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INTRODUCTION:
The purpose of this assignment is to solve the complex problem of conflict in communication between Employers and Employees in the workplace using Astute Security Company.  Astute Security Company is a security company where I used to work for many years back. For any organisation or company to function effectively and achieve its set goals, it must be able to resolve internal conflicts efficiently and there must be effective communication at all levels
This assignment will practically define the complex problem, examine causes of conflict between employers and employees in the workplace, give the background of my chosen organisation and share my experience about conflict in communication between employers and employees in the workplace. A literature review on conflict in communication between employers and employees will examine what has been previously written about the complex problem.
The next stage is using decision making tools and techniques to identify the causes and possible solutions to the complex problem. Problem solving and Decision making tools and techniques such as SWOT analysis, PESTLE analysis and FISHBONE analysis will be used in this assignment. The next stage is to propose a solution to the complex problem and evaluate the proposed solutions. I will discuss how to implement the proposed solutions and communicate the implementation plan to stakeholders. The final part is to review and monitor the plans for the proposed solutions, and conclude the report.

COMPLEX PROBLEM: CONFLICT IN COMMUNICATION BETWEEN EMPLOYERS AND EMPLOYEES IN THE WORKPLACE.
Complex problems in organisations are situations and circumstances which defy ordinary solutions and usually affects output and success of the company or organisations involved. Complex problems in modern day organisations include: lateness for work, stocks and inventory problem, bullying, harassment, ineffective management, pay and remuneration, conflict in communication between Employers and Employees which is the complex problem I am writing about. In this assignment, I am using Astute Security Company, a company I worked for some years back as an example to discuss the effects and possible solutions that are related to conflict in communication between employers and employees in the workplace.

BACKGROUND OF THE ORGANISATION I WORKED FOR
HISTORY:
Astute Security Company was established on 5th October 2004, and its head office was in Trowbridge, Wiltshire in the borough of Swindon, England, UK. It was made up of a board of directors, managers that were based both in its head office and its branches. The company was into providing security services for business organisations, companies, offices, hospitals and for special events. Its services included providing professionally trained manned security guards, regular patrols of contracted offices and buildings, setting alarms and protecting contracted offices and buildings, providing security for important events and occasions. 
They had the contract to provide manned security officers for Wickes (a large building materials and DIY stores based all over the UK). Although the company is now defunct, I never knew the extent of the contracts they had, but I knew they were in charge of providing security for all London stores of Wickes. I worked as a security officer in some of the stores based in north London and I occasionally covered some stores in east and south east London. The company also had regular and periodical training for all its staff and security officers as was the requirement in the security industry.
AIMS & OBJECTIVES of the Astute Security Company:
The company was basically created to provide security to organisations, individuals and companies within and beyond the United Kingdom. To secure properties of clients, which include individuals, organisations government or private, who are contracted to it. To ensure general safety in all its contracted events.
MISSION AND VISION:
The mission of the company is to stand out and be counted as one of the top security outfits in the United Kingdom through the excellent services it provides to clients and prospective customers.
Its vision is to expand its services far beyond the United Kingdom and become truly international.
PURPOSES:
The main purpose of this company coming into corporate existence is to provide adequate and standard security services to all its clients it is contracted to, be a responsible employer of labour and a responsible corporate citizen in the United Kingdom.
SERVICES:
The company’s services include manned guarding, providing security at gates and main entrances in both government buildings and private organisations, door supervisor services, van patrol services and corporate security services.
MY SHARED EXPERIENCE:
My own shared experience of a complex problem was the scenario, which I experienced on several occasions among managers in the control room of the London office and the security officers which included myself because I was based in London. The conflict situation usually occurred when you were assigned to a particular site on the rota for the month and on getting to that site on some particular days you meet a different officer on duty there only to find out on some occasions, the post code that the security officer was sent to was sent to was a wrong one, or on some occasions there was some reshuffling without informing those concerned. When such errors occur in my situation and I am been told to go and work in another site for that same shift, it creates conflict as you do not usually want to go. This is a clear situation of conflict in communication between the managers of the company I worked for and the employees who are the security officers because this happens to many other employees on many occasions during the period I worked for the company.

