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· INTRODUCTION 
This report will talk about a luxury retail company called Prada and will discuss the importance of the Problem-Solving skills regarding a complex problem which is affecting the company. 

· THE WORKPLACE PROBLEM 
The main problem in the workplace is the poor performance of the client advisors regarding the sales and looking at the result KPI numbers that they are under the expectation of the company. This problem has a strong impact on the organization, as the result are very poor. 
This includes: Poor standards of work, e.g., frequent mistakes, not following a job through, unable to cope with instructions given. Inability to cope with a reasonable volume of work to a satisfactory standard. Attitude to work, e.g., poor interpersonal skills, lack of commitment and drive.
In this report, I will analyse the potential, root causes of the problem, applying situation analysis models, and give a range of alternative solution to solve the problem of the organization.





ANALYSING INFORMATION
ROOT 
FISHBONE ANALYSIS 
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To identify the possible causes and root causes of the complex problem I choose to apply the model of the Fishbone Analysis of the 4P. With this diagram, we have the opportunity to analysis every single potential cause of the problem. 
At the end of this fishbone, we can see the analysis of the possible route causes below:

· Poor company culture: 
Building a strong company culture can help encourage and motivate employees. Some employees might feel the company's culture doesn't meet their expectations or might feel a lack of support from their colleagues and leaders. Company culture is typically crucial to a successful workplace because it acts as the unifying factor in a business. Culture encompasses the company's values, how it views employees and how employees support each other. Companies can build a stronger company culture by asking for employee feedback, creating more identifiable company values and building cooperative teams through collaborative projects and positive reinforcement.


· Lack of work-life: 
A strong work-life balance can help employees stay focused on the quality of their work and avoid excess stress. Some employees might experience a poor work-life balance, spending too much time at work and not enough time attending to personal issues with family and friends. A lack of personal time might cause employees to experience a lack of motivation, fatigue or disinterest in their careers



· Over Managing People: 
Some managers might become overly involved in the management process, which means the manager spends a lot of time checking their team members' work, giving directions and explaining expectations. While providing clear instructions is important to progress, too much might make employees feel constrained or create extra pressure.

· Insufficient Training: 
Adequate training programmes help prepare employees for daily duties and keep them safe from workplace hazards. When employees do not understand how to do their job effectively and safely, they might slow production to compensate for their lack of understanding.

· Poor Leadership:
A company's leadership team can help it progress and grow by enhancing the employee experience, creating accountability, reinforcing company values and providing direction and advice.



· Inflexible schedule:

Flexibility in scheduling is often a priority for many employees. Inflexible schedules can become problematic because they don't allow employees to take time off when necessary or adjust their schedules to meet personal needs.


· LOW PAY:
Adequate compensation is often a key requirement for employees. Salaries are typically dependent on experience, qualifications and tenure with a company, but some companies might offer lower salaries than competitors to meet budgeting concerns or to keep prices competitive. Low pay might cause an employee to look for another employer, which ultimately costs the business more money when talented employees depart.

· MINIMAL ADVANCEMENT OPPORTUNITIES: 
Employees often look for internal advancement opportunities with an employer. If employees feel like there's no upward momentum for their career, they might leave the company for a competitor. This can cost the company precious talent and might make them less competitive in the market.









APPLYING SITUATIONAL ANALYSIS MODELS 
SWOT ANALYSIS 
	STRENGHT
	WEAKNESS
	OPPORTUNITIES
	THREATS

	MANAGERIAL TALENT 
	LIMITATION 
	TOTAL QUALITY MANAGEMENT 
	SOCIAL PERCEPTION

	LOYAL CUSTOMER BASE 
	HIGHER TURNOVER 
	EMPOWERING PEOPLE 
	LEGISLATION 

	UNIQUE TECHNOLOGY 
	LEADERSHIP LIMITATION 
	CREATION OF NEW PRODUCT
	LOCAL AND GLOBE EVENTS 

	UNIQUE PRODUCT 
	UNDERPAID EMPLOYEES
	EMPLOYEE BENEFIT 
	SOCIAL OR POPULATION STRUCTURES 















RANGE OF ALTERNATIVE SOLUTION 

1. HIRING temporary employees or contractors to meet quota needs and offering different scheduling options.


2. Bonuses and commission can also help boost an employee’s earnings and improve their job satisfaction. 

3. Employers can create an onboarding process that pairs new employees with experienced trainers and connects them to a network of experts or peers who can answer their questions.
EVALUATION OF ALTERNATIVE SOLUTION 

In the previous section, I have identified the range of alternative solution to solve the complex problem to eliminate the identified actual root causes. 
In this section I will evaluate those suggested alternative solutions to select the most appropriate one doing a very helpful tools called Weighted Decision Matrix.  

	FACTORS 
	WEIGHT 
	SOLUTION 1
	SOLUTION 2 
	SOLUTION 3

	EMPLOYEE HAPPINESS 
	4
	5x4= 20
	5x4=20
	3x5=15

	WORK LIFE BALANCE 
	3
	5x3 = 15
	5x5= 25
	5x5=25

	CAREER DEVELOPMENT 
	4
	5x4= 20
	5x3= 15
	5x5=25

	TOTAL 
	
	55
	60
	55





The best solution for this is the solution number 2 because a plan from the company can definitely help the employees to reach their satisfaction in work life balance. 

