Mrs Esanza Mateke
ID: 1707866
[bookmark: _GoBack]Module: BMSK4004
Subject: Problem Solving and Decision Making
Lecturer: Richard Small
 Introduction 
A workplace problem is a situation in the workplace where there is an actual or a perceived gap between the current state of things and the desired state of things. This is usually highlighted by its deviation from the norm or agreed standard.
Some workplace problems can however, be said to be complex in nature. These are problems that are varied in nature, confusing and extremely difficult to interpret. In most cases complex problems can only be managed, but not completely solved.
Glouberman and Zimmerman highlight the difference between simple problems, complicated problems and complex problems by comparing following a recipe (a simple problem), sending a rocket to the moon a (complicated problem) and raising a child (a complex problem). 
Examples of complex workplace problems include;
a. Interpersonal conflicts
b. Defective  communication skills
c. Workplace diversity
d. Poor problem solving strategies
e. Bullying in the workplace.
For the purpose of this essay I will concentrate on workplace bullying as a complex workplace problem that I encountered in my workplace known as Precious Homes (a home for people with learning disability).
    Definition, scope, and impact of bullying, as a complex problem in Precious Homes. 
Workplace bullying is a relentless pattern of maltreatment from others in the workplace. It can cause either physical or emotional harm or both. It usually includes verbal and/or nonverbal, psychological and physical abuse and is usually accompanied by humiliation.
Gary and Ruth Namie define workplace bullying as "repeated, health-harming mistreatment, verbal abuse, or conduct which is threatening, humiliating, intimidating, or sabotage that interferes with work or some combination of the three."
Pamela Lutgen-Sandvik expands this definition, stating that workplace bullying is "persistent verbal and nonverbal aggression at work that includes personal attacks, social ostracism, and a multitude of other painful messages and hostile interactions."
Because workplace bullying can manifest in a good number of ways, it will be necessary at this juncture to list some of its key characteristics as;
· It is repetitive in nature, meaning it occurs regularly.
· It goes on for a while (enduring) 
· It increasing in hostility 
· The target is most often weak or lacks the ability to defend themselves (Power disparity).
· It usually has an ascribed purpose

In the past ten years, the negative effects of workplace bullying have received greater attention, and it has been noted that this phenomenon is not just harmful to individual employees but to the bullies as well. Unfortunately, organizational leaders either do not recognize the detrimental effects of workplace bullying, or they do not know how to productively intervene (Salin, 2003).  This has resulted in bullies carrying on with their behaviour, to the effect that the victims of bullying lose faith in the company or leave the workplace altogether.
Workplace bullying actually did cost us a lot at Precious Homes.
The work environment became very unsafe for leaders who were bold enough to challenge their colleagues who were being accused of bullying residents, general organisational efficiency dropped because some residents began to play up in different ways (stubborn, talking back at leaders as away to defend themselves), the moral in the whole home was very poor, financial lose to the home as residents began to claim compensation for psychological and emotional distress.
Analytical information on workplace bullying in Precious Homes.
 Workplace bullying needs to be explored in a sustained and systematic way because organizations have a responsibility to protect their employees from the psychological harassment of a workplace bully (Einarsen, Hoel, Zapf, & Cooper, 2003). Additionally, since workplace bullying has a negative impact on a company’s profitability, organizational leaders who proactively address this social issue will more effectively meet their organizational goals (Keashly & Jagatic, 2003). 
Workplace bullying is not just limited to the targeted individual but has been known to cause general demoralisation amongst the other employees. They have also been known to change the culture of many organisations.
It can manifest in three ways, as seen below. However in Precious Homes it manifested mainly as downwards bullying.
1. Upwards bullying in the workplace occurs when subordinates are the ones bullying their superiors (team leaders or manager). They also pursue a campaign of bullying against their manager or supervisor. They do this by opposing the views, aims or wishes of authority figures on principle. 
2. Downward bullying whereby the superiors bully their subordinates
3. Horizontal bullying in which explains bullying amongst employees.
Downwards bullying was the main type of bullying prevalent in Precious Homes and it manifested in the ways listed below.
· Shouting at, berating, ridiculing, or demeaning residents
· Name calling and character defamation
· Putting one resident down in front of the others
· Spreading sensitive information about residents
· Deliberately ignoring or excluding some from normal workplace activities
· Disrespecting their personal space by tampering with their personal effects 
The question that was on the mind of most stakeholders was that, what really made some of the leaders of precious homes to resort to bullying as a way of keeping the residents in check? 
In answer to this question we looked at the fact that every case of bullying in the home was unique and had to be looked at from different perspectives, some of which are listed below. 
a. Cultural Causes of workplace bullying
Cultures that celebrate winning, power and some form of violence ( like wrestling ), indirectly predispose community members to be pro bullying of others as an acceptable way to get what they want.

