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Importance of problem-solving skills 
Problem solving skills are defined as skills that aid the process of finding the root cause of a problem and finding a suitable solution (Indeed, 2020). Through these skills you are then able to plan, implement and monitor the solution to ensure it is effective. Examples of problem-solving skills include, creativity, decision making, research and analysis (Indeed, 2020). The significance of problem-solving skills is that they help solve complex business challenges and map out rationally the process to solve them and they offer accurate and detailed diagnosis of workplace problems. 

Background of the organisation 
The organization that I will use for this report is my former employer, Mercer, a subsidiary company to the Marsh and McLennan group of companies. I worked in the Wealth Analytical Services (WAS) department, of the asset management firm. The WAS department employees comprised of 15 actuarial analysts, 15 data leads, 10 senior analysts, 2 principals and 10 people managers. The scope of the work projects ranged from valuations for defined benefit and defined contribution plans. The workflows from analysts, senior analysts, data leads and then deliverables are sent to consultants and delivered to the client. We receive financial statements from auditing or accounting firms and receive data from third party data agencies. 

[bookmark: _Toc91610388]The Workplace Problem 
I’ve conducted an interview with an unsatisfied employee as a managing consultant, (see the appendix 1). From this I gathered possible causes of the issue with employee satisfaction at the firm. The employee expressed frustration with constant computer crashes, an outdated data process, burnout due to excessive overtime, ineffective communication through the chain of command, reluctancy to learn new efficient technologies, reduced quality in client deliverables and employees considering quitting. 
The actual effects of the problem are poor performance, low quality and delayed deliverables, low morale, and staff considering leaving. However, the potential impact will be high turnover rates, low productivity, client complaints and eventually the loss of clients. 
When diagnosing this problem, I conducted further research on the internal and external factors that could have contributed to the problems arising in the company. The objective was to identify the root cause, find a solution and evaluate alternative solutions, and implement a plan.
[bookmark: _Toc91610389]ANALYSING INFORMATION 
Gathering information
Internal Factors: 5 Subsystems of an Organisation
According to Ziegenfuss (2001), there are 5 organisational subsystems, culture, managerial, technical, psychosocial and structural. In the managerial subsystem, I identified issues with communication in the chain of command to managers about potential data process improvements. There is a lack of an educator in that subsystem who ensures that not only people, but systems are also being developed. An example is, suggestions for improvements to processes not reach upper management, to be considered. The lack of updated technology ties into the technical subsystem and psychosocial subsystem. For example, as employees waste time struggling to complete work with computer crashes and using outdated methods of data processing, they in turn experience burn out and low morale affecting their behaviour and motivation. As a result, client deliverables are delayed and of poor-quality.  The lack of keeping up with industry trends in process, products and employee training, the structural subsystem in Mercer shows that standardisation has led to a lack of creativity. As a result, the organizational structure has no diversity in roles or chances for upward mobility, nor are there new learning opportunities. My findings in the investigation of the internal perspective of the organization using the five subsystems mentioned by Ziegenfuss (2001); illustrates how the subsystems are interconnected much like the individual problems that make up the complex problem. 

External Factors: PESTLE Analysis
To investigate the external forces that affect the organization, I used the PESTLE analysis tool to see the supra system of potential causes of the problems (see PESTLE Analysis below). PESTLE is an acronym for Political, Economic, Social, Technology, Laws and Environment. 
In the Political environment, BREXIT was finalized and led to restructuring and changes in relationships with clients based in the EU. This brought about updated processes for those clients, however it is not a department wide change in the case of Mercer. According to Hamre and Wright (2021), large teams were split up and relocated to the EU, especially those who worked with EU clients or businesses. 
Economically, the highest inflation rate in the last 10 years was recorded in 2021 5.1%, it resulted in increased household bills, transport and some food products, according to the BBC (2021). This has resulted in lower disposable incomes as most people’s pay did not increase. This can add an extra strain on employees on top of an unbalanced work like balance, when money is not enough to cover basic needs. 
Technologically, many competitors in the financial services have increased budgets to improve technologies and upskill employees. According to Moritz and Stubbings (2020), PWC added a US$ 3 billion, 4-year upskilling plan to teach their employees how to code and other technological advancements for communities, employees and clients. This may not affect Mercer now, however this is an industry trend, Mercer may want to keep employee’s development at the forefront and investigate improving client products by investing in new technologies and training. According to a Lorman article’s training and retention statistics, 70% of workers were willing to change jobs to companies that were, “investing in employee development and learning” (Lehman Team, 2021). 

