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[bookmark: _Toc933343718]Introduction
Effective problem solving is an important management capability because organisations operate within environments characterised by competing priorities, limited resources, changing customer expectations and pressure to improve performance. Workplace problems are rarely isolated events; instead, they can develop through the interaction of people, processes, technology, organisational culture and management practices. Consequently, managers require a systematic approach that identifies the underlying problem, analyses its causes, develops alternative solutions, evaluates those solutions and implements the most appropriate option.
This report examines a complex workplace problem involving ineffective internal communication between employees and departments. The problem is characterised by inconsistent information sharing, unclear responsibilities, duplicated work, delays in decision making and employees receiving important information through different communication channels. The problem is particularly significant because effective communication is not simply the transmission of information; it also involves appropriate planning, two-way dialogue and ensuring that employees receive information in a form that enables them to act effectively (Chartered Institute of Personnel and Development [CIPD], 2025).
The report applies a structured problem-solving process. First, the problem, scope and organisational impact are defined. Second, information is analysed using brainstorming, mind mapping, the Five Whys and cause-and-effect analysis. Third, a range of alternative solutions is proposed. Fourth, grid analysis and cost-benefit analysis are used to evaluate the alternatives and identify the preferred option. Fifth, an implementation plan is developed using a Gantt chart. Stakeholders are then identified and a communication plan established. Finally, monitoring and review techniques are proposed to determine whether implementation is progressing as planned and whether the solution has produced measurable improvements.
For the purpose of this report, the financial figures used within the decision-making analysis are illustrative management estimates. In an actual organisational setting, these figures should be replaced or validated using the organisation’s financial and operational data.
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1.1 Definition of the problem
The workplace problem identified is ineffective internal communication resulting in delays, duplicated work and reduced operational efficiency.
The current situation is one in which employees use several different communication channels, including email, instant messaging, telephone calls, meetings and informal conversations. Although each method can be useful, the absence of a clearly defined communication process means that employees are sometimes uncertain about where important information should be located and who is responsible for acting upon it. Consequently, information can be missed, duplicated or interpreted differently by different employees.
The desired situation is a workplace in which important operational information is communicated through agreed channels, responsibilities are clearly allocated and employees can easily identify current instructions, deadlines and decisions. The difference between the current and desired states demonstrates that the problem is not simply that employees “do not communicate”; rather, it concerns the structure, consistency and management of communication.
This distinction is important because attempting to solve only the visible symptoms could fail to address the underlying causes. Root-cause analysis is intended to move beyond symptoms and investigate the factors producing the problem (Reid & Smyth-Renshaw, 2012). Therefore, the organisation must investigate why communication is ineffective rather than simply instructing employees to communicate more frequently.
1.2 Scope of the problem
The scope of the problem extends across departments that depend upon one another to complete work. This could include operations, administration, finance, human resources, sales and management. However, the initial implementation will focus on an operational team of approximately 30 employees before being extended across the wider organisation.
The key stakeholders include senior management, department managers, employees, human resources, IT, customers, suppliers and project or team leaders. Employees are directly affected because poor communication can create uncertainty, unnecessary workload and frustration. Managers are affected because they spend additional time clarifying information and resolving misunderstandings. Customers may experience delays or inconsistent service, while senior management may experience reduced productivity and higher operational costs.
The problem is therefore organisational rather than purely individual. It cannot reasonably be solved by instructing employees simply to “communicate better”. Instead, the organisation needs to examine its communication processes, responsibilities, technology and organisational culture.
