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Introduction 
The organization and management of each enterprise are related to the identification and solution of a wide range of problems, closely related to the specifics of the industry in which the enterprise operates.
Today, in the conditions of globalization and increasing competition, it is necessary to know the problems of organization and management and to look for optimal solutions for their elimination to increase the efficiency of the company management.
The successfully companies in the modern world are managed by applying good practices to effectively solve emerging problems. The problem-solving process is closely related to another very important management process - the decision-making process. In this context, it is important to note that several authors emphasize that management decisions are made in the presence of problematic situations. They define the identification of the problem as a very important stage in decision making.
The aim of this report is to determine a problem in the chosen organization and find appropriate solution to it. Firstly, I will introduce the organization and its structure. Secondly, I will define the problem and evaluate the current situation. Third, I will apply a decision-making tool to find the best solution. Finally, I will produce a plan for implementation of the chosen solution. 

1. Definition of the problem 
1.1 Introduction of the organization 
The organization to be considered relates to the service sector. The company is a management cleaning agency, established in London in 2015, offering regular and one-time cleaning of domestic and commercial clients within the 1st-6th zone in London.
The company strives to be a market leader in quality cleaning services while promoting high staff pay and good working conditions. In 2017, the company became part of the London Living Wage Foundation, which guarantees the payment of staff according to the determined optimal rate for living in London.


1.2 Departments structure
The company administration is based on 4 departments who all are managed by the company CEO. There are also 50 cleaning colleagues who are all hired on self-employment basis. 
The first department is Team Management. There are 2 employees, including myself working there who are responsible for managing the cleaning team across London. Their responsibilities are to implement Management checks in the customer’s properties and ensuring all company standards are met by the cleaning team. 
The second department is Operations, which is led by 2 other colleagues whose receptibilities includes the communication with clients, team managers and cleaners, as well as reporting to finance and sales team. 
The third department is sales and marketing. There are 3 employees whose responsibilities includes communication with new leads, visiting new clients and creating new marketing strategies. 
The last department is Finance where one colleague is responsible for generating all monthly invoices for the clients, as well as making payments to the self-employed cleaners etc. 

1.3 Identifying the problem
As part of the Team Management in the organization I have used the observation technique to identify one of the recent problems in the organization. 
From the beginning of the pandemic the company have experienced one of the most difficult periods since it was created. The first lock down decreased the sales with more than 50%, while some 250 clients have decided to withdraw their contracts with immediate effect. Those factors influenced the CEO to make some changes such as furlough 50% of the staff while the rest 50% had to take on board some extra responsibilities. For instance, I had to overtake some of the sales manager responsibilities while working on the same weekly hours. 
After the first month since the implemented changes the operational department started to overflow from client complains regarding the quality of cleaning, the hours worked by the cleaners (many cleaners where leaving the job earlier due to lack of control from the Team Management), as well as complains of their invoices (wrong hours for the month, changes made during the month not applied towards the monthly invoice) and etc.
2. Evaluation of the problem and defining alternative solutions
2.1 SWOT analysis 
To assess the internal factors of the organization, I will use the SWOT analysis technique(States. ,2018).
	Strengths 
	Weaknesses 

	· High quality cleaning services 
· Experienced cleaning team
· Low staff turnover
· Excellent customer services 
· Ethical company 
· Custom cleaning packages 
	· Customers can’t access their bookings schedule due to lack of customer application 
· Cleaners job schedule app don’t have GPS tracking 
· CRM system old and lacking functions 
· High customer rates due to London Living Wage cleaners’ hourly rates

	Opportunities 
	Threats

	· Build a franchise model
· Create a company software 
· Expand to national and international level 
· Add new service to the portfolio 
	· New competitors 
· Another lockdown 
· Lack of available cleaning staff due to Brexit 




2.2 PEST analysis 
To assess the external factors of the organization, I will use the PEST analysis technique (Law., 2016).

Political factors- One of the most significant factors affecting the company performance is the Brexit and the Visa requirements for the emigrants. Currently the company have 99% Eastern European employees coming from Bulgaria, Romania, Poland, Ukraine etc. Since June 2021 the Settlement Scheme have been closed and the company is currently struggling to hire new employees due to the lack of new workers coming from these countries. 
Another very important political aspect are the implemented lockdowns caused by the pandemic of Covid 19. After every lockdown the company is experiencing a reduce in the new sales and decrease of the cleaning hours per clients. This is mostly because the clients are working from home and their children have been doing a home school for most of the time. These factors are making the cleaning sessions very inconvenient for both the cleaner and the customers and therefor the hours have been reduced or completely cancelled. 

Economic factors – According to the ONS (Office for National Statistic, 2020), the economy of United Kingdom saw a fall of 20.4% for quarter 2 between April- June 2020. This technically have led the economy in a deep recession which is noticeable even now in 2021. Many of the customers have experienced decrease in their job rates, some of which have been redundant or simply can no longer afford to pay for the service. 
Social factors- The cleaning services always have a high demand of interest in the age group 18- 50. This is because most of the customers in this age range are professionals, who are too busy with work during the week and prefers to hire someone to the house job, instead of them taking their free time during the weekend to the house choirs. 
Technological factors- Nowadays there are more and more new products and tools coming up to the market every year. The company needs to always be a step ahead and use he best technology solutions in the cleaning industry. Having the best equipment is always a must in order to be leader on the market.   

