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PROBLEM SOLVING AND DECISION MAKING

[bookmark: _Toc49856264]INTRODUCTION
Nowadays, a healthy workplace environment is the most crucial element when it comes to supporting a positive outcome in a stressful atmosphere. The workplace environment involves all the elements which influence the employee’s performance, for example, the immediate surroundings, behavioural procedures, policies, habits, culture and more (Koima, 2015). The author argues that an effective workplace atmosphere characterises satisfied and motivated employee; moreover, employees performance influences the organisation competitiveness.
The focus of this study is to define, analyse and propose a range of solution for a harmful problem present in the workplace environment for years, more precisely sexual harassment and gender violence. The case study is based on the story of Andrea Smith from the Company XYZ London, sexually abused and verbally violated by her colleagues Christopher Jones. The researcher is required to keep all the personal information private, hence, the names, including the company name, is changed.
[bookmark: _Toc49856265]DEFINING THE PROBLEM 
Company XYZ is a chain of luxury hotels in the United Kingdom with a 35 years history within the hospitality industry. Located in Mayfair, the London branch has been the first hotel open within the company. The five-stars hotel is renowned for its excellent service, state-of-the-art facility and food quality, moreover, the VIP guest list is worth considering. 
In 2019, Andrea Smith finished her studies and decided to join the team becoming one of the supervisors in the in room dining department for the Hotel XYZ London. The in room dining team is composed of one head of the department, four supervisors and ten waiters. During her studies, she achieves enough experience to be in this position, however, the hospitality industry is very challenging and stressful. In fact, the management team in any company with this profile need to be very motivated and knowledgeable to manage different complex problems (Heath, 2006).
Christopher Jones, part of the supervisors' team, worked in the company for 18 years. According to his colleagues, he had an undesired behaviour with the female employees, consistently asking questions about their sexual life, telling sexually offensive jokes and hugging without their permission. In Andrea case, the situation was more complicated because Christopher tried to touch her without her will. Furthermore, he threatened her - Andrea said: "If I were planning to say something about this, he would make sure I will lose my job. I believed him!". 
During a whole year time, this problem continued, Andrea had severe psychological stress and anxiety because Christopher threaten and harassed her regularly. Finally, one member of the team realising what is happening decided to inform the head of the department. Following the procedure, the issue was taken in the Human Resource Department to be investigated. Despite everything she suffers, she had to explain again everything she went through, to make sure the team had all the data necessary. 
[bookmark: _Toc49856266]ANALYSING THE INFORMATION 
According to Zhu et al. (2019), workplace sexual harassment (WSH) involves any form of undesirable sexual behaviour, as a verbal, non-verbal and physical activity, which is understood by the receiver as hostile or threatening. The researchers show how WSH has an advanced impact on employee’s attitudes, productivity and job performance, and in particular on their mental health (Zhu et al., 2019).
McDonald (2012) argues that workplace sexual harassment is in continuous expansion despite the legal jurisdiction. In Europe, researchers show that thousands of women experience sexual harassment in their workplace, but rarely they are facing the problem in public or court (McDonald, 2012). Through years, more researchers claimed that sexual harassment in the hospitality industry is a more complex subject than in any other industry (Ineson et al., 2013). For example, they found that 40 per cent of the managers in the UK do not take sexual harassment as a critical issue, moreover, most of the victims do not report their cases (Ineson et al., 2013).
According to ACAS (2018), in the last five-year people are more aware of the physical and psychological damaged caused by sexual harassment in the workplace (approximate 90 per cent), and 71 per cent said that if they experience any harassment or violence, they will report. However, then how Andrea issue arise? 
To answer this question human resource team and the line manager analyse all the information they have, and they tried to come with the best solution, which was going to help not just Andrea, but the company, as well. They used two main techniques to find the root cause - the 5 Whys (Table 1) and the Fishbone diagram (Figure 2).
 	The 5 Whys technique was developed by Toyota Motor Corporation, explaining the method as a critical element in any problem-solving training. In the 1950s, Taiichi Ohno, the leading architect in the company, described the method as “the basis of Toyota’s scientific approach . . . by repeating why five times, the nature of the problem as well as its solution becomes clear” (Seiter, 2018).
Furthermore, the Fishbone flowchart helps to scan into the causes and effects of a problem thoroughly, including its possible the root causes. Hence, if we can identify the causes, we can permanently remove the problem or reduce it (Deming, 2008). The cause and effect technique support the Hotel XYZ to gain insights into the problem and find possible solutions (Figure 2).


	
Why Andrea issue occur? When the behaviour become abusive?
	As a new employee into the company, Andrea took sexual behaviour as a friendly one. Thus, Christopher actions became more frequent and offensive. 

	
Why did Andrea say nothing?
	Andrea realised what is happening, and she tried to spoke with her department manager, but Christopher started to threaten her.

	

Why did Christopher have this behaviour?
	He assumed that his position and the years worked in the company give him the "power" to have this behaviour. In reality, the researchers and the company concluded that he needs psychological consultancy.

	
Why did not the company have an individual policy against SH?
	The Hotel XYZ had had different policies, including the sexual harassment policy. However, the policy was not individual, and it was not communicated properly for all the staff members (lack of training).

	
Why is it important to correct this issue?
	This number is just one in a thousand that happens daily. Moreover, once this issue is managed, the company can reduce, even eliminate this conflict from their organization.



                                                                                                    Table 1, The 5 Whys – Andrea case study.
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Quality system.
Person
Lack of knowledge.
Lack in communication.
Psychological support (fear).



Lack of proper training.



Outcomes:
· Sexual harassment;
· Gender violence;
· Workplace environment;
· Lack in company policy.

One to one review.

Culture difference.
Company policy.

Peer trust and respect.
Human resources.

Stressful workplace environment. 
Environment
Corrective action. 

Rules / Policies





                                Figure 2, Fishbone for the presented problem (Root - cause analysis).


[bookmark: _Toc49856268]ALTERNATICE SOLUTIONS TO THE PROBLEM
At this point, after the HR team and the room dining manager identified the issues, they had to create alternative solutions for the problem.  According to Goldsmith (2014), this process is not just necessary but vital in the decision-making process because knowing how to collect the data and how to interpret it makes the framing of the issue easier. Moreover, the right alternative solutions take into account both short and long-term matters (CPTP, 2014).
To generate creative alternative solutions, they used the problem-framing technique - brainstorming. Goldsmith (2014) argues that the brainstorming method is described as a team session or team openly debate where every member will contribute with their thoughts in various situations or problems, writing down all the answers and find the most suitable alternative for them. In fact, the author mentions that it is vital to capture every statement, to stimulate participation and to ask for explanations in case any answer is not complete. Following this system, the company can categorise, reduce and analyse the best solution (Goldsmith, 2014).


	Speaker A
	
The company should change any policy regarding sexuality, gender, culture, religion and any personal beliefs. The policy should be clear and communicated within the company.

	Speaker B
	
Moreover, the company should have, at least twice per month, a psychologist who will be able to discuss with our staff if they require. In Andrea case, in special, she should see the psychologist.


	Speaker