1.3 Impact of the problem
The impact can be divided into financial, operational, employee and customer consequences.
Operationally, duplicated work and misunderstandings can increase the time required to complete tasks. If employees spend additional time searching for information or clarifying instructions, productive capacity is reduced. This can contribute to missed deadlines and inefficient use of organisational resources.
Financially, the organisation incurs indirect costs through wasted employee time, overtime, delayed projects and potentially lost business. These costs may not appear as a single line in financial accounts, making the problem particularly difficult to identify.
There can also be employee consequences. Employees who repeatedly receive conflicting instructions may experience frustration and reduced confidence in management. Employee voice is important because organisations benefit when employees can express concerns and influence matters affecting their work (CIPD, 2026).
Finally, customers can be affected when communication failures result in late responses, incorrect information or inconsistent service. Therefore, the problem has the characteristics of a complex workplace problem because it involves multiple causes, stakeholders and potential solutions.
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2.1 Information collection
A reliable solution requires evidence rather than assumptions. Information should therefore be collected from several sources, including employee questionnaires, manager interviews, customer complaints, project records, meeting minutes, email records, productivity data and overtime information.
A short employee questionnaire could ask employees how frequently they receive conflicting instructions, how often they experience difficulty locating information, which communication channels they use, how much time they spend clarifying information and whether they understand who is responsible for making decisions.
Interviews with managers could then provide qualitative information explaining why these problems occur. The organisation should also examine objective operational information. For example, if projects regularly miss deadlines, management should determine whether communication failures contribute to these delays rather than automatically assuming that employees are underperforming.
Collecting information from multiple sources improves the reliability of the analysis because it reduces dependence on individual perceptions. It also allows management to compare quantitative evidence with employees’ experiences.
2.2 Brainstorming and mind mapping
Brainstorming can initially generate a wide range of potential causes without prematurely selecting one explanation. Possible causes include excessive reliance on email, too many communication channels, unclear responsibilities, poor management communication, lack of standard procedures, inadequate employee training, information overload, unclear deadlines, departmental silos, ineffective meetings, lack of feedback, inappropriate technology and organisational culture.
A mind map can then group these issues into broader categories such as people, processes, technology, management and culture.
This prevents the analysis from becoming focused exclusively on technology. Purchasing new software, for example, may not solve a problem caused by unclear responsibilities or poor management behaviour. Similarly, providing communication training may have little effect if employees continue to use multiple disconnected systems.
The use of brainstorming and mind mapping is therefore valuable at the early stage of problem solving because it encourages the consideration of several possible explanations before a decision is made.
2.3 Five Whys analysis
The Five Whys technique can be used to explore the underlying cause of the problem. Serrat (2009) explains that the technique involves repeatedly asking why a problem has occurred to move beyond its immediate symptoms.
The identified problem is that important work is being delayed.
Why 1: Why is work delayed?
Because employees do not always receive the information required to complete tasks.
Why 2: Why do employees not receive the required information?
Because information is distributed through different channels.
Why 3: Why is information distributed through different channels?
Because there is no agreed organisational communication protocol.
Why 4: Why is there no communication protocol?
Because communication responsibilities and procedures have developed informally rather than being deliberately designed.
Why 5: Why have communication procedures developed informally?
Because management has historically focused on completing operational tasks rather than establishing a consistent information-management process.
The analysis therefore suggests that the root problem is not simply poor employee communication ability. The deeper problem is the absence of a standardised communication system supported by clear responsibilities, management behaviour and appropriate technology.
