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[bookmark: _Toc70732393]Introduction
Workplace problems are quite common in organisations. These are incidents or issues that usually arise when there are disagreements or grievance in the workplace. Under proper management, workplace problems are easily solved (Albright, Zappe and Winston, 2011). However, if the management fails to acknowledge the problems, the conditions continue to deteriorate and seriously affect the performance, productivity and harmony within the organization (Allwood and Selart, 2010). The following report discusses the context of a critical workplace problem, its scopes and impacts, and what decision-making process was followed to solve the problem. A range of solutions have been presented in the given context along with a step-by-step description of a problem solving and implementation process (Bazerman and Moore, 2019). The report should help understand how workplace problems are dealt with within the organisations and how important it is for the managers to apply effective problem-solving principles and skills to prevent the situations from further escalating. 
[bookmark: _Toc70732394]A complex problem in the workplace
The complex workplace problem discussed here is when the author of this report was working as a part time sales staff in a local retailer (Bazerman and Moore, 2019). A member of the sales team arrived to workplace under the influence of alcohol. Although the person’s behaviours and other evidences were making it very obvious that he was indeed intoxicated, but the person wasn’t willingly admitting it. He was one of the sales staffs in our sales team, which was also making our team look quite bad in front of others (Mawhinney, Lagonegro and Jordan, 2019). At that point, the store manager was busy in a meeting and therefore, the situation did seem very complicated. 
When dealing with situations like these, solutions are difficult to come by. What seemed even worse is that we had a sales project on that very day, and the team got stuck in that situation (Robbins, Coulter and Randel, 2019). We either had to tell him to part ways with the group for the day, which would have led to further confrontations and conflicts, or we could have him with us for the sales project and jeopardize the performance due to his intoxicated behaviour (Mawhinney, Lagonegro and Jordan, 2019). Therefore, we were not sure what to do in that situation. In order to address the situation, the rest of the team and I had formed another group to come up with the best course of action in this situation. I was assigned the leadership role in this group. 
[bookmark: _Toc70732395]Inform the decision-making process
Decision making in situations like these involve strategic thinking, problem solving approach and transformational style of leadership (Robbins, Coulter and Randel, 2019). The reason why strategic thinking was needed is because the objective of forming the group was to quickly come up with a plan to deal with the situation and proceed with the sales project without getting engaged into any altercation (Sanderson, 2006). Therefore, we had to lay out the action plan that would be best suitable to achieving this objective. Problem solving approach was needed because it was a complex problem with no apparently easy solution (Schermerhorn and Bachrach, 2019). Transformational leadership style was needed because we had to come up with a decision that will satisfy all parties, and everyone will participate in the decision making (Weyn and Baker, 2002).
[bookmark: _Hlk70724252]At this stage, we had to decide whether or not we should intervene and how we should intervene so that we could avoid any negative circumstances (Weyn and Baker, 2002). The decision-making style we followed can also be described as behavioural style decision making. Behavioural style decision making describes “people who prefer structure and stability and are motivated to maintain harmony” (Albright, Zappe and Winston, 2011). Also, considering the fact that the situation required behavioural intervention to prevent conflicts, therefore, the decision-making style was justified (Allwood and Selart, 2010). 
In theories, the decision-making technique that we had followed is the multi-voting technique. Initially we thought we could solve the situation by applying Analytic hierarchy process (Allwood and Selart, 2010). However, we realised that there is no objective solution to problems that we faced and also considering the fact that we had to quickly come up with a decision. Multi-voting system helps solve problems under time constraints (Bazerman and Moore, 2019). The idea behind the technique is that multiple people in the group should be able to come up with the most acceptable decisions. It helps weed out the lower priority options (Daft and Marcic, 2013). 
The stages of the decision making can be summarized as follows;
1. Team was formed
2. The objectives were agreed upon.
3. Each team member had their own ideas given as inputs
4. Behavioural approach was followed
5. It was decided that we will attend the project by ourselves while assigning the intoxicated person with task that needed to be done individually.
6. The decision was voted by everyone and was finalised.  
7. The decision was executed and it was successful because there were no conflicts or altercations affecting our project (Daft and Marcic, 2013). 
[bookmark: _Toc70732396]A range of alternative solutions to the problem
There are various solutions to a problem. The best course of action is the one with a win-win situation. Some of the other solutions that we had thought in this case were as following;
1. To directly tell the team member that he cannot come with us. 
2. To bring him along with us after giving him some time to sort out himself.
3. Cancel the sales project. 
The first one would have been the most objective approach to the situation since it is obvious that one should not come to work when under alcoholic influence (June Hunt., 2018). However, the reason why we could not follow the method of decision making is that the manager was not available at that time, and I was assigned to lead the team anyway (Robbins, Coulter and Randel, 2019). Also, since everyone had their own says on the issue, thus, I realised that everyone should come up with a solution so that they don’t feel that I was passing around directives randomly (Mawhinney, Lagonegro and Jordan, 2019). Therefore, the first option was not a viable one. 