b. Institutional Causes of workplace bullying
Any workplace that does not put in place high standards of treating one another at work will ultimately have a high prevalence of bullying.

c. Family Issues
 Families in which there is no physical demonstration of love or that are said to be cold, are more likely to produce children who bully. Another home environment that is prone to producing bullies is one in which you find an inconsistent method of discipline and monitoring. 

d. The Bully’s Personal History
 Children who have been the victims of any kind of social rejection may turn out to be bullies themselves. 

e. Having Power
There is a saying that power corrupts. Just the fact that some people have power over others may predispose them to bully.

Alternative solutions to bullying in Precious Homes

Slater and Gordon conducted an interesting survey in 2017 which found that more than a third (37%) has been victim to bullying in the workplace.  A further 21% of respondents claimed they had witnessed colleagues being harassed or bullied in the workplace.  However, despite these alarming figures 52% of those that had either been victim or witness to bullying said that they had not taken any action.
                         
Suggestions to stop bullying in our care home.
To assume that bullying is not happening in Precious Homes would be a form of denial. To eradicate bullying in Precious Homes and create a culture of zero tolerance for bullying, it is very important that the stakeholders take a proactive stance and not just to believe that it isn’t there simply because it has not been reported or experienced firsthand. In the case of Precious Homes, it was not reported on time because it was downwards.
The following steps were used by Precious Homes to address and stop bullying. 
· First of all, the home had to openly acknowledge the fact that bullying was going on and that it had become a problem. It was a bit complicated because it was some members of the management team that were reported to be involved with bullying residents.
· Secondly a clear anti-bullying policy had to be put in place and made available to all staff of the home. The leadership of the home also emphasised their commitment to preventing bullying at all levels. 
· All the staff and residents of the home were trained and educated on how to identify or recognise bullying –whether as a victim, witness, observer or even as a bully. 
· A framework was set up that employees at any level could use to report bullying following a chain of command.  This framework stipulated the how and when of bullying including how to bypass the chain if the bully in question was the victims manager, direct supervisor or care giver.
· An open door policy was established to encourage employees to speak up in a safe and supportive environment without fear of judgment or punishment.
· All allegations of bullying were taken seriously, and there was no attempt to justify or downplay reports or complaints. Bullies don’t always look like bullies.
Because we ensured that Precious Homes acknowledged and dealt with workplace bullying if and when it arose, productivity was boosted, and Precious Homes was protected against potentially costly litigations.  



Decision making techniques used to evaluate a Range of alternative solutions to bullying in Precious Homes.

Having identified bullying as one of the complex problem we had to address in Precious Homes, it was time to decide how to resolve or manage the problem and to determine what steps were to be taken to handle the situation. 
We then went on to look at the various decision making techniques; 
Directive technique
Here the decision maker (usually the leader) takes control of the situation, makes decisions rapidly and expects subordinates to comply with the decisions immediately. They rely on their own information, knowledge, experience and judgment and they stick to rules. On the flip side decision are usually hasty and often, all the facts are not considered. 
This method was however not used in Precious Homes because the leaders who were supposed to make the decision, were the very ones seen to be causing the problem.
Analytic technique
Here large amounts of data are analysed before a decision is reached. It’s one of the best methods to use when dealing with complex problems in the workplace. Even though this method was a bit slow and time consuming, it was one of the methods used in Precious Homes because it allowed for a lot of facts to be collected. Getting all these facts was very instrumental in helping the leaders handling the situation to make informed decisions on how to solve the problem. It also gave them more insight into the extent and the impact of the ongoing bullying in the home.
Conceptual technique
In this style the decision maker thinks outside the box and loves to make decisions that will guarantee success far into the future. Precious Homes however did not use this method.
Behavioural technique
In this style of decision making the primary interest is to make sure that everyone is carried along and there are little or no conflicts. Since it was necessary to work with all the residents in Precious Homes and this technique is all about working with groups it came handy to our leaders in their decision making process. Using this method proved to be very fruitful as trust for leadership began to improve again because the residents began to grow in their trust for leadership.





