







PROBLEM SOLVING AND DECISION MAKING 


Executive Summary
The report sheds light on the problem solving and decision making skills that must be used by the organisation to keep the work environment flexible for the employees to work. The report determines the problem faced by the employees in the workplace due to which the productivity of the organisation is decreasing thereby increasing the turnover rate of employment. The organisation has adopted the techniques of decision making and monitoring to tackle the problems in the work environment. The techniques used are absenteeism and staff turnover monitoring technique and cost benefit technique of decision-making. Travelodge has evaluated and has assessed the techniques so that the benefits can be utilised in the process of organizational decision taken by the management. The changes that will be adopted are communicated to the stakeholders through a proper plan incorporated by the entity. At the end the organisation need to implement the changes according to the approval given by stakeholders.   


Table of Contents
Introduction	4
Complex problem in the workplace including its impact and scope: Fishbone diagram [Refer to appendix 1]	4
Analysis of the identified problem for the decision-making process	7
Alternative solution to that problem	7
Decision-making technique for evaluation of solutions and identification of the most appropriate option	8
Assessment of suitable monitoring technique and review of this technique to ensure a successful implementation of solution	10
Conclusion	12
Reference List	13
Appendices:	15
Appendix 1 Fishbone diagram	15
Appendix 2 Employee engagement	15
Appendix 3 Loss of working hours due to sick leave	17
Appendix 4 Absenteeism in the UK labour market	18




[bookmark: _Hlk18499720][bookmark: _Toc18533835]Introduction
The report illustrates the problem solving and decision making skills required in the hospitality industry, Travelodge Hotels Limited in the UK. The problems arising in the workplace influences the scope of growth of the entity as well as the organisation. In the decision-making process, problem is faced by the entity as the employees do not cooperate. Solution has been evaluated for various problems faced in the workplace. The report determines the techniques required for decision-making skills. Complex problems the employees and the entity deals in day-to-day life are identified and evaluated. In order to implement the solution effectively a plan is developed by the management and communicated to the stakeholders. Moreover, suitable monitoring techniques are assessed to review and ensure that the plan has been implemented successfully. However, the problem is generally faced in respect of working hours, alternative shifts and the treatment received by the employees in the workplace. The aim of the study is to illustrate the problems in the workplace and the relevant solutions required.    

[bookmark: _Toc18533836][bookmark: _Hlk18507334]Complex problem in the workplace including its impact and scope: Fishbone diagram [Refer to appendix 1]
Un motivated personnel and increasing staff turnover rates, this leads to low quality of services, unsatisfied customers, low rating, difficult competition and reduced revenue. The main complex problems faced by the employees in hotel are issues related to company leave policies and issues due to long working hours. As suggested by Baum et al. (2016), workforce issues due to leave policies of the hotel is the most important challenge the management team faced. In response to address constantly changing expectations of customers in this industry, the management team needs to alter the leave policy of its workforce. Maximum employees in this industry do not get any paid leave or medical leave. In Travelodge Hotels limited, most of the employees said that they are facing challenges due to their leave policies (Travelodge, 2019). In some cases, employees require special leaves in the medical grounds. However, management failed to accept leave request of employees due to its exceptional leave policies. Workforce needs to drop their leave previously and thus; they have to alter their schedules. In addition to this, unclear job expectations of employees also pose challenges to the management team in the hotel industry.  
Lack of flexibility in the working hours make employees uncomfortable as they need to alter their respective schedule as per their working hours (Methot et al. 2016). Clear scheduling is not offered to the employees. Thus, the choice of leave previously becomes very difficult for the employees as they are not sure about their schedule. Moreover, during peak season members of the workforce need to work in additional working hours. As per the viewpoint of Hammer and Avgar (2017), unhealthy stressful working environment leaves the employees stressed out. However, they cannot afford a paid leave in this situation also as it would hamper the leave policy of the company. Health issues in the workplace are also suffered by the workers in the hotel industry which forces the workers to quit their job. Hence, creation of a good working environment is important to enhance the productivity of employees. This, in turn, would lower the issues of the Customer satisfactions