Lastly, in legislation, an IPE Staff (2021) article announced that the U.K. is changing the regulator for the Institute and Faculty of Actuaries (IFoA) to the Audit, Reporting and Governance Authority (ARGA). Legislation changes, and this affects our best practices and deliverables. Whenever there are updates in inflation, interest rates or new standards, it throws off work life balance, as the changes are effective immediately. This leads to extra overtime for analysts to make the updates and send clients updated files and benefit calculations. 
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Analysing the situation
After collecting data on the internal and external factors that could be potential causes of the problem. I completed an Ishikawa/ Fishbone Diagram to narrow down to 6 major potential causes, these were being underpaid, work/life balance, burn out, bad management, organizational structure and no room for development. Of these six I narrowed down to four categories, work/life balance, burn out, organisational structure and no room for development. Two components came up repeatedly as root causes, technological/training deficit and work overload. These two causes I found when I was gathering information on the technical, structure and managerial subsystems and in the technological section of the PESTLE analysis. Overall, employee’s value being invested in by employers, whether it is upskilling or improvement in processes or technologies.
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From my findings that the root cause is a technology/training deficit and work overload. I came up with 3 potential solutions. First, is to invest in new technology and training to upskill, namely training in R Studio. This would speed up the data process, which Is the most time-consuming portion of our projects, and it causes a most of the computer crashes. Second, would be to hire entry level staff to spread the workload, as work spends 60% of the time with the analysts. The third potential solution is, to hire interns during the peak season to take care of more routine tasks. 
[bookmark: _Toc91610391]Evaluation of Alternative solutions 

PMI, which stands for Plus, Minus, interesting is a model used to weigh pros and cons (De Bono, 1982). It assigns points to each pro or con point and leaves room to add interesting points to be considered but not weighted. Below I completed PMI tables fort all 3 solutions to identify the best solution to continue with. 
For solution one, investment in new technology and training to upskill would increase efficiency, reduce frustration amongst employees, employees would develop new skills and eventually better deliverables and increased profitability. Some minuses are the beginner level proficiency most of the analysts will have, the timing it takes to learn and apply a new skill and the expense of training and improving technologies and software. Overall, there are 31 points on the pluses and 15 on the minuses, as seen in the PMI table below.   [image: ]


For solution two, hiring new entry level staff to spread the workload, which would have less pressure on staff and restore work life balance as plusses. Some minuses are inexperience in deliverables affecting quality, temporary added stress to train the staff, and training time and cost for a complex role. Overall, there are 11 points on the pluses and 18 on the minuses, as seen in the PMI table below.   
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For solution three, hiring interns to take care of routine tasks during peak seasons, which would add a younger perspective with exposure to new technologies, and experienced staff can take care of tougher projects. Some minuses are training temporary staff, lack of expertise in processes, handing back work midway at the end of internships and may go work for other companies. Overall, there are 10 points on the pluses and 19 on the minuses, as seen in the PMI table below.   
[bookmark: _Toc91610392][image: ]Overall, based on the PMI tables, solution one to invest in new technology and training to upskill employees is the best solution. This solution is the best because it is cost effective and it would make the company more profitable, as the software is free, and it would only cost the company to train the staff. Also, it would yield time savings and improve efficiency, and upskill the employees to be better prospects for promotions if they were to change employers. Ultimately, this would reduce the amount of overtime being spent on the data process.  
IMPLEMENTING THE SOLUTION
I have decided to use a Gannt chart to illustrate my timeline and tasks to train the staff. Initially I will start with some research on the best R training programs. After this, I would create a presentation to open the new trainings to staff and share the benefits and address all questions. This stage is crucial because in organisational changes, the ADKAR Gap model, which stands for awareness, desire, knowledge, ability and reinforcement (Caredda,2020), is used to assess gaps and explains these clearly to all parties involved in changes. In the meeting with staff, we will identify the staff whose gaps create, confusion, resistance, fear/ anxiety, frustration and/or backsliding. These will be addressed in R Studio team data leads meetings, which will be held on Wednesday’s and Fridays to address concerns.   There will be check ins with data leads past the 4-month implementation plan, as analysts convert all their plans. The Gantt chart highlights the 4-month plan for training and then application of training will take about 12 months when all plans’ data phases will be completed. The data collected at the 2 weekly check ins will be used by the principals to chart time savings and profits, to monitor progress. 
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Communication plan with stakeholders

I identified Mercer’s internal stakeholders’ employees (analysts, data leads, consultants, principals) and external stakeholders are regulatory authority, clients, audit firms, accounting firms and data agencies. The most influential external stakeholder would be the data agencies as they will be most affected in their role and communications to us, hence why they will influence us most in the matrix. Similarly, the regulatory body will determine how we use data in the R Studio without breaching data safety, making them influential. The least influential and interested is the audit and accounting firms who provide us with financial statements, as they do not meet our data phase, they are only involved with the reporting phase. The high interest and influence are our employees, namely, the analysts, data leads and principals as they will determine how this conversion plays out and how effective it will be. However, our consultants and clients fall into the high interest but small influence, as clients and consultants will receive deliverables in the same format and will only see in reports that data was processed with R studio data software. (See stake holder matrix of interest and influence below).