LITERATURE REVIEW:
Conflict can be defined as a situation of disagreement, dispute, and squabble between two people or a group of people. It may be physical or can be expressed in ideas and opinions. The word conflict comes from the Latin word “Conflingere” which means to come together for a battle. It can either happen within one person or it can involve several people or groups.
According to Cambridge academic content dictionary, conflict is where there is serious disagreement between people, organisations or countries who hold opposing views or opinions (Cambridge university press, 2019). It can also be some prevailing circumstances where there are opposing demands or ideas from individuals and groups and choices have to be made between them. Smith (1966), explains conflict as a struggle between two or more people over issues such as values, competition for status, power and scarce resources (Coser, 1967).
Conflicts in communication between employers and employees can have an adverse or negative effect on the day to day operations of any business. It can also result in other forms of disruptions in organisational output like strikes and other forms of employment dispute. This will not only affect the general health and well-being of employees but the success of the organisation as a whole.
Austin, (1972) defines conflict as a form of disagreement between two or more individuals or groups in which a situation occurs where either of them tries to impose their views or objectives over one another to gain acceptance. In the same vein, Pondy, (1992) gave a more comprehensive definition of conflict in a management context. His definition was based on how a conflict situation cuts across individuals, groups and organisations. On that basis, he grouped them into intrapersonal, interpersonal and interorganisational. According to him, a conflict is a situation where there is an expression of opposing interest and where two or more people carry out mutually inconsistent acts. They may be involved in different things but those tasks they are involved in are mutually incompatible. This definition involves individuals, groups such as states or nations where two or more parties are involved in the conflict  (Nicholson, 1992).
For a modern day business organisation or company to operate successfully, there must be effective and efficient communication between employers and employees. When employer and employee relationships are well managed, organisational tasks will be accomplished in due time and will be orderly. But on the other hand, if conflicts remain unresolved or unchecked, it can do a great lot of harm or damage to your business (Petersen, 2019).
For a situation of conflict to be avoided or minimised in the workplace, there must be effective and clear dissemination of information. Skills such as active listening and assertiveness helps make the information processed more transparent. It is very important in employer and employee interaction that we present a specific data conclusively (Maund et al., 2017).

In almost every situation, your ability as an employer to relate effectively with your employees, the platform must be set where the message is understood the way you intended it to be, and this is critical to being successful in any job (Morgan, 2017).

HOW TO OVERCOME CONFLICT IN COMMUNICATION IN THE WORKPLACE BETWEEN EMPLOYERS AND EMPLOYEES USING DECISION MAKING TOOLS AND TECHNIQUES:
SWOT ANALYSIS: S for strength, W for weaknesses, O for opportunities and T for threats
SWOT analysis is a problem solving and decision making technique which states the strengths, weaknesses, opportunities and threats to any given organisation or company. It is used to examine both the internal and external factors in any company or organizations operations before it makes vital decisions to ensure its survival. SWOT is important to Astute Security Company because it has enabled the company to thoroughly access its operational capabilities and made it relevant and viable in the particular environment which it carries out its business. It is also very important to serve customers and clients better without running at a loss. The level of competition coupled with new entrants into the security business has made it very important for every existing security services provider to perform well or you will end up losing your contract.
Process of carrying out SWOT analysis in Astute Security Company: The process of carrying out SWOT analysis in Astute Security Company limited in the period I worked there is by analysing the strengths, weaknesses, opportunities and threats of the company. A SWOT diagram will be shown below before a proper analysis on the company will be carried out.
                                           [image: SWOT components]
STRENGHTS:
In the area of strengths as stated above, 1, Astute Security Company has able bodied and competent security officers, they also have security officers that are well experienced in different levels of security guarding. 2, the advantages that Astute Security Company has include a, modern and up to date equipments on the job and excellent training facilities.
WEAKNESSES:
Our weaknesses include the attitude of the management staff specifically towards its employees. This area badly needs improvement. Another area is the lack of incentives towards employees and the late posting of work rotas which seriously affects the punctuality of employees to their duty post.
OPPORTUNITIES:
The contract for the entire Wickes (a top DIY company in the UK) stores in the whole of London is a big opportunity. There were also upcoming events happening in London that created contract opportunities for Astute Security Company. The growing market and news about terrorism also created an increased awareness and need for security by many organisations and contracts for security companies.
THREATS:
Threats to Astute Security Company include government legislation and how it is going to affect the company. Technological changes may render some of our equipment’s obsolete and increased competitor activity due to increasing new entrants into the market is also a threat.
CONCLUDING ANALYSIS:
When a critical analysis on Astute Security Company was conducted on the way forward I found it expedient that the excellent training facilities, modern up to date facilities and experience coupled with its able bodied and competent security officers has made up for one of the threats such as increased competition in the market because many of its clients continue to retain the services of Astute Security Company because of these strengths mentioned above.

