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[bookmark: _Toc92311639]Introduction

The aim of this study is to solve the employee dissatisfaction of my current workplace. I work for ISS Ltd, a cleaning company that its goal is keep everyone in a safe environment and keep them healthy in this time where many viruses are attacking lives and work internationally all over the globe.
I really like my team and the mission we have but I just feel some points are off and that not everyone shares the same opinion about our job and team.
To solve this, first I will identify the problem, then analyse information with the team to help in the decision-making process. After it is preparing various solutions and evaluate them to choose the one that will give my workplace the best solution. Final steps are to develop a plan to apply the solution and communicate it with the stakeholders, then is just monitor and review the techniques used. 





Questions to solve present problem:
· What small problems do you face now that could grow into bigger ones?
· What barriers prevent open communications with or between teams in your part of the organisation?
· How could you improve quality?
· What goals do you tend to fail to achieve?
· What information will make your job simpler or easier?
· What problems experienced by other organisations in your industry sector do you want to avoid?
· What might cause your valued employees to leave?




[bookmark: _Toc92311640]Seven Steps Problem Solving 


1) [bookmark: _Toc92311641]Problem Definition
The whole organisation holds their part of the problems, but our team can solve it.
Bad Management, no collaboration and no room for growth are the main problems of my workplace, if those were solved our team would have an enormous improvement that would leave clients even more satisfied.
Communication and attitude problems affect the collaboration and engagement if the team have an open, straight forward, and honest communication instead of gossiping, making complains all the time the dynamic of the team would improve a lot.
Interpersonal challenges between managers and subordinates should be solved with motivation, team working, recognition, empathy not with arguments, critics or pass the guilt. Poor Performance is the effect of all these problems plus the equipment and methods used are not good enough or just out of date.


2) [bookmark: _Toc92311642]Data Collection – (What?)
Decided to involve the team to gather different points of view, thoughts and opinions about the workplace and ask searching questions, the type of questions people feel uncomfortable because the reassuring questions will not help. 
So, we start brainstorming before our shift started everyone was engaged in this activity as we all want to work in the best way possible.
 Brainstorming technique was created by Alexander Osborn in 1963, it is executed by 6-10 people in the team with a specific known problem where there is no evaluations or criticism, only freewheeling and combining and improving on each other’s idea.
To breakdown the problems I used Ishikawa method, to make subdivision so we can look at the areas in a deeper way and fix the parts we need.

[bookmark: _Toc92311643]Ishikawa Method:
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MATERIALS
· We don’t need to many materials in our job only the basic like coloured cloths to wipe the desks, kitchen, and bathroom, we also use cleaning products and flicker to take out the dust but the only equipment we need to upgrade is the hoovers, they are old and don’t work as good as before plus they give backpains if we look long term because we use them every day. 


METHOD
· People used to come late all the time, so we started using clock in and out with our cards instead of only signing and I like that because now is easier to monitor who and how late they are and if it is very constant or not. 
Now because of covid, many clients are being detect with the virus and that is dangerous to everyone all employees are doing covid tests twice a week and we do the fogging (a method to kill the virus on the workplace) on all floors too.
The only method I don’t agree with is the individual floor cleaning, as that make it feel we are not even on a team, that may be the reason we don’t collaborate and don’t support each other.


MANAGEMENT
· Poor engagement is the main problem to employee’s dissatisfaction, if the managers tried to work on our full potential, ask us for our point of view or just any suggestion to make the workplace better it would be different. They tend to find the problem, blame the person, say to pay attention, and not do it again and that’s it, instead they should try to know what happened, understand why it happen, how to fix it.


PEOPLE
· Majority of our team speaks Portuguese even the team leader, only one employee speaks Spanish and the managers English. Is good to have diversity but the problem is that three of the employees  don’t understand English very well and that causes language barriers, the team leader as to translate all the time when the Portuguese people is speaking the rest is not understanding and that can cause them to isolate. 
Besides that, some of them are lazy and don’t want to take that extra effort to makes things better they just do the necessary, demotivated due to being on that role for too long doing the same thing over and over or tired because they have a second job


SYSTEM
· Hierarchical is the structure my workplace uses I don’t have any objections with that, we just need to improve our communication, and be heard. Is the communication that is not letting the team know how our job is important, how hard some people are working, we really need that acknowledgement.


SKILLS
· In this job we don’t need that many skills only cleaning, teamwork, and time management. But even with few they need to be worked on anyway and the one that needs focus now is teamwork. Everyone there knows how to clean properly the problem is the demotivation, so they just do the necessary.