However, Five Whys should not be treated as proof that there is only one root cause. Complex organisational problems can have several interacting causes. Reid and Smyth-Renshaw (2012) argue that root-cause analysis requires careful definition of the problem and consideration of appropriate analytical techniques. Consequently, Five Whys should be combined with other methods.
2.4 Cause-and-effect analysis
An Ishikawa or fishbone diagram provides a second method of analysing the problem. The technique is designed to identify multiple possible causes and organise them into categories (American Society for Quality, n.d.).
For this problem, the categories can be divided into people, processes, technology, management and culture.
People may include insufficient communication training, unclear responsibilities and different communication preferences.
Processes may include the absence of standard communication procedures, unclear escalation routes and inconsistent meeting procedures.
Technology may include too many platforms, poor integration and information being stored in different locations.
Management may include inconsistent messages, unclear priorities and insufficient feedback.
Culture may include departmental silos, reluctance to raise problems and excessive reliance on informal communication.
The combined analysis indicates that the problem requires a system-level solution rather than an individual-level intervention. This is significant because attempting to solve a complex organisational problem through a single intervention could leave several contributing causes unresolved.
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Based on the information gathered and the root-cause analysis, four potential solutions are proposed.
Option 1: Standardised communication policy
The organisation could introduce a formal communication policy explaining which channels should be used for different purposes. For example, email could be used for formal organisational communication, a shared digital platform for operational information, meetings for complex decisions and instant messaging for urgent but non-formal communication.
The advantage of this option is that it would be relatively inexpensive and quick to implement. It would establish clear expectations and reduce uncertainty about where information should be communicated. However, a policy alone may not change employee behaviour. Employees could continue using existing habits if managers do not enforce the new procedures.
Option 2: Employee communication training
The second option is to provide communication training covering active listening, concise written communication, meeting management, escalation procedures and appropriate use of communication technologies.
Training could improve individual capability and awareness. Employees would understand why communication matters and how they should use the available communication channels. However, training alone may have limited impact if the organisation’s systems remain fragmented. Employees could be trained effectively but still be required to search through several different systems for information.
Option 3: Implement a central digital communication platform
A third option would involve implementing a central digital workspace that provides one location for project information, documents, responsibilities, deadlines and announcements.
This could reduce the need for employees to search through emails and multiple systems. It could also improve transparency because employees would be able to see current information and responsibilities. However, software introduces implementation costs and requires employee training. There is also a risk that the organisation could purchase technology without changing the underlying communication culture.
Option 4: Integrated communication improvement programme
The fourth option combines the strongest elements of the previous solutions. The organisation would:
introduce a communication policy;
establish a central digital workspace;
provide employee training;
introduce standard meeting procedures;
allocate clear communication responsibilities; and
establish regular feedback and monitoring.
This option is more expensive and complex than the individual interventions but has the potential to address the problem at multiple levels.
A combined solution is appropriate because workplace communication involves both systems and human behaviour. Effective employee voice, for example, requires communication mechanisms supported by appropriate leadership and organisational processes rather than a single isolated intervention (CIPD, 2026).
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4.1 Grid analysis
A weighted grid analysis is used to compare the four options. The criteria selected reflect the constraints identified in the problem definition: cost, implementation speed, expected effectiveness, employee acceptance, scalability and risk.
Effectiveness is given the greatest weighting because the best solution is not necessarily the cheapest solution.
	Criteria
	Weight
	Policy
	Training
	Digital Platform
	Integrated Programme