PESTLE ANALYSIS
PESTLE analysis can be defined as the Political, Economic, Social, Technological, Legal and Environmental analysis of the organisation you are involved with. PESTLE is important because it is vital as a legally registered business organisation to know the political, social, economic and cultural factors likely to affect your operations. The technological changes that affect the operations is also very important as well. It also analyses what are the current and impending legislation that will affect the organisation as well as all legal aspects of its operations. Finally it also analyses the environmental factors likely to affect its business operations.
The process of carrying out PESTLE analysis in Astute Security Company is as follows
POLITICAL:
Astute Security Company up till the time it folded up was completely aware of all political factors that affects the operations of the business. One of the major factors that was deliberated upon by the board when it was still functioning as regards the future of the organisation was about the BREXIT which means the departure of the United Kingdom from the European Union. In the analysis, they examined the implications of BREXIT as regards the effects it would have on the company’s ability and ease to secure contracts from companies who want them to work on sites outside the United Kingdom but within the European Union. They also cross examined the possibilities of some of their clients moving outside the United Kingdom and what its implications would be as regards the changing political laws after BREXIT comes into effect.
ECONOMIC:
The economic factors that affected the organisation while it operated include the effects the new national minimum wage that had just been proposed as at that time, would have on the ability of the organisation to pay the increased wages for its staff, managing its resources based on its contractual agreements and still operate successfully. It also deliberated on the additional wage increase for those working in central London due to fact that it had a lot of clients based in central London. The impact all these would have on its operations as well as its employees were important points to be considered.
SOCIAL:
The social factors affecting Astute Security Company that was examined, analysed and deliberated upon by the entire organisation was the rapid increase in anti-social behaviour and thefts in many of the localities where its clients stores are situated. This is mostly caused by miscreants within the local areas and the surrounding communities and this has for some time become a source of concern not only to the clients but also to Astute Security Company with regard to the safety of its security officers. There were many occasions where the security guards were threatened and had to be cautious while carrying out their legitimate duties, aside from the stock losses it caused the organisations clients.
TECHNOLOGICAL:
There are quite a few points to be considered when considering the technological factors that Astute Security Company should be thinking about. Most of the security equipment’s and devices that the company had been using between ten years to twelve years ago were getting obsolete compared to the modern equipment’s that were now in place. With new and improved products now in use for the same purpose, it became imperative for the company to update its systems which may have led to a loss of contracts had they not done so.
LEGAL:
Astute Security Company was fully aware of its legal obligations as a security company. All its operations conformed to the laws, rules and regulations guiding the security industry in the United Kingdom.

ENVIRONMENTAL:
This includes laws, guidelines and general rules set by the local authorities and the governing bodies of the security industry concerning checks by our security officers on women (if the officers are male) and under aged children who are suspected or actually caught with stolen items on leaving the stores. The company had to be very mindful of its security officers not breaking those rules or disregarding them when they are on their duty post.