Most of Travelodge hotels are rated between 2,1 and 4,4 (TripAdvisor, 2019). As suggested by Kitsios et al. (2015), the main survival strategy employee retention policies increase business competitiveness.
Scope of the issue
Maximum employees in the hotel industry have suggested that they faced challenges because of ineffective leave policies. The leave policy covers issues in the collective agreement of the employees. As commented by Tuna et al. (2016), most of the workers in the hotel industry do not get leave on holidays and they even have to work overtime on those days. In addition to this, workload during the festive season increased among the workforce in the hotel industry as footfall of tourists enhanced in such time. According to Kitsios et al. (2015), 61% of the hotel employees in the globe complained that it has become very difficult for them in the festive season to maintain personal and professional life. The management cancels pre-approved leaves of employees in this season and thus, they are forced to quit their job. Most of the reports suggest that the turnover rate of employees increases during the festive season in this industry.  
Impact of the issue
The most vulnerable impact faced by the hotels due to this the turnover rate. According to the statistics, the turnover rate of employees in the hotel industry is as much as 73.5% by combining the festive season and another peak season (Travelodge, 2018). Members of the workforce in the hotel industry complained that this is because of stress in this season and insufficient leave of employees. In Travelodge Hotels limited, workforce faced challenges during the peak season due to their inappropriate leave policy. Moreover, employees said that the hotel does not describe its leave policy before joining of employees (Travelodge Career, 2019). Thus, although the total revenue of the hotel was increased by 8% its turnover rate was also increased by 3.1% in 2017 (Travelodge, 2018). Most of the employees said that this turnover rate was because of inappropriate leave policy of the hotel. The employees become stressed out in this season and they are not offered proper incentives or leaves later on. This enhances the turnover rate of employees. [Refer to appendix 2]
  The impact of the customers
In the hospitality industry, customer feedback is of great importance. Many surveys have been conducted in attempts to note quality of the services provided. One of the places people heck out is www.tripadvisor.com. There can be seen the opinions of many customers, what they liked or what they disliked. As opined by Toikka et al.(2018), profitability, revenue, productivity and the growth of the organisation is reduced if the employee engagement is reduced in the organisation.
 The customers build their impressions by interacting with the service. Jan Carlzon defines every customer interaction and service offered as “The moment of truth”. When book a room, accommodation, the stay, whether it includes breakfast, lunch or dinner, free parking, the guest has a lot of opportunities to express his or her opinion upon departure. In 1981, Jan Carlzon took over the Scandinavian Airlines and from a losing company made it one of the best. Travelodge Hotels can take example from the strategy he uses. The idea that Jan Carlson (1987) focuses on is that the client perceives the company in moments of truth, and this is every time have a touching point. All customer meetings with the service offered remain impressive and if it is good and manage to exceed customer expectations, the company will be successful. Carlzon offers the company to be managed by the customer. Decentralization of power – it gives greater responsibilities and power to front line staff who have direct contact with customers, thus treating each client individually and staffing the ability to solve problems and make decisions. As influenced by the opinion of Crane and Livesey (2017), cost benefit analysis helps to evaluate the criteria of finance that is required and effective in the decision making techniques. Staff who meet face to face with clients manage those “Moments of truth” that are crucial to customer trust and loyalty and lead to great profits. Front line employees often do not have the power to cope with customer needs and customer experience is important with the competitions. 