The second option would have been a compromising approach in decision making (Mawhinney, Lagonegro and Jordan, 2019). However, that would have come with the risk of the intoxicated member affecting the performance of the team altogether. Therefore, although there was a range of alternative solution to the problem that we were facing, but we had to go forward with the best course of action. 
[bookmark: _Toc70732397]A decision-making technique to evaluate a range of solutions to identify the most appropriate option
As mentioned earlier, the decision-making technique that we have followed is the multi-voting system-based decision making (Bazerman and Moore, 2019). Since the leadership style in the group was transformational, therefore, multi-voting system was the most acceptable choice. 
One of the commonly used decision-making technique is the cost-benefit analysis technique. This technique can be used alongside other techniques discussed earlier. It is usually followed to assess the pros and cons of different decisions in a particular situation (Daft and Marcic, 2013). Usually, the decision maker and his/her team would have a brainstorming session where the pros and cons of each solution will be listed, and the decision with the most pros will be selected as the most appropriate options for that situation. This approach also helps establish accountability and transparency in decision making (Bazerman and Moore, 2019). The decision maker would have to justify the decision based on the pros and cons. Thus, the risks of biased decision making can easily be avoided (Mawhinney, Lagonegro and Jordan, 2019). Therefore, the technique we had followed to evaluate the solutions and to determine the appropriate options is the cost-benefit analysis, also known as pros and cons analysis. 
There are of course, other approaches to analyse a decision, including SWOT analysis, feasibility analysis, SAF (suitability, acceptability and feasibility analysis) etc. However, due to the time constraints, other decision analysis techniques were not followed (Robbins, Coulter and Randel, 2019). 
[bookmark: _Toc70732398]A plan for implementing the solution
Since we had to implement the plan as quickly as possible, therefore, we planned the activities under time constraint. Thus, the plan of action was kept simple. We would vote the best decision and analyse the cost-benefits before proceeding with it. We had decided to assign the intoxicated team member with other activities at the office, while we allocated his part of the responsibilities in the sales project among ourselves (Robbins, Coulter and Randel, 2019). Once the store manager was available, we informed her of the situation. Thus, the plan was carried out for the best of everyone. The project that we attended was successfully completed as well. It is to be noted that during the planning process, we did conduct a risk analysis as well (Schermerhorn and Bachrach, 2019). According to HR research articles, it is better to approach a drunk employee in a less confrontational manner and have someone he knows speak with him. For example, to mitigate the risks, we asked one of his closest colleagues to inform him about the plan, and thus, the situation was easily taken care of (Weyn and Baker, 2002). 
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[bookmark: _Toc70732399]Communicate the plan to stakeholders
Stakeholders are individuals who have some stakes in an organisational or group decision. It is important to keep the stakeholders informed and carefully listen to them so that they get the idea of what was happening (Weyn and Baker, 2002). 
The staff who came drunk at the workplace was going to meet one of his own clients. Therefore, our decisions would have affected the client in some ways (Bazerman and Moore, 2019). Therefore, we contacted his clients and told them that he won’t be available on that day. 
The management was also a stakeholder since our decisions could have crossed with theirs. Therefore, we texted the manager about the decision we were making in the sales project team, by excluding the intoxicated member from the team (Bazerman and Moore, 2019). 
These were the key stakeholder groups we needed to keep informed and listen to. We had followed the stakeholders-perspective approach to decision making in this case so that the decision has a validity to it.
[bookmark: _Toc70732400]Monitoring and reviewing techniques to ensure successful implementation of the solution.
Observation was the monitoring technique to ensure the successful implementation of the solution. We observed whether the subject was showing any aggression or not, and how his reactions were during the implementation of the solution (Bazerman and Moore, 2019). Since the work-based problem in this case involved a person therefore, observation was deemed to be the most effective approach to monitoring and reviewing the solutions. Later our supervisor had acclaimed us on the way we handled the situation (Albright, Zappe and Winston, 2011). Our performance was appreciated and we were positively reviewed for it during our performance management. Thus, feedbacks were collected to review the effectiveness of the technique and reflection was made on the problem-solving process. For instance, reflecting on my experience in particular, I can say that was able to contribute to the problem-solving task by contributing ideas and suggesting alternatives. My transformational leadership skill was also applied in the given scenario. 
[bookmark: _Toc70732401]Conclusion
Various aspects of decision making in a workplace problem scenario have been discussed here. The situation featured a complex workplace problem which required quick resolution. The most appropriate choice in that situation was a behavioural approach to handling conflict and making decisions. Thus, the multi-voting system decision making technique was followed to solve the problem. The solution to the work-based problem was then analysed based on cost-benefit analysis to see which options offered the most benefits, and which ones had more demerits. As the discussions in this report come to an end, it is recommended that team leaders or managers dealing with workplace issues should follow similar structured approaches to decision making, and they should analysis the cost-benefits of different alternatives before coming to a decision.