IMPLEMENTING FISHBONE ANALYSIS TO FIND OUT THE POSSIBLE CAUSES
The fishbone analysis was developed by a Japanese named Professor Kaurou Ishikawa in the 1950,s it is a cause and effect analysis model which uses a visual diagram of a fish head and ribs to highlight the causes (inputs) and effects (output) of the problem. It is a very useful and important tool for diagnosis and fact finding in service improvement projects (Phillips, Simmonds. 2013). The fishbone analysis has also been recognised as a very important tool for doing an in depth analysis and illustrating the root causes of complex problems. 
HOW TO CARRY OUT A FISHBONE ANALYSIS
A diagram of a fish its backbone and ribs will first be presented below before illustrating and explain what the different part mean and what role they play in identifying root causes and solving complex organizational problems.
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[image: Ishikawa Fish Bone Diagram]In the diagram above the fish backbone and all the ribs represent the causes (inputs) of the complex problem while the head of the fish represents the effects (output) of all the problems that lead to conflict in communication between employers and employees in Astute Security Company limited. We are classifying the causes under the 4 Ps which is PLACE/EQUIPMENT, PROCEDURE, PEOPLE and POLICIES. 
The process of carrying out the analysis involves identifying all the possible root causes as identified in the backbone fish and ribs above that has led to the effects which represents the head of the fish in the small blue square box above. This helps us to understand the root causes of the problem and will enable us to clarify the issue and solve the problem.

USING FISHBONE ANALYSIS TO FIND OUT ALL THE POSSIBLE CAUSES OF THE COMPLEX PROBLEM
With reference to the two diagrams above, we are carrying out a detailed fishbone analysis on Astute Security Company.
The head of the fish is the effect or output of the complex problem which is conflict in communication between employers and employees in the workplace. It represents the effect of all problems that is the result of all the causes of the conflict. The causes of the problems or inputs will be analysed under four main headings as seen in the first diagram. 1, PEOPLE, PLACE or EQUIPMENT, PROCEDURES and POLICIES.
PEOPLE: 
We identified aggressive style of supervisors and managers in the control room as one of the causes of conflict. These management staff in giving orders and instructions to security officers on client sites sometimes shout and show a lot of disrespect to the security officers. Apart from these poor communication habits, lack of coordination in administering the duty rotas, bullying and harassment are some of the other causes identified.
PLACE / EQUIPMENT:
Under this heading I discovered that the environmental conditions which the staff of the company operate and the official work equipment’s which must compulsorily be used on client site are not updated as at when due. An example is staff uniforms not been changed regularly and safety boots not been supplied to new security officers on time in client sites that are construction companies and this is supposed to be a compulsory requirement. This has led to some instances where client refuses the security officer from working without the appropriate safety boots. There was one occasion where I had to use my own money to buy my own safety boot in order to work on site, and in many occasions where staffs buy their own boots or shirts it may not meet up to clients requirement or standard, and in some instances they are not reimbursed by the office. The management should have done more to create a more conducive and enabling work environment.
PROCEDURES:
Analysing procedures, we find issues like prompt and inadequate training of new staff posted to client sites has always been a source of concern and a cause of conflict. Different client sites sometimes require different mode of training in securing the site, and many new staff that may have been trained in a particular site may suddenly find themselves posted to a new site within weeks. These new sites may require a different mode of training. Examples are office buildings and construction sites. Other procedures that cause conflict include pay systems, unclear job roles which occur occasionally. 
POLICIES:
Accessing the policies, we identify some of the main causes as poor management because if they were well organised in the office in the first place, most of those conflicts would not have occurred in the first place. We also identified lack of equal opportunities for staff as I discovered that many staffs after more than four to five years in the company have not been promoted, while some staffs who are close to members of the board are promoted more often. Such discrimination and unfair treatment, among others are part of the root causes diagnosed.