3) [bookmark: _Toc92311644]Cause Analysis – (Why?)

Bad management may not come from the individual but from the company culture, this can be from unsatisfying salary or company poor behaviour towards employees’ work and needs. If the manager is not being well paid that will reflect on his attitude towards his work. Low income and same routine were some of the issues that cause poor management of the team, found using Ishikawa method. No room for growth was caused by hierarchical system not giving opportunities to develop new skills or try new roles even working for the company long term. Poor performance equipment or low quantity of them creates arguments between the team members what generate no collaboration.

4) [bookmark: _Toc92311645]Solution Planning and Implementation – (How?)
Solutions formed in Brainstorming sessions
1. Equipment development like hoovers that don’t put pressure on workers’ back.

2. Employer of the month and year incentives.

3. Arrange opportunities for qualified employees within organisation we working to, such as, internships opportunities.

4. Individual performance review and analysis and give employees acknowledgement and empowerment when the work is well done.

5. Work on floors as pairs instead of assign floor to each worker to create a better dynamic and switch their roles monthly or quarterly.

6. Leave signs on doors/desks to remember clients to do their part and don’t do unnecessary mess or at least inform the cleaning team.

7. Creating creative climate, where employees have access to knowledge resources, innovators are rewarded. It needs motivation, empowerment, dynamism, and openness.
[bookmark: _Toc92311646]Implementation Process
1) Define goals
1. Work on pairs

2. 1 to 1 meeting


3. Upgrade on equipment

2) Schedule Milestone
1. 1 complaint per week maximum

2. 3 New hoovers by the end of the 2nd quarter of the year


3. Bonus at the end of the year as a token for the hard work and commitment of the team

3) Team Responsibilities
1. Communicate 

2. Cooperate

4) Evaluate Success
1. Every month a 1 to 1 meeting to evaluate progress, analyse areas that need to work on as well as acknowledgment and empowerment to the member.

2. All team meeting every quarter do share ideas, thoughts, and experiences.



5) [bookmark: _Toc92311647]Evaluation of Effects 

[bookmark: _Toc92311648]PMI Evaluation

Solution 1: Work on pairs
Plus				Minus				   Interesting	
Easier to clean(+8)		Adapt to your partner(-2)		Happiness(+10)
Extra eyes to spot(+5)		Deal w/ different opinion(-3)		Distractions(-6)
Interact with someone(+4)	
		+17				-5				+4			
=+16

Solution 2: Upgrade on equipment
Plus				Minus			      Interesting	
Better results (+7)		More expensive(-8)		No complaints (+5)
Better posture(+8)		Additional training(-3)		
No cables(+4)			More documents(-3)
	+19				-14				+5
		
					=+10

6) [bookmark: _Toc92311649]Standardisation 

From what the team learn and the results we had we can take this approach our other sites in London and if it works well there to, we can expend it to the other international sites. That would leave me very happy as I just started this to help my team but helping every cleaner in my company to feel better in their job would be the best.


7) [bookmark: _Toc92311650]Evaluation of Process
This experience made me realise that we don’t need to wait the problems to come to solve it. Simple stuff like 1 to 1 meeting or brainstorming sessions should be used by every team, one of the things we have done well was integrating our manager and team leader (stakeholder) in some of this sessions because they know tactics we don’t know and it is easier than do the planning ourselves and redo it due to something not right or not agreed by them and in that way our communication and relationship at work improved.
The negatives were sharing more feelings than experiences or facts and that turned away the focus and led to some minor arguments but for something new to all of us it was worth it and next time it will be better because we are doing everything to improve our job satisfaction.
These practices are working very well with us and next year we want to do this again and fix other problems or improve even more the ones solved.









[bookmark: _Toc92311651]PESTEL Analysis

Political
Our company provides all the training necessary, to be up for the tasks allocated to us and make sure we do it in the safest way possible to avoid injure us and others.
Covid rules were presented last year, now we are required to use mask and gloves all the time as well as two tests per week.


Economic
Economically speaking ISS is in Recovery stage in business cycle due to covid situation and in a Maturity stage in industrial cycle.


Social
Decrease number of clients due to pandemic so makes it easy to apply the changes now because it will be easier to adapt but employees’ attitude to work is just complying with standards and not committed to their work and that is one of the major factors that need some change.


Technological
Robust environment as the products life is short and have bad function


Legal
PPE and all documents signed by employees related to product hazards and training provided.

Environmental
Environment friendly products (Lotus pro, disposable bags) because in this way we don’t hurt nature neither us humans.
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