IMPLEMENTING THE SOLUTION
[image: ]
To help the project professionals monitor progress I have created this Gannt Chart

COMMUNICATION PLAN WITH STAKEHOLDERS

	STAKEHOLDER
	POWER/INTEREST
	KEY INTEREST & ISSUES
	FREQUENCY 

	EMPLOYEES
	SALARY
	LOW SALARY
	VERY HIGH 

	INVESTORS
	INCREASE 
	MORE EXPENSE
	MEDIUM

	SUPPLIERS
	GOOD QUALITY 
	INCREASE OF THE PRODUCT
	HIGH

	COMMUNITIES
	FORCE THE ENVIROMENT 
	DECREASE OF INTEREST 
	LOW 














Stakeholder communication is important because it helps build mutual trust and allows you to work together to tackle the unexpected challenges of a project. Listening to your stakeholders and building on their feedback and communication will help your project and organisation run more smoothly and effectively
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APPENDIX 

ROLE PLAY AND PRESENTATION 
ROLE PLAY BETWEEN AN EMPLOYER AND EXTERNAL CONSULTANT OF FOOTLOCKER ORGANIZATION.  
Dan: Hi Max. Thank you for having me today. 
Consultant: Hi Dan. My pleasure, I’m here to hear from you your concerns and do my best to help you. 
Dan: I would like to speak regarding the new management role and the new policy of the commission which now is not helping us employer. The Harrow business is different from the market in London and there are months that we’re struggling to achieve the store target. Without commission it could affect our work-life balance. We are unhappy and after 15 years me and many of my colleagues we feel excluded from the business which we always dedicate passion.  
Consultant: I completely understand the concerns and how this can affect each of your life’s and how this could not generate profit for the company and loses many sales. Obviously, the company is in a stage where they are trying to change things and we don’t have the power to switch off things straight away but as an external consultant allowed from the company, I can easily request a meeting with all the managers and the HR team and following my studies we can have three solutions for make the goodness of the company and the employees. 
1. Review employee salaries  
2. Apply the new bonus scheme only for new employee.  
3. Review employee benefit.   
Dan: Thank you very much for having me today. I hope to hear soon from you. 
Consultant: Again, my pleasure and for sure me and the company will back to you and many employers. 
Dan: That’s sound good. Bye 

PRESENTATION
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Nature of the complex problem



This presentation will talk about Dan, he is an employee working for FootLocker for 15 years. Dan is working in a little branch located in Harrow, London. After the Covid, the company decided to implement a radical change regarding the employees commission and benefit.







After two month the management apply different schemes on the commission for the sales assistant: not anymore single commission but only bonus in case of target achieved. Dan start to don’t be happy like before as Harrow, being a small store, he is struggling to achieve his monthly target and as he is with an annual contract like £18.000 per year. It will be hard for him afford his bills and transport to go to work, so he is very unhappy and concerned about that. So Dan decided to have a meeting with the consultant of the company and explaining him his problem regarding the new administration. 
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Impact of the COMPLEX problem

SALARIES HALVED.

NOT ANYMORE SINGLE COMMISION. 

LOW ATTENTION TO THE SMALL BRANCH AROUND THE CITY.

LOW POTENTIAL OF CAREER DEVELOPMENT FOR EMPLOYEE.

MEDICAL BENEFIT NOT LONGER AVAILABLE.

EMPLOYEE UNHAPPY 











FISHBONE ANALYSIS 

 

PLACE

PROCEDURE

PEOPLE

POLICIES

COMMISSION

SMALL STORE

DIFFERENT MARKET 

LOW MONEY STORE VOLUME



VERY FAR

LOW DELIVERY

DECREASE OF SALES

SALARIES HALVED

`	COMMISION



DEMOTIVATED

LAZY

NOT PROACTIVE

DECREASE PRODUCTIVITY



BONUS SCHEME

LESS HOLIDAY FOR STAFF

NO MORE MINIMUM WAGE

COMMISION 

LIMITED CAREER GROWTH

LIMITED WORK-LIFE BALANCE









ROUTE CAUSES: 



COMMISION – LIMITED CAREER GROWTH – LIMITED WORK-LIFE BALANCE 
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alternative solution AT LIMITED WORK-LIFE BALANCE 



REVIEW EMPLOYERS CONTRACT 





APPLY THE NEW BONUS SCHEME ONLY FOR NEW HIRE EMPLOYEE





REVIEW BENEFIT 
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evaluation of alternative solutions: DECISION MAKING MATRIX

		FACTORS		WEIGHT		DECISION 1		DECISION 2 		DECISION 3

		EMPLOYE HAPPINESS		5 		4 X 5 = 20		3 X 5 = 15 		5 X 5 = 15

		WORK LIFE-BALANCE 
		3		5 X 3 = 15		2 X 3 = 6		3 X 3 = 9

		CAREER DEVELOPMENT 		2		1 X 2 = 2		2 X 2 = 4		1 X 2 = 2

		TOTAL 				37		25		26



DECISION 1 IS THE BEST SOLUTION 
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