2.3 Cause and Effect Diagram (Fishbone diagram) 
To evaluate the cause and effect of the problem I will use the Ishikawa Diagram or also knows as the Fishbone Diagram (Ishikawa.,1968). 
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2.4 Alternative solutions 
Solution 1 - Implementing additional training for cleaning staff.
This solution is focused on the cleaning staff as a factor of the defined problem. The company will need to invest additional finance to ensure that all staff is properly trained and meeting the company quality standards. On other side the training will need to include some session for work ethic and behaviors expected from the employees.

Solution 2- Increasing Management staff working hours and more supervisors on duty.
Due to recent change in company structure, there have been several Management employees furloughed which contributed to rise in the customer dissatisfaction and complains. To keep the leader positions on the market, the company will need to invest more in the Management and potentially bring back some of the furloughed employees. 

Solution 3- Creating a new CRM system including new application for cleaners and customers with automated functions. 
This solution will help the customers to be more unformatted of upcoming bookings, make relevant changes and have access to the location of the cleaner with the GPS function. On other hand will reduce the possibilities of fraud from the cleaners, because they will need to check in and check out from each location with GPS coordinates. The management will have more control over the different operations.

3. Choosing the best solution
To choose the best solution I will use the Plus Minus Interesting point technique ( Gillard., 2012). 
Solution 1 - Implementing additional training for cleaning staff.
	[bookmark: _Hlk80188961]Plus Points
	Minus Points
	Interesting Points

	1. Quality of cleaning services will be improved +5
	1. Longer time to finalise hiring process (-5)
	1. Cleaners will learn new skills and improve their knowledge + 5

	2. Reduce in customer complaints +5 
	2.   More expensive recruitment process (-5)
	2. Possible sales increase and interest from customers due to trained staff +4

	3. Less problems for Management to deal with +4 
	3.  Need to hire a Training Manager (-5)
	3. Possible reduce of staff turnover +3 

	4. More time for Management to focus on other tasks +4 
	4. Possible delays in matching cleaners with clients (-4) 
	

	Total Plus Points = 18
	Minus Points = ( -19)
	Interesting Points = (+12)


Final value for solution 01 = 18 + 12 – 19= 11

Solution 2- Increasing Management staff working hours and more supervisors on duty.
	[bookmark: _Hlk80191421]Plus Points
	Minus Points
	Interesting Points

	1.Control of cleaning services will be improved +5
	1.Extra funds for salaries  -5
	1.Workload of other Management staff reduced +5 

	2.Reduce in customer complaints +4
	2.Space for fraud still exist -5
	2. Trust between clients and company increased +5

	3.Reduce in time response for complains +5 
	3.  Possible challenge for company finances -5
	 3.Overall company rating increase+3

	4.More time for Management to focus on other tasks +4 
	
	

	Total Plus Points = 18
	Minus Points = ( -15)
	Interesting Points = (+13)



[bookmark: _Hlk80191783]Final value for solution 02 = 18 + 13 – 15= 16
Solution 3- Creating a new CRM system including new application for cleaners and customers with automated functions.
	Plus Points
	Minus Points
	Interesting Points

	1.Control of cleaning services will be improved +5
	1.Big investment required  -5
	1.Workload of other Management staff reduced +5 

	2.Reduce in customer complaints +5
	2.Upgoing maintenance funds required-4
	2. Trust between clients and company increased +5

	3.Reduce in time response for complains +5 
	3.  Possible challenge for company finances -5
	 3.Overall company rating increase+3

	4.Overall customer service improvement +5
	
	4.Possible profit if the software is sold to other cleaning companies+5 

	5.More time for Management to focus on other tasks +5 

	
	5.New technology introduced to the company+4

	Total Plus Points = 25
	Minus Points = ( -14)
	Interesting Points = (+23)



Final value for solution 03 = 25 + 23– 14= 34
4. Implementation plan 

Using the PMI decision making technique I have chosen solution 3. This decision is based on the number of total points calculated based on the benefits that the organization will have from it. 
The implementation plan will be based on 3 phases including the creation of the main CRM system, the cleaner’s application and the customers application. 

4.1 Implementation schedule 
	Task
	Duration
	Resources required

	Present proposal to the management
	7 days
	Laptop, office room

	Arranging a meeting to explain solution
	2 days
	Laptop, projector, digital screen and a office room

	Proposal of the budget
	5 days 
	Contact IT companies and get estimates for CRM software and application 

	Working on phase 1 
	60 days
	Laptop, office room

	Working on phase 2 
	30 days 
	Laptop, office room

	Working on phase 3 
	30 days
	Laptop, office room

	Testing the final system 
	7 days
	Laptop, office room

	Training the Management staff 
	7 days
	Laptop, projector, digital screen and a office room

	Training the cleaning staff
	2 days
	Laptop, projector, digital screen and a conference 






Conclusion 
This report was focused on defining an existing problem in the company I work for. Using the observation techniques, I managed to analyze the departments affected by the problem, where and how it occurred. Implementing one of the main problem evaluation techniques I presented the Fishbone diagram and used the PMI tool to define the best possible solution. The report concluded with an implementation plan for each of the phases it includes. 
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