completing the actions and estimate the costs of  implementing them. In this case, employees will demand a deadline when agreed better conditions  of work will be implemented. Tesco management will need to secure sufficient time as some of the  changes would require changing policies and processes already in place and putting in place key  HR changes
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-Implementation of solution and evaluation of changes made — Deming’s PDCA cycle is an  ongoing process planning a change, implementing the change, checking if the plan has been  effectively implemented and is working as required and acting to improve areas of the plan not  working according to plan. In the case of Tesco, it will be important to monitor the agreement  between staff and management to ensure that all agreed points are met and that all parties are  satisfied with the outcome. PDCA is a powerful tool that enables people to empower themselves  and facilitates teamwork. Tesco employees will be part of the implementation of the plan and can  get involved in ensuring that changes are made based on agreements reached (ceopedia.org) 
Conclusion: 
The report discussed the problem in the Tesco distribution center in Dagenham in which employees  went on strike because of pay. After analyzing the problem, it was concluded that the problem was  much more complex because it was not just about pay but involved a more complex issue of staff  feeling undervalued and being discriminated against for being agency staff. Furthermore, the report  discussed the steps in the problem-solving process and suggested steps that could be adopted by  management to resolve the problem. Finally the report concluded that the stakeholder analysis  approach to decision making is most suited to the Tesco case because of the parties involved and  also suggested the PDCA model for continued assessment of actions taken to solve the problem.
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