The plan developed by Precious Homes for implementing solutions to bullying

Implementation is the act of carrying out, or executing, a plan. It can also be defined as the culmination of the work needed to solve a problem and requires careful attention to details. There are three basic stages involved in the implementation of any workplace problem. They are;
· The planning and preparation stage
· The implementation and monitoring stage
· The reviewing and analysing stage.
For the purpose of this assignment I am going to concentrate on the planning and preparation phase of implementing a solution in Precious Homes.
The implementation plan usually covers the five elements listed below: 
1. The work plan
The main objective of the work plan was to establish and communicate to all the stakeholders what was going to happen and when, and also to ensure that all the stakeholders had common understanding of how the solutions to bullying where going to be implemented. 
The plan also helped to identify who was to make the changes and when they would be finished.  
2. Resources and budget, 
To implement a solution, it is always advisable to determine the components of the budget that should be captured like salaries and incremental costs with managers. It’s also important to decide how the budget for implementing the solution will be approved and allocated.
3. Stakeholders,
Stakeholders are the people who will be affected and \or influenced by the implementation of the solution to bullying in Precious Homes. In this case examples were managers, residents, family members, social services, GPs and the police and CQC, (Quality Care Commission).  A stakeholder analysis tool was used to identify and enlist support from stakeholders. This was done through five major steps
1. The first thing to be done was to identify all the stakeholders, seeing that they were going to either influence the implementation of the solution or be affected by it. 
2. There was a need to identify the position the stakeholders were on in terms of supporting or resisting the implementation of the solutions to bullying.

3. Potential reasons for stakeholders resisting the implementation of the solutions to bullying was identified.  This was instrumental in helping the implementation team to understand the nature of resistance they could encounter and develop a strategy to overcome it. It also helped the implementation team to identify the root cause of the resistance. 
  
4. Finally an action plan was developed that aimed at reducing or eliminating the resistance.
5.  Risk assessment 
The team that was responsible for implementing the solution to bullying in our care home had to identify all the potential risk that were attached to implementation process, and also had to communicate same to all the stakeholders.  This was done using these three risk assessment methods listed and explained below.  
· Brainstorm all potential risks that might decrease the probability of the success of implementing the solution. 
· Assigning a scale (high-medium-low) to both the probability and impact of each potential risk, and multiplying the combined probability and risk of all to get total risk.
· Identifying activities that needed to occur to reduce or lessen risk and ensuring that a contingency plan was in place. They made sure that all the key stakeholders were kept up to date about risks identified and their impact on the implementation. 
6. Quality control.
In this context I define quality control as the activity of checking that the  services( implementing the solution to bullying) were of an acceptable standard. These checks were carried out against the following;
1. Personal integrity, confidence, team spirit and quality relationships. 
2. Competence, such as knowledge, skills, experience and qualifications 0f those implementing the solution
Implementation planning helped our care home to ensure that the right resources and stakeholders were involved in executing the implementation plan on time and not exceed target dates. Implementation planning also helped to keep the process within budget.
Communicating our plan above to stakeholders. 
 Communication is simply defined as the imparting or exchanging of information by speaking, writing, or using some other medium (sign or body language).

Stakeholders are people of interest that can affect or be affected by an organisation, strategy or project. They can be either internal or external and are they can be at any level of the organisation.
Communicating our implementation plan simply put is exchanging information about the plan to all peoples of interest in our care home through the means listed below.

     1.      Through Project Reports
Project reports in most organisations, are the most common as well as default way of communicating with stakeholders. They are very effective for creating the project history and for sharing details. They also make it easy to flag problems by using a Red/Amber/Green status alert. They can however be dumped somewhere and never read.
2.  Through Online Gantt Charts
This method is gaining more popularity in communicating with stakeholders, especially because it allows them to log in whenever they feel like it and see the project status in real time. It is good for transparency and it explains the implementation process in details. However, not everyone maybe able to interpret the chart and as such having to explain the chart each time there is need to is time consuming.