PROPOSED SOLUTION FOR MY CHOSEN COMPLEX PROBLEM
Based on the analysis of the complex problem using the SWOT, PESTLE and FISHBONE analysis, I have come up with two sets of proposed solutions which I would list as proposed solution 1 and proposed solution 2. These proposed solutions are discussed as follows.
PROPOSED SOLUTION 1:
This proposed solution is based on achieving good communication between employers and employees using Astute Security Company as an example. Based on what has been analysed as root causes of the complex problem, seven basic steps are listed in proposed solution1. These are;
1, Employers making sure every important work related issue, policy, memoranda or job to be done gets communicated to every employee, be it part time workers, those that are not at work due to illness, those that are on leave and all employees of the organisation including management staff.
2, There must be regular meetings between employers and employees of the organisation.
3, Making use of the language that employees can easily understand. (Trying to bring down your communication to the level that your employees understand.)
4, Bringing out ideas from employees who are in the fieldwork through feedbacks and open ended questions.
5, Employer and Employee discussions should be relevant, focussed, timely and always to the point.
6, Organising social events such as picnics, parties and get togethers as a means of breaking down barriers and building up trust between employers and employees
7, When communicating important and sensitive issues such as poor company results or problems concerning the client sites, this should be done face to face with employees to find out what really went wrong. This shows that they are valued and respected by the employers and this in turn will have a positive impact on the organisation.

PROPOSED SOLUTION 2
This proposed solution is based on avoiding the steps that would bring conflict in the first place, and emphasizes on creating a framework that reduces or limits conflicts in the workplace. There are seven steps to these proposed solution which are listed below;
1, Making sure that all management staff such as managers, supervisors, patrol team leaders and all management staff are properly trained to be able to handle sensitive issues and management responsibilities.
2, Always making sure there are sound procedures and policies that is clear to all staff.
3, Constantly forming the habit of listening and consulting with employees on decision making issues.
4, Developing strategies for managing conflicts where management staff and all employees are involved.
5, Rewarding employees and all staff fairly through a just pay and bonus scheme.
6, Making sure that plans for change of decisions and plans for training are clearly explained.
7, Ensuring a safe working environment and that the welfare of staff isn’t compromised.

EVALUATE THE PROPOSED SOLUTION
Evaluating the proposed solutions, I find out that while proposed solution 1 focuses on achieving good communication to avoid conflict between employers and employees, proposed solution 2 emphasizes on building and creating a framework of solutions to be carried out by management to avoid conflict in the workplace.
While proposed solution 1 has its own merits, proposed solution 2 creates a more appropriate foundation in eliminating conflicts between employers and employees because it goes in depth into addressing the causes of the conflicts through the right policies and guidelines.

HOW TO IMPLEMENT PROPOSED SOLUTIONS
I am creating an implementation plan using the Grannt chart to explain how the proposed solutions can be implemented.
The chart below is weekly monitoring, but it can also be applied monthly or yearly.
           

 
Table 1 GRANNT CHART
[image: Image result for gantt chart]

Every weekly task or monthly task should be recorded and monitored so as to access the progress in implementing the proposed solutions.
  

REVIEW AND MONITOR PLANS FOR PROPOSED SOLUTIONS
A proper review and monitoring of the implemented proposed solutions needs to be carried out weekly or every 3 months 6, 9 or 12 months to ascertain if it is working according to specifications. Points to note; Has it made a positive impact on the organisation and has conflict in communication between employers and employees been resolved.
 
CONCLUSION
In concluding this report that analysed the complex problem of conflict in communication between employers and employees in the workplace, we diagnosed the root cause and did a proper analysis on it before proffering two major solutions towards solving the complex problem. It is of my candid opinion that if the proposed solution agreed upon is properly implemented and thoroughly monitored, the complex problem of conflict in communication between employers and employees in the workplace will be a thing of the past.
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