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Management consultant: Hi, miss Beyhan. You are a frontline employee at the Applebee Company, right? 
Unsatisfied employee: Yes, miss Antonia, I am. 
Management consultant: How long have you been working in the organization?
Unsatisfied employee: I have working at the company for 3 years now. 
Management consultant: Great. So, please tell me about the issue that you are having?
Unsatisfied employee: Yeah, so, for the last couple of months, we have been seriously underwhelmed due to the growing workload, less job prospects and the way all these are affecting the quality of our life. As a result, I feel like I am constantly under stress and I sometimes even get panic attacks especially when the deadlines are approaching. I think the management is not balancing the work schedules and task responsibilities properly. 
Management consultant: Yes, but that is an issue in most companies, isn’t it? Especially during this time of the year (December), the organization itself gets quite overwhelmed with new product orders. However, you were saying something about the schedules and the balancing of responsibilities, can you elaborate those please?
Unsatisfied employee: Yes. So, you see, it’s not just about the stress at work, but its how there is nothing that can help the employees deal with work stress more effectively. 
Management consultant: Stress is indeed a serious problem. But can you please tell me how stress is affecting your performance at work? I mean, what would you say is the cause, and what are the effects from your perspective? 
Unsatisfied employee: For me, the cause of stress is the excessive pressure of work, and yet, not getting the job progression or salary increase as expected. It is to be noted that due to the pandemic, last month, the organization had critically downsized the workplace. As a result, each of us are now doing the same amount of work that 2 or 3 people would do under normal circumstances. 
Management consultant: That is indeed very unfortunate. Have you talked with your immediate supervisor about this?
Unsatisfied employee: About the salary increase or the pressure of work? 
Management consultant: Both. Have you asked the manager to increase your salaries for the excessive work you are doing in the organization, and the fact that you are experiencing chronic stress?
Unsatisfied employee: It is actually getting difficult to communicate with the manager these days. We try to contact him on the issues, but most of the time, we don’t get to speak with him. 
Management consultant: That is a critical communication problem. 
Unsatisfied employee: Yes, it is. Plus, I was able to talk to him anyway few days earlier, but he mentioned that the economy is very bad now, and thus, drastic decisions are getting made to for the survival of the organization in this situation. 
Management consultant: Well, can’t argue with that. Because as you know, many organizations have recently been struggling to stay on their feet. As long as the government does not deliver a better intervention to contain the virus situation, the business operations will continue to suffer. But on a positive note, the UK economy is gradually improving. By the end of this year, the economy will have a GDP growth of 4% and next year it will be 7%. So, as the economy recovers, the organization will start hiring people and the current situations can be solved effectively. 
Unsatisfied employee: That is true. But the current business climate is not only affecting the organization, but also the employees as well. I am afraid that if my stress gets over me, it will make me more vulnerable. Also, aren’t there laws to address the issues involving excessive work load at work? Plus, does not the labor law cover mental health issues of the employees?
Management consultant: We can definitely come to a solution for you so that you don’t have to constantly stress at work. But to answer your first question, there is currently no labor law that covers the amount of work people should be limited to do every day. The labor law covers the working hours, and therefore, you can check whether the organization is forcing you to work longer hours or not. Secondly, the legislation is quite vague about the stress induced mental health problems. However, it is recommended that organizations have mental health professionals check the mental health conditions of the employees. 
Unsatisfied employee: The organization did have the plans to set up mental health assessment units, however, once the pandemic started, the aim did not go that well. 
Management consultant: It is important for the organizations to assess the mental health of the employees, and check for stress levels at work. Because that helps implement policies and practices that promote employee wellbeing.
Unsatisfied employee: But what about the stress related complexities that I am experiencing? 
Management consultant: Yes, for that you need to manage your time more effectively and efficiently. You will have express yourself at work more positively. One of the issues that employees have in common is that they don’t express themselves freely with the managers. You should also reject tasks when they are getting too overwhelming for you. The management needs to know the productivity levels of each employee so that they don’t overload them with tasks.
I would suggest you to spend more personal time when you are not at work, and don’t think about the workplace at all. You should sleep early so that you don’t feel inconvenient waking up early every morning. That is one of the reasons why stress catches up on employees. Therefore, it is important to take self-managed actions to improve the quality of your personal life. 
Unsatisfied employee: I think I can do that. These are actually very helpful tips. I feel more relieved now than before. I think it is important to balance personal life so that stress does not overwhelm us at the workplace. Thank you for your help.
 Management consultant: You are welcome.
Appendix B