INFLUENCE of Stakeholders
INTEREST of Stakeholders












Below is the stakeholder communication plan which will be imperative to keep up with the communications to ensure that we abide by identifying gaps in the ADKAR model. We will reach out to all employees at least once a week, on a continuous basis for the first 12 months. Clients and consultants, we will speak to them at least once per quarter to brief them on the change in methods. Data agencies are our main external stakeholder, they will be key in our successful implementation of our plan, we will have a monthly call and zoom meeting. Regulators are the most distant stakeholder, and we will communicate with them on an as needed basis, when questions about grey areas arise. 
	Stakeholder
	Role/Title
	Frequency
	Format/Channel
	Notes

	Analysts                  ( Entry/Senior)
	
	Twice Weekly
	Emails, meetings
	Check ins with R Studio data leads

	Clients
	
	Once per quarter
	Email and then quarterly call
	Must introduce new methods.

	Principals
	
	Weekly/ Monthly
	Calls
	Briefs from leads

	Data Leads
	
	Weekly / Monthly
	Meetings, Emails, Calls
	Brief on ADKAR
Gap Model

	Accounting/Audit Firms
	
	Annually 
	Email 
	Just to inform not involved

	Data Agencies
	
	Monthly 4 months prior to data 
	Email, Calls and Zoom
	Constant reminder so data answers come back quickly

	Consultants 
	
	Mid quarter and End of quarter
	Call and Zoom 
	To prep for deliverables and to confirm deliverables 

	Regulator
	
	As needed
	Call with Principal
	To clarify grey areas.
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Appendices
Appendix 1: Role Play Script

Role Play

Management Consultant: __Natasha Nothando Tshili_____________
Unsatisfied Employee: ____Rasel Khan____________

Introduction: 

MC: Good afternoon, Rasel thank you for attending this meeting.

How are you doing today? 

UE: No problem. I am doing okay.

MC: How are finding your work for the Goodman account?


UE: It is off to a rough start especially with the constant computer crashes. But we will get through it eventually. The client has sent back last week’s deliverables.


MC: Sorry to hear this, is there an efficient way you can suggest to solve the data problem?
I would be open to hearing some suggestions and I can see what may be possible.

UE: There are different advancements in fast and accurate data processing other than excel. However, with the  majority of colleagues only being trained in excel it would take quite a while to train them and then to shift past years work into a new system.

MC: Did you reach out to your people manager with some of these suggestions?

UE: I have but they always say they will bring it up in their meetings with upper management and I never hear back from them. It is at the point where my teams do not bother to make suggestions anymore. 

MC: We  noticed a lot of people are heading to work for some of the surrounding firms and I was brought in to get a feel of where things may be going wrong. 

UE: It makes sense because since the restructuring during Brexit of the firm, we were left with such a high workload of UK clients and many people resigned after the pandemic. We find ourselves working 60-hour weeks for months on end, to keep client work moving.  

MC: Thank you so much for your contribution to the company, I understand your grievances. I have written down some ideas. I will reach out to the teams to conduct a survey and investigate the issues you have brought up. Then I will address upper management to put solutions in place. I will get back to you within the week.

UE: I appreciate you taking the time to work on this, because most of the teams from what I hear are being approached by competitors via Linkedin and sooner or later most of the staff will be forced to shift positions.
MC: This is good to know Rasel, we will get to the bottom of this as it is not sustainable to continue with such high workloads. Thank you again for your time.


Stakeholder Matrix


Clients
Consultants


Analysts , Data Leads , Principals


Accounting Firms
Audit Firms


Data Agencies
Regulatory Authority
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PESTLE ANALYSIS

Political

The referendum brought
about restructuring.
Teams were split and
large parts of firms
were relocated to the
EU. Many employees
who are motivated by
the prominence of their
firm may shift to bigger
notable firms.(Hamre
and Wright, 2021) As
mentioned in the Robert
half report, finance
services employees in
the UK are driven by
pride in their

organization. (Robert
Half, 2020)
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Economic

é Inflation rate is
5.1%, the highest in
the last 10 years.
This has resulted in
increased cost of
living due to some
price increases of
household bills,
transport and some
food products.
Leading to lower
disposable income.
(BBC, 2021)

\

Social

-
With the
pandemic many
employees had a
chance to work
from home and
this made family
or personal life a
bigger priority.

\

The emphasis on
mental health and
wellness advocacy

in the workplace

in recent years.

Technological

-

The advancement in
technology and Al
faster ways to
process data are
expensive and
require employee
upskilling which in
examples of
competitors like
PWC adding a
US$3billion 4-year
upskilling budget to
teach employees
how to code etc.
(Moritz and
Stubbings,2020).
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Legislative

/" In the actuarial field, N
there are constant
regulation changes by
the government. There is
a regulator of The
Institute of Faculty of
Actuaries (iFoA) , which
is The Audit, Reporting
and Governance
Authority (ARGA). The
vague nature of some
regulations and lack of
a framework, add more
work for firms to inform
employees. This causes
delay and sometimes
calls for additional
trainings. (IPE Staff, e

\ 2021)
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