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1. Introduction

Mitie Group Plc is one of the biggest cleaning services with 21.000 employees in this sector across the UK. In London, the diversity of employees is typical, as is the case here with Mitie. In many cases, lower – level workers do not or only barely speak English, which can cause unexpected difficulties in the workplace. The purpose of this report is to present such a case within the company and how the problem was solved. First, with the Fishbone analysis explored the causes and effects of the problem. This is followed by a SWOT and PESTEL analysis to explore the external and internal conditions in more detail. Secondly, with a racional decision – making technique to evaluate a range of solutions to identify the most appropriate option. Thirdly, develop a plan for implementing the solutions and communicate this plan with the stakeholders with the ADKAR model. Lastly, to ensure the successful implementation of the solutions make a monitoring and review technique which is the feedback in this case. 

2. The problem
The Mitie Group Plc has a lots of cleaning employees in the office buildings in London City. The most cleaning employees there are from different countries with different languages and with lack of English. There are Spanish and Portuguese lips in the majority who do not or barely speak English. They are followed by workers from Eastern Europe countries. It is common practice to employ a supervisor who speaks both English and the majority language spoken in the workplace. This works in many cases but there are times when it can also cause problem between the employees. The following case also exemplifies this.
One of Mitie’s office buildings employs 8 cleaners and a supervisor. Two cleaners complained because they feel that the supervisor does not treat them equally in the workplace. Six out of eight employees and the supervisor speak the same language while the two complainants speak English and their own language. They can communicate with the supervisor in English, but not with the 6 other employees because they do not speak English at all. They feel that they are getting a bigger and harder share of the work compared to other employees. The supervisor always helps the other employees so they get their work done sooner. If someone is missing from work, they should always have to cover the missing person job as well. Another problem is that there are two people working on each floor and they both have a non - English speaking partner. If there is any problem upstairs it is difficult to communicate with them. This is not acceptable for the properly and safe work and could be dangerous because the supervisor not always available to help to translate. It's a large multi -storey building, and the mobile connection is not good everywhere, so they cannot reach the supervisor all the time. This whole situation is very stressful for them.

3. Analysis of information
With the information available, the next step is to analyze the problem using the right tools. One of these tool the "fishbone diagram, also called a cause and effect diagram or Ishikawa diagram, is a visualization tool for categorizing the potential causes of a problem in order to identify its root causes. Typically used for root cause analysis, a fishbone diagram combines the practice of brainstorming with a type of mind map template." (Rouse, n.a.)
Another tool try to find the possible solutions to the problems is the PESTLE analysis which is only looks at impacts outside the company (political, economic, social, technological, legal and environmental). „PESTLE analysis (formerly known as PEST analysis) is a framework or tool used to analyse and monitor the macro-environmental factors that may have a profound impact on an organisation’s performance.” (Business to you, 2016)



3.1  Fishbone analysis
In the fishbone analysis method was created 4 categories for the problems. The first category the People who work together, the second is the Environment where they work, the third is the Method how the workflow is done, and fourth is the Measurement how control the work. Looking for answers the following questions: what, how and why happened in this case and what solutions can be developed. The analysis was performed with the participation of the employees involved.



Not equal
treatment in 
the workplace
People
Measurement
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Environment




lack of             6 of 8 employees                                     
communication   do not speak English                              no written description about
                                                                                             the job roles
supervisor translate too much stress on
between employees.    the complainants                                 supervisor distributes the work
                                                                                                    among the employees
supervisor not help for the   supervisor has             
complainants.                         too much power                                cleaning products labels written in 
                                                                                                           English








no good mobile connection.         stressfull workplace for
                                                 the complainants

weak management, no          lack of proper communication              supervisor got free hand without any
control the supervisor.      is not safe because they work.             written description
                                       dangerous chemicals and impact of    
                                    good time management                             the management do not check anything   
                                                                                 and do not ask the employees they
                                                                                satisfied or not





  After filling in the 4 categories, it seems that the same problem occurs within several categories. If this is happening with one or more causes the solutions is have to find there. In this case appear in all category the missing control by the management cause and the too much power effect by the supervisor. No written description about the job roles.The other most appear cause is the lack of English communication between the complainants and the other cleaners. This could explain why got free hand the supervisor. The other problems stem from these two reasons. Employees who working on the same floor and cannot communicate each other that affects the safe and accurate work. 

3.2 PESTEL analysis

	Political
 Mitie Group Plc operates as a company within the UK and is therefore affected by the upcoming Brexit. This is manifested in the fact that its economic and political effects are unpredictable, which currently provides a more uncertain environment. From 1st of January 2021, the UK will introduce a points system, which means that it will be significantly more difficult for low- skilled workers to work. Office closures caused by the coronavirus also reduce the number of jobs /Home office/. In the UK, equal treatment and discrimination in the workplace are taken very seriously. (Equality Act 2010, 2010)
	Economic
The upcoming Brexit will have a similar impact on the economy, as we have seen in politics. Unpredictable effects, introduction of a new points system for EU workers. The coronavirus is another aggravating factor right now due  to lower revenues on which government help financial assistance /furlough/. There is a lot of competition in the cleaning sector, but Mitie has a pretty strong and stable reputation.

	Social
Clients in this sector come from a highly skilled environment, which also requires a higher standard of work performance. Most employees at Mitie are migrants, work for minimum wage and speak little or no English.
	Technological
The mobile and internet networks are well established, although the different service providers do not have the same coverage.