	Cost
	15%
	5
	4
	3
	3

	Implementation speed
	15%
	5
	4
	3
	2

	Effectiveness
	30%
	3
	3
	4
	5

	Employee acceptance
	15%
	3
	4
	3
	4

	Scalability
	10%
	4
	3
	5
	5

	Risk
	15%
	4
	4
	3
	3

	Weighted total / 5
	100%
	3.85
	3.65
	3.55
	3.75


The analysis produces an interesting result. The communication policy receives the highest score because it is inexpensive, quick and relatively low risk. However, this does not automatically make it the preferred option.
The purpose of decision analysis is to support balanced judgement rather than mechanically selecting the highest numerical score. HM Treasury (2026) states that appraisal should consider costs, benefits, risks and wider impacts rather than relying solely on a single financial measure.
Therefore, a further cost-benefit analysis is required before the final decision is made.
4.2 Cost-benefit analysis
The following illustrative figures represent estimated first-year organisational costs and benefits.
	Option
	Estimated Cost
	Estimated Annual Benefit
	Net Benefit
	Benefit-Cost Ratio

	Communication policy
	£8,000
	£25,000
	£17,000
	3.13

	Training
	£15,000
	£30,000
	£15,000
	2.00

	Digital platform
	£35,000
	£70,000
	£35,000
	2.00

	Integrated programme
	£45,000
	£105,000
	£60,000
	2.33



The benefit-cost ratio is calculated using:
Benefit-Cost Ratio = Total Benefits ÷ Total Costs
For the integrated programme:
£105,000 ÷ £45,000 = 2.33
Therefore, every £1 invested is associated with an estimated £2.33 of benefits.
The estimated return on investment can also be calculated:
ROI = (Net Benefit ÷ Cost) × 100
ROI = (£60,000 ÷ £45,000) × 100 = 133.3%
Although the communication policy has the highest benefit-cost ratio, the integrated programme produces the highest overall net benefit. This demonstrates why the cheapest option should not automatically be selected.
Cost-benefit analysis should consider both costs and benefits while recognising the uncertainty surrounding estimates (HM Treasury, 2026). The figures should therefore be tested through sensitivity analysis.
For example, if the integrated programme generated only £80,000 of benefits rather than £105,000, the net benefit would still be £35,000:
£80,000 − £45,000 = £35,000
The benefit-cost ratio would become:
£80,000 ÷ £45,000 = 1.78
The option would therefore remain financially attractive under the lower-benefit scenario.
4.3 Selection of the preferred option
The integrated communication improvement programme is recommended.
Although it is not the cheapest option, it addresses the root causes identified through the Five Whys and fishbone analysis. A policy alone could establish rules but may not change behaviour. Training could improve employee capability but would not resolve fragmented systems. A digital platform could centralise information but would not automatically create effective communication behaviour.
The integrated solution combines structural, technological and behavioural interventions. This provides a more sustainable approach because the organisation is not dependent on a single change.
This recommendation is also consistent with the principles of quality management. ISO 9001 emphasises planning, communication, performance evaluation and continual improvement within quality management systems (International Organization for Standardization [ISO], 2015). Therefore, the proposed solution should be viewed as an organisational improvement programme rather than simply the introduction of new software.
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The implementation should take place over approximately 16 weeks.
	Activity
	W1–2
	W3–4
	W5–6
	W7–8
	W9–10
	W11–12
	W13–14
	W15–16

	Establish project team
	●
	
	
	
	
	
	
	

	Baseline communication audit
	●
	●
	
	
	
	
	
	

	Select digital platform
	
	●
	●
	
	
	
	
	

	Develop communication policy
	
	●
	●
	
	
	
	
	

	Configure digital platform
	
	
	●
	●
	
	
	
	

	Employee training
	
	
	
	●
	●
	
	
	

	Pilot implementation
	
	
	
	
	●
	●
	
	

	Review pilot
	
	
	
	
	
	●
	
	

	Organisation-wide rollout
	
	
	
	
	
	●
	●
	

	Monitoring and evaluation
	
	
	
	
	
	
	●
	●


The project sponsor will approve the budget and provide strategic support. The project manager will coordinate implementation, maintain the Gantt chart and report progress. The IT department will configure the selected digital platform. HR will coordinate employee training and collect employee feedback. Department managers will ensure that the new communication procedures are followed, while employees will participate in training, use the agreed communication channels and provide feedback.
Project scheduling provides a structured roadmap showing what activities must be completed and when. The use of milestones also enables management to compare planned progress against actual progress and take corrective action when necessary (Project Management Institute [PMI], 2021).
Critical success measures
The project will be considered successful if, within six months:
communication-related delays decrease by at least 30%;
duplicated tasks decrease by at least 25%;
90% of employees use the agreed communication system;
employee satisfaction with internal communication increases by at least 20%;
management can identify ownership of key tasks; and
customer complaints associated with communication errors decrease.
These measures make the desired outcome measurable rather than relying on subjective claims that communication has improved.
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Stakeholder management is essential because implementation can fail if stakeholders do not understand the purpose of the change or perceive it as unnecessary. Stakeholder theory emphasises the importance of considering the interests of groups affected by organisational decisions (Freeman, 1984).
Different stakeholders require different communication methods.
	Stakeholder
	Interest
	Influence
	Information Required
	Communication Method

	Senior management
	High
	High
	Costs, benefits and progress
	Monthly report

	Department managers
	High
	High
	Responsibilities and progress
	Fortnightly meeting