        
[bookmark: _Toc18533837]Analysis of the identified problem for the decision-making process
Effective communication is essential to the business and the exchange information between the colleagues can help the company.
Issues in leave policy are increasing turnover rate of employees in the hotel industry. In response to solve this issue in the workplace, the management can bring changes in the policy. The number of employees leaving the job is enhanced due to ineffective leave policies. Stressed-out employees do not get proper leave while required. Moreover, they have to afford non-paid leave during an emergency as paid leave policy is not offered to the workforce of hotel. In some cases, employees are forced to leave a job because of their excessive number of non-paid leaves. The hotel industry in the UK is opposing government regulation as they do not offer compensation to the employees after the cancellation of their leave. The employees are forced to work in additional working hours while they are not paid for these additional working hours. These factors are increasing stress of employees and their turnover rate is enhanced.
In response to making a decision, the management team needs to identify problems faced by the employees because of their leave policies. Change in leave policies may be helpful to retain most of the employees in this industry (Kensbock et al. 2016). Medical leaves are not offered to the employees in this industry and this is an important issue faced by the workforce. They cannot afford paid medical leave in an emergency instead they are forced to leave their job. Thus, the turnover rate of employees is increasing in this industry. This industry must follow the medical leave act of the UK government. In some cases, employees require special leaves in the medical grounds. Excessive workload and inability to employ more employees in the workforce are forcing the management team in a tough situation in this industry. Hence, the management team either needs to alter their leave policies or try to lower work stress of employees. Companies in the hotel industry must develop a proper leave strategy to solve issues of employees.
[bookmark: _Toc18533838]Alternative solution to that problem
Organisational problem reduces the productivity of the organisation as the engagement of the employees reduces. he problem that has been identified in the workplace of Travelodge in the UK is related to leave policy of the employees. The employees are not getting any paid leave for holidays and sick leave. The issues or conflict arising at the workplace influences employee’s motivation to work efficiently. This eventually decreases the productivity of the organisation. As influenced by the opinion of Yas et al. (2017), Travelodge has decided to reduce the problem of absenteeism by providing incentives such as attendance benefit. Moreover, the entity needs to deal with different kinds of employees in the workplace hence; they will require alternative solutions to deal with the issue of leave policy conflict in the workplace. Hence, the solution has been identified as follows:
· The stress level of the employee’s increases if they are not able to receive their incentives and the pay scale is influenced. Hence, the organisation needs to provide proper working hours and incentives if the employees are made to work extra hours. 
· Travelodge is not providing their employees with the benefit of paid leave on holidays, hence the entity must adjust the PayScale with extra amount of incentives to increase the level of motivation of the employees. 
· Leave policy of the entity is increasing the employee turnover rate of Travelodge as the employees are not flexible with the leave policy they are frequently shifting from one entity to another. This must be controlled as soon as possible by providing incentives for extra working hours. 
The problem of leave policy is huge for an employee’s it creates mental stress due to which the concentration level reduces. As opined by Bonaccio et al. (2019), employee engagement reduces in the organisation due to unsatisfactory leave policy. It is mandatory for an organisation to keep its employees satisfied as satisfaction and engagement of employees plays a vital role in organisational success. The employee turnover rate of hotel industry is 73.8% whereas the turnover rate of Travelodge was 3.1% in 2017 which has increased to 8% in 2018 (Travelodge, 2018). This is a negative aspect of the industry due to which the employees are not satisfied with the environment of the hotel industry hence they migrate. 
Hence, it can be illustrated that the organisation needs to consider the demands and flexibility of the employees in order to achieve desired goals of the firm. In order to comply with the demand and requirement of the employees, the entity needs to focus on its workplace culture and the satisfaction of the employees towards their respective works.  
[bookmark: _Toc18533839]Decision-making technique for evaluation of solutions and identification of the most appropriate option
In order to deal with the issue of unpaid leave policy and sick leave, Travelodge adopted cost-benefit analysis techniques in decision-making for the successful evaluation of the solution identified. As opined by Yas et al. (2017), the techniques required in the workplace include analysis of the conflicts as the profitability and productivity of the entity is influenced. 
Cost-benefit analysis
Travelodge can use this technique to evaluate subsequent problem and conflicts arising in the workplace due to which the employees are not able to deliver quality of work. Hence, to take appropriate decisions the entity needs to focus on the source of the problem. Hence it can be determined that the advantage of cost benefit analysis enables the firm to evaluate the required solution required in respect of the problems identified in the workplace. Accordingly, Travelodge has implemented this strategy to determine the influence created on its finance due to the conflict prevailing in the workplace.   
Evaluation of solution   
The solution identified by the firm enables the entity to operate effectively so that the demand of the employees is exercised efficiently. The entity needs to revise its leave policy as they are working with an unpaid leave policy which is influencing the working capability of the employees. In respect of problem of leave policy identified the productivity of Travelodge is decreasing as they are working enthusiastically.  The decision taken by the management must be effective as the business performance and human resource development depends on the decision taken. The decision taken can be evaluated as follows:
· Constructive environment must be created to keep the employees motivated and work efficiently irrespective of the situation faced.
· The root cause of the problem must be identified and evaluated.
· Alternative solution such as one paid leave for the employees in case of emergency or sick leave. 
· The changes required in the policy must be exercised accordingly. 
[bookmark: _Hlk18500161][bookmark: _Hlk18500206]If the organisation is able to implement and evaluate the technique of decision making successfully in the organisation, the productivity of the employees will increase and hence the changes will be reflected in the culture of the company.  [Refer to appendix 3]


The solution identified must be monitored so that the organisation can be able to maintain its resources as the effect of the conflict is on the resource that is used in increasing the productivity of the concern. Decision making skills must be innovative as it is used to focus on the techniques used by the entity to increase its productivity. Accordingly, the implementation of the solution is followed by developing a plan and informing the stakeholders regarding the changes to be implemented. Monitoring the implementation plan will enable the entity to achieve the result and use innovative process and procedure for the organisation to resolve the problem (Pan et al. 2018). Hence, Travelodge needs to access the implementation plan for the fruitful activity operated in the organisation. The solution identified is that the entity needs to revise its leave policy and adjust the unpaid leave by providing extra incentive to its employees as it will work to motivate them. Hence, they will deliver quality in their work as they will be satisfied with the work environment and policy.   