Manager: Hi Ms. Nikolova nice to see you, how are you today?

Employee:  Thank you Ms Sarar, I am good, it’s very nice to see you as well.
 
Manager: Ms Nikolova would you like to have tea, coffee or water?

Employee:  Thank you, water would be good.

Manager: Oh yeah please help yourself. 

Employee:  Oh, thank you Ms Sarar.

Manager: Great. So, please tell me the problem that you’re having?

Employee: I am working in True IT as Customer Help Desk Agent and I am very much frustrated because my colleague in Germany keeps messaging me at 5am (my time). They send me seemingly urgent requests each time when I am sleeping or just waking up, and I am sick of being bombarded with 10 requests before I have even sat down at my desk. I get the feeling they don't like me very much and I don't know how to approach them.

This affects the quality of my life. Giving me stress when I am not ready for it. 
I understand the work is very important and has to be done in timely manner. I really would like to cover their request but also but I would like keep my own time for myself. 

Manager: Ms Nikolova you are one of our best employees in our company, I really would like to get your problem resolved.

Employee:  Thank you Ms. Sarar, your company is also very important for me and I really enjoy being part of the True IT Limited. And I really enjoy my position as a Customer Help Desk Agent in your company.




Manager: 
Collecting information is a key part of the problem-solving process. There are many techniques that can be used to help identify what information to collect. One of these techniques is called PESTLE analysis.

PESTLE is an acronym, and PESTLE analysis is a technique used to understand the impact of outside factors on a location, business or organisation.

It allows an individual or organisation to understand the ‘big picture’ of the environment they are situated in.

So, I would suggest, avoiding confrontation is making your situation worse, not better so did you try to schedule a time to chat with them via phone or video call so you can bring the issue to the table.

Employee:  Oh yeah, it’s very good idea but I haven’t done that before I discuss the issue with you.

Manager: You can arrange a phone call and uncover the root of the problem by asking questions - "Is there any particular reason you send me requests before I'm up? Am I responding to you too late?"

Once you understand why they're doing it, you can help them articulate their needs. Maybe they send you 10 messages at 6am because that's right before their lunchtime, and they don't want to forget their questions when they go on break.

Employee: Yeah, it’s a very good idea.

Manager: Now figure out a solution that works for both of you. 

Can they send themselves a reminder on Slack to ping you with their questions when you're at your desk? 
Can you just ignore their messages until your clock in now that you understand they're not time sensitive? 

Or should you schedule a morning check in to go over these requests in real time rather than via messages?

Employee: Oh yeah these are very good ideas and I think I should schedule a morning check in to go over these requests in real time rather than via messages so in that case both of us would be happy.

Thank you so much sir for your suggestions.

Manager: You’re welcome Ms. Nikolova it’s my pleasure.
 