	Environmental
In the UK, environmentally conscious cleaning such as recycling and waste management policies are very important.
	Legal
In the UK, the Equality Act (Equality Act, 2010) is taken very seriously and a separate law deals with a Health and Safety working environment (Health and Safety at Work etc. Act 1974, 2015).



As can be seen from the above analyzes, we are facing a rather complex problem: unequal treatment, poor management, not equal workload allocation, stress in workplace, unsafe work environment. There are also a number of possible solutions: 
1. written job descriptions for the employees, 
2. management control the supervisor work and ask feedback for the employees satisfaction at specified intervals,
3. create saftier work environment for the complainants, working together on the same floor

4. Rational decision- making technique
This chapter examines the effects of the solutions discussed above on the problems. It analyzes their negative and positive sides to decide which solution is most effectively adaptable.
1. Written job description for the employees
At the workplace there is no written job description what is the exact duty for the each employee in every floor. Before writing the job descrition have to exam every task in the floors and to divide equally the job parts between the employees. The description should include the replacement of the missing employees, which is also evenly distributed between the employees and the supervisor with extra pay. Each employees have to sign the written job description and after that they take responsibility their work. This job description benefits both sides because it protects both parties from abuse. The employees because they cannot get them to do more work, than can fit into their working hours. Incomplete work can be held accountable by the employer.
2. Management control the supervisor work and ask feedback for the employees satisfaction at specific intervals
For a team to work well, control and feedback from members to management is needed. To do this, it is necessary to hold regular meetings where all parties can share their experiencies. The site manager weekly, the main manager at least once a month need to keep a meeting with the employees. This can prevent or detect problems in a timely manner.
3. Create saftier work environment for the complainants, working together on the same floor
Since two people work on each floor, it is important to be able to work together, without wasting time when needed. In the present case, the two complainants are in any case better off working on the same floor because of they speak common language. That way, they don't have to look for the supervisor because of the translation.


5. Change management
„Change management is the overarching approach taken in an organisation to move from the current to a future desirable state using a coordinated and structured approach in collaboration with stakeholders.” (apm.org.uk, n.a.)
It is necessary to develop a plan so that can implement the solutions created to the problems. To do this, 3 states must be examined. The current situation, how things work now. This is followed by the transition state where introduce the change. The third is the state of the future, and how impact change will have.

Current state
The main problem is that the unsatisfied employees complain of discrimination in the workplace. The analysis revealed that the main reason for this is that the supervisor assigns the task to everyone, but the management does not control how it does it. This seems to be abusive as it does not share the burden equally among the workers. The client did not indicate that the work would not be done, so management did not know about it so far. Lack of communication between employees is also a problem for proper and safe work due to a lack of knowledge of English.

Transition state
 The proposal is as follows to effectively remedy the problems. Firstly, it is essential to regulate the responsibilities of employees and the supervisor in a written job description. But before writing the job description have to exam every task in every floors and to divide equally the job parts between the employees. Secondly, if more than one person is working on the same floor, there should always be employees who can communicate with each other. In this case, the two complainants must also be placed on the same floor. Thirdly, management should convene a meeting to inform employees of the changes. The site manager should check weekly that everything is allright in the workplace, while the main manager should hold a meeting with employees at least once a month where they can tell if they have any problems.

Future state
First of all, thanks to the successful application, the employees will feel valued and not exploited. Unreasonable stress disappears and management also gets a more satisfied and better performing workforce. Continous meetings avoid older problems and discover emerging ones in a timely manner.


6. ADKAR model
The finished plan needs to be communicated to stakeholders in an appropriate way so that everyone feels they are also the winner of the change. One suitable tool for this is the ADKAR model. Stakeholders in this case are the cleaners, the supervisor and the management.
Awareness
The management got a complain of not equal treatment in one of the building. The poor management there, was the cause to get too much power the supervisor what is not got control. If not change in this the management, in the future will be more abuse and this is not good for the employees and for the company reputation.
Desire
The written job description is protect the employees from the abuse,  and the company too. Repeated meetings provide an opportunity for feedback from both parties. This contributes to a more stress- free work environment and more efficient work.

Knowledge
The management learn to control and organize better the workflow and to recognise and handle the problems.

Ability
The management will be ability to implement these new skills and adapt them the right way. The employees will know their rights and be able to stand up for them.

Reinforcement
More harmonious work atmosphere, more controlled work environment. Overtime is paid if need to replace someone. The company has more satisfied employees and clients and better reputation.


7. Monitoring
The success of the change can be tracked through continuous monitoring or control. Here, the most suitable way to follow up is through feedback, which the site manager does in person during the meetings per week and the main manager at least once a month. An in- depth analysis can be done every six months with the help of on anonymus questionnaire.



8. Conclusion

In this report, a case study of a large cleaning company Mitie Group Plc based in UK is presented. Two members of the cleaning staff in one office building reported that the supervisor did not treat them equally. The case was analyzed using Fishbone and PESTLE, which made it clear that the main problem was the poor presence of management and the lack of regulation of workers' workflows. Therefore, the most urgent solution is a written job description of equal division of labor for employees. This is communicated to stakeholders through change management and the ADKAR model. Continuous monitoring is provided by personal feedback from managers and questionnaire written every 6 months.
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