3. Through  Slides and Presentations 
This is a powerful way to present data visually. It is very effective to ensure everyone has the same message.

4.  Face to Face
Whatever online means is used to communicate to stakeholders, face to face is still a must. It is a very good way of explaining the implementation plan and more so getting feedback.
It is good for dealing with difficult stakeholders and for communicating to senior leaders who want to hear information in person.

5.  Conference calls
Conference calls facilitate communicating with a large group of stakeholders at the same time, thus saving time.  It also makes getting and giving updated easier.

6.  Newsletters

Assessing appropriate Monitoring and Review techniques

Monitoring and Review is a process that enhances and improves performance and the achieving of results.
This process allows those involved to assess the impact of a particular activity, to determine how it can be carried out more effectively and what role to be given to different stakeholders. 
 Monitoring and review techniques are carried out through the use of supervision, evaluation, appraisal and feedback. This process ensures that the project being implemented (in this case implementing solutions to bullying) is effectively progressed toward its objectives and goals. It involves the periodic assessment of performance, progress, efficiency, impact and relevance with respect to the essentials of the project. 
Monitoring methods incorporate records, conventional surveys, interviews, direct observation, focus group discussions and mapping.
 The evaluation and review technique also organizes schedules and coordinates all occurrences in a network chart. These charts are then analysed by the team manager in order to compare achievement.
There are several Monitoring and Review methods listed below;
· Key Performance indicators(KPI)
Performance indicators are measurement tools that help with the understanding of how organisations or departments are performing. A good KPI should act as a compass that helps you to understand whether you are on the right track toward your strategic goals. Effective KPIs must have the following characteristics;
· Should be well-defined and measurable.
· Should be properly communicated throughout the organization and department.
· Should be very instrumental to achieving goal. (Hence, key performance indicators.)
· Should be significant to the Line of Business (LOB) or department.
There are thousands of KPIs to choose from. The best way to chose will be by researching and understanding some of the most important KPIs. This way, you’ll identify which ones are relevant to your industry and which ones will be of no benefit. Some KPIs of Precious Homes are; CQC assessment certificate, staff training and education, encouraging and enhancing s positive organisational culture, utilising prompt and effective methods of communication.

· Supervision;
 Supervision is an undertaking that requires a manager meeting regularly and collaborating with worker(s) to review their work. It is carried out as required by the law, the regulations of the organisation and by the requirements of the service.  
The purpose of supervision is to monitor assignments, solve problems, is to monitor tasks and workload, solve problems, support workers through complex situations and to promote staff development. 
One of the aims of Supervision is to provide accountability for both the supervisor and supervisee.
· Evaluation
Evaluation is a systematic determination of a subject's worth, quality and importance, using criteria regulated by a set of standards. 
There were three major ways that were used to evaluate the effectiveness of the implementation of bullying in our care home.
a. Ongoing evaluation because it kept our appointed team enthused and focused, to check   progress against goals and timetables and to prepare reports for the stakeholders. It also included financial checks and measures, and regular site inspections. 
b. Completion evaluation to determine what changes were successfully implemented. The completion evaluation incorporated all reports from the assigned solution implementing team.
c. Long term evaluation which was more about the residents in our care home. 
· Appraisal
 The process by which a manager inspects and assesses an a staffs work conduct by comparing it with predetermined standards, documenting the results of the comparison, and finally using the results to provide feedback to the said employee to establish  where and why improvement is needed.
Performance appraisals are carried out to determine who needs what training, who will be promoted, who will be demoted and who will retain, or fired.
· Feedback
Process in which the effect or output of an action is 'returned' (fed-back) to modify the next action. Feedback occurs when there is a reaction to a prior action or behaviour. The feedback we got in Precious Homes was the testimony and reports of residents appreciating the safe environment of mutual respect created in the home after stomping out bullying at all levels.
Conclusion.
In conclusion I would say that just like precious homes, every organisation has its fair share of complex problems. 
Despite all the negative effects of bullying, listed above, there are far more negative consequences of bullying.  There are so many reports over the past few years of people committing suicide because they were bullied. Some other victims of bullying have developed eating disorders, some resorting to self-injure, and most of them require extensive counselling.
 Another unfortunate consequence of bulling is that it is often cyclical in nature. People who have been bullied can, become bullies themselves.
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