	Employees
	High
	Medium
	What is changing and why
	Workshops/email

	IT
	High
	High
	Technical requirements
	Weekly meeting

	HR
	High
	Medium
	Training and feedback
	Fortnightly meeting

	Customers
	Medium
	Medium
	Service improvements
	Customer communication

	Suppliers
	Low/Medium
	Medium
	Process changes
	Email/meetings


Employee communication should be two-way rather than simply sending instructions. CIPD (2025) highlights the importance of planning and tailoring internal communication, while employee voice mechanisms can help organisations understand what matters to employees and improve organisational performance.
Employees should therefore have opportunities to ask questions, raise concerns and suggest improvements. This could be achieved through workshops, surveys, team meetings and anonymous feedback mechanisms.
Communication methods should also reflect stakeholder preferences. Acas (2025) found that employees can have different preferences regarding workplace communication, demonstrating the importance of using suitable channels rather than assuming that one communication method will be effective for everyone.
Senior management should receive concise information concerning financial performance, risks, milestones and benefits. Employees, by contrast, require practical information explaining how their daily work will change. IT staff require detailed technical information, while HR needs information relating to training and employee engagement.
Effective stakeholder communication can therefore increase support for the implementation and reduce resistance to change.
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Implementation should not end when the new system is introduced. Continuous monitoring is required to determine whether the project is achieving its objectives.
The first monitoring mechanism will be the Gantt chart. Actual progress will be compared against planned completion dates. If an activity is delayed, the project manager should identify the cause and determine whether subsequent activities will also be affected.
The second mechanism will be milestone reviews. Formal reviews should take place following completion of the communication audit, platform configuration, employee training, pilot programme and full implementation.
Third, key performance indicators (KPIs) should be monitored. These could include the number of communication-related errors, average time required to locate information, project delays, duplicated tasks, employee communication satisfaction, percentage of employees using the central platform and customer complaints.
A baseline should be established before implementation so that changes can be measured objectively.
	KPI
	Baseline
	Target
	Review

	Communication-related delays
	20/month
	14/month
	Monthly

	Duplicated tasks
	16/month
	12/month
	Monthly

	Employee satisfaction
	60%
	80%
	Quarterly

	Platform adoption
	0%
	90%
	Weekly initially

	Customer complaints
	30/month
	20/month
	Monthly


Monitoring should also involve employee feedback. A short survey could be repeated after three and six months to determine whether employees believe communication has improved.
The organisation should use a Plan-Do-Check-Act approach: plan the intervention, implement it, check performance against objectives and make adjustments where necessary. Monitoring is therefore not simply a method of proving that the project worked; it is a mechanism for organisational learning and continuous improvement.
ISO 9001 places emphasis on monitoring, measurement, analysis, evaluation and continual improvement, supporting the principle that organisational performance should be evaluated using evidence rather than assumptions (ISO, 2015).
If implementation begins to fall behind schedule, corrective action should be taken immediately. For example, if only 50% of employees are using the new system after the planned adoption period, management should investigate whether the problem is inadequate training, poor system design, lack of management support or employee resistance.
Regular review meetings should therefore examine both quantitative and qualitative information. Quantitative KPIs can demonstrate whether performance has changed, while qualitative feedback can explain why a particular outcome has occurred. Combining these approaches provides management with a more complete understanding of implementation.

Conclusion
This report has examined ineffective internal communication as a complex workplace problem and demonstrated how a structured problem-solving process can be used to identify an appropriate management solution. The analysis established that the problem extends beyond individual communication skills and involves processes, technology, management practices and organisational culture.
Brainstorming, mind mapping, Five Whys and cause-and-effect analysis identified the lack of standardised communication processes as a significant underlying cause. Four alternative solutions were subsequently developed: a communication policy, employee training, a central digital platform and an integrated communication improvement programme.
Grid analysis demonstrated the advantages and disadvantages of each alternative, while cost-benefit analysis provided a financial comparison. Although the communication policy produced the highest benefit-cost ratio, the integrated programme produced the greatest overall net benefit and addressed a wider range of root causes. Consequently, the integrated programme was selected as the preferred solution.
The proposed implementation consists of a 16-week programme involving a communication audit, policy development, digital platform implementation, employee training, pilot testing and organisation-wide rollout. A stakeholder communication plan ensures that senior management, employees, HR, IT and other relevant groups receive appropriate information through suitable channels.
Finally, the proposed monitoring framework uses Gantt-chart tracking, milestones, KPIs, employee surveys and financial measures to determine whether implementation is progressing as planned. This is important because successful problem solving does not end with selecting a solution. The organisation must establish whether the solution has actually produced the desired improvement and make corrective changes where necessary.
Overall, the analysis demonstrates that effective management decision making requires more than identifying an attractive solution. The preferred solution must address the underlying problem, be financially viable, consider stakeholder interests, be realistically implementable and be supported by measurable monitoring arrangements. The integrated communication programme therefore represents the most balanced and sustainable response to the workplace problem examined in this report.
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