Travelodge has a net worth of £27 million and total assets of worth £888.4 million (Travelodge, 2018). They have two investors and 3 owners who hold the organisation and manage its operations (Travelodge, 2018). As the strength of the stakeholders are maximum hence, the entity is growing every consequent year. In 2018, the organisation has expanded with 20 more branches and they are in search of more regions to expand their business (Travelodge, 2018). The aim of the stakeholders is to make their business valuable by creating a standardised brand value. At present the organisation is operating with 575 hotels globally (Travelodge, 2018). 
[bookmark: _Toc18533840]Assessment of suitable monitoring technique and review of this technique to ensure a successful implementation of solution
The solution identified must be implemented successfully to achieve the desired objective. The function of the management is to monitor the operations performed in the entity. The organisation needs to incorporate the changes that are being adopted by the entity for the benefit of the organisation and the employees both. As opined by Shamim et al. (2017), absenteeism occurs as the employees are dissatisfied with the work environment and leave policy of the entity. Hence, the monitoring technique adopted by Travelodge is monitoring absenteeism and staff turnover technique. Accordingly, the management will be able to manage all the human resources and the reason behind their absence from the concern whether it is legitimate or non-legitimate (Grobelna, 2016). As influenced by the opinion of Shamim et al. (2017), the effectiveness of the workplace reduces due to the increase in the number of absenteeism from the entity. The monitoring process enables the organisation to focus on the productivity of labour, turnover of labour and absenteeism. The objective of the monitoring process is to analyse the changes that are implemented in regard to the problem identified in the entity (Grobelna, 2016). Moreover, in accordance with the technique incorporated the concern will be able to monitor the activities of the employees in the workplace.      
[image: ]
Figure 2: Evaluation of absenteeism 
(Source: Travelodge, 2018)
Form the above mentioned data it is clear that the number of absenteeism cases is increasing subsequently as the employees are not comfortable with the organisational leave policy. Hence Travelodge decided to implement the monitoring technique of absenteeism and staff turnover to analyse the reason behind the maximum absenteeism cases. It has been observed that due to absenteeism the profitability of the organisation has been influenced. The cost of operation in the organisation has increased due to the increase in the cost of the employees and operating expenses (Travelodge, 2018). The entity needs to maintain its cost appropriately so that the revenue generated is not influenced. Moreover, Travelodge needs to maintain its policy as the number of absenteeism is increasing which has been highlighted from the study done above. It illustrates that before the implementation of the monitoring technique the case of absenteeism was maximum which was reduced after the implementation process. The organisation needs to conduct monitoring process on a regular basis so that the productivity of the organisation is not reduced. This will help the organisation to improve its performance in the long run  [Refer to appendix 3and 4]
[bookmark: _Toc18533841]Conclusion
From the report it can be concluded that Travelodge is one of the branded hotels in the UK that is growing every subsequent year. The report highlights the issue faced by the employees in the workplace. This tends the organisation to illustrate and analyse solution that will help to resolve the problem of the employees. Decision-making technique has been implemented by the entity so that the management can elaborate the cost benefit technique in maintaining the details and the impact created by the conflict in the workplace. The impact created is respect of the reduction in organisational revenue, employee engagement and productivity. Moreover, the entity needs to focus on the issue faced by the employees whether they are satisfied with the work environment or not. Moreover, monitoring technique of absenteeism and staff turnover is used to determine the impact faced by the entity due to the increase in number of absenteeism in the workplace. Assessment of decision technique and monitoring technique has been established so that the plan can be communicated to the stakeholders. It is mandatory to include the stakeholders in the plan implementation as they are the financial supporter in the organisation. Hence, any type of organisation changes is communicated to the stakeholders.       
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[bookmark: _Toc18533845]Appendix 2 Employee engagement
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(Source: Travelodge, 2018)
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(Source: Travelodge, 2019)
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