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Introduction
“Humans are design for continual problem solving”. Status, D. (2002)
Each organisation, company or business all experience problems all the time, which why to have leaders and managers with problem solving skills are important for the companies. Problem solving skills are skills which are needed to solve various organisation problems and challenges. 
In this report we will discuss complex problem issued at the organization iForce. Also, we will analyse information to find the solutions for the problem using analysis models and decision-making techniques. We will hope that information provided will help to solve the complex problem.
iForce Group is UK retailer company, which was formed in 1997 by the merger of software business with a logistic provider. Internal discussion with the staff shows some problems and one of them will be explained in this report.  
The workplace problem
The company faced a few problems, however in this report we will discuss next problem – work related stress and depression. 
Stress is defined as personal reaction to event in the surrounding environment and it is coming from negative situations. Relying on the purpose of researchers and theorists stress has been explain and used in different ways. (Weiten,2000) Work related stress is a problem and a major issue to employers and employees. Employees and employers are quite concerned about high incidence of illness growth that is a result of some employee’s intensive work shifts. According to the European Commission (2000) stress is cognitive, behaviour and emotional response to unpleasant and stressful elements of the workplace surroundings and workplace organisations. High levels of alertness, distress and a frequent sense of being unable to cope define this state. 
Analysing Information
To identify possible causes of the problem we will use fishbone diagram. Fishbone diagram design by Dr Kaoru Ishikaya is a specific tool which allow us to understand problems and root cause of that problems. After analysing fishbone diagram possible root causes were indicated:
· Long working hours
· Over loading with tasks
· Job insecurity
· Poor communication between colleagues and management team
· Competitions
· High expected performance
· Lack of growth
· Sickness
· No balance between work and personal life
To find out and filter which root causes are actual company decide to do employees anonym survey. Survey was applied for all working personal and take amount of the time.  After analysing information, which was discussed on that survey shows the actual root cause to the problem, which are:
· Over loading with tasks
· Poor communication
· Lack of growth
  APPLYING SITUATIONAL ANALYSIS MODELS
First step prior to finds and apply the solutions for problem root causes we will use SWOT analyse for organisation.
SWOT analyse is a tool which is helping to find factors affected the company and states for Strength, Weaknesses, Opportunities and Threats.
	Strengths
· chance to find out what is making people unhappy and do something about it.
· ability to ask people for feedback and ideas on how to make things better.
· chance to strengthen ties with people by addressing their worries.
	Weaknesses
· affect morale and drive in a bad way.
· Possible rise in the rate of change
· Can cause less work to get done and a lower grade of work.

	Opportunities
· Changes should be made to handle the root causes of dissatisfaction and make employees happier.
· chance to talk to staff more and be more open with them.
· When employees are happier, they are more likely to work hard and stay with the company.
	Threats
· If problems are not dealt with properly, they could hurt the organization's image.
· Change could be met with resistance from workers or management.
· There aren't enough tools to deal with all the things that make people unhappy.


                                                                            Table 1
                                                                          Self-design 

RANGE OF ALTERNATIVE SOLUTION
After analysing and evaluate information above and SWOT analyse next solutions have been suggested to solve the problem.
· For the first root cause company could hire more people which can help with reducing overload with tasks.
· For second root cause company could introduce daily meetings and briefings inside the management team and meetings between managers and staff about wellbeing and any other concerns.
· For third root cause company could provide more training for growth and as company have a few sites across the country, it could create opportunities for growth in other sites for people who willing to relocate.
EVALUATION OF ALTERNATIVE SOLITIONS.
To evaluate discovered solutions, we will use one of the decision-making tools such as PMI analyse. PMI was invented by Dr Edward de Bono and has been applying for evaluations of experience and ideas from different sites. We will apply for each solution his own PMI analyse.




Solutions 1 – Hiring more staff.
	Plus
	Minus
	What is interesting

	Reduce overload (+4)
Reducing mistakes (+4)

	Training (-2)
Pay rise (-2)

	The people flow can help to find good candidates for different types of the job (-1)

	Total: + 8
	Total: - 4
	Total: -1


                                                                  Table 2
                                                                Self-design

Solution 2 – Improving communication between management team and staff via daily meetings. 
	Plus
	Minus
	What is interesting

	Daily meetings can bring new ideas. (+2)
Improving communication (+2)
	Lost of the time (-3)
Possible conflicts (-2)
	Interesting ideas during brainstorm (-!)

	Total: +4
	Total: (-5)
	Total: -1


                                                                  Table 3
                                                              Self-design

Solution 3 – Provide training for growth and improvement.
	Plus
	Minus
	What is interesting

	Increase jobs satisfaction (+3)
Staff mor experienced and trained (+3)
	Payments for trainers (-3)
People turnover (-4)
	During the trainings people can switch the departments to see where they can fit better (-1)

	Total: +6
	Minus: -7
	Total: -1


                                                                          Table 4

Outcomes: After analysing and evaluate PMI for all three solutions it became clear that solution number 1 is more efficient for the company.

IMPLEMENTING THE SOLUTION
After evaluating and choosing the solution for problem it is became time for implementing the solution. To discuss our implementing plan in this report will be used with ADKAR model.
ADKAR is a tool, which is helping us to understand when, why and how to apply various change management tools. It is containing five blocks where A is awareness, D – desire, K- knowledge, A- ability, R- reinforcement. 
 People's awareness of the need for the change, how it will be implemented, how they may participate, and what the result will look like is crucial when starting a change. It's crucial to take this first step to lessen resistance to the change. Making a strong argument for the change and starting to involve individuals early in the project are crucial at this point. Kaminski, J. (2022)
Given that desire develops from an individual's own motivations and acceptance of the suggested change, this stage of the model is seen to be the most difficult. To assist individuals in advancing through this stage of the transformation process, proactive engagement and involvement are essential. Kaminski, J. (2022)
After the awareness and desire knowledge is next step for the process of changing. For this change to be succeed ability to develop skills and knowledge and adopt the changes. The last block is reinforcement. It is important as the change is implemented, reinforcement plays a significant role throughout the entire change process. Recognising the progression of a change and the effort people put forth helps to create momentum and supports individuals as they move from awareness to desire and beyond. When a change is important to the participants, it is more likely to be sustained. This is true regardless of how the change is represented, such as through praise, awards, celebration, constructive criticism, positive consequences, or other methods. Kaminski, J. (2022)

	Gap
	Corrective actions

	Awareness
	To be aware what making people stress about job, communicate with and in between staff

	Desire
	Look for a possible traps and problems which could create uncomfortable environment 

	Knowledge
	Training for skills needed for the change

	Ability
	Ability to solve trouble and support new patterns of behaviour

	Reinforcement 
	Communicate with management team and provide feedback


                                                                                   Table 5
                                                                            Self-design


Communication plan with stakeholders
Organisation’s stakeholders are board members, employees, founders, suppliers, clients, investors and any other players who have a part in the organisation control and performance. Ziegenfuss, JTJ. (2001)
                     Stakeholders Map: Who needs what?
Interest of stakeholders from main to minor:
· Shareholders
· Investors
· Managers
· Employees
· Customers
· Suppliers

Influence of the stakeholders from major to minor:
· Managers
· Investors
· Customers
· Suppliers
· Employees

                                                             Stakeholders’ communication plan 
	Stakeholder
	Power/Interest
	Key interest& issue
	Communication
	Frequency
	Comments

	Investors
	High
	Investments to increase the outcome of the company
	Direct
	Once in a year
	Play important role in the organization

	Employees
	High
	Job security and growth in the company
	Email and meetings
	Per request
	Provide job security

	Clients
	High
	Looking for company who can provide good service for clients’ needs
	Emails and advertising
	Often 
	Loyal clients are important for company reputation

	Suppliers
	Medium
	Supply the company with sources and materials needed
	Direct and emails
	Once in a few months 
	Give good materials for company










Monitoring and review techniques
As discussed above for the monitoring and review techniques will be used ADKAR model of organizational change.

Conclusion
This report shows us a complex problem faced with one company. All knowledge and information what have been received during the lessons, such as problem-solving technique and decision-making tools have been using to solve the problem. In this report we find and apply solution for complex problem, which we believe will help the company growth with employees and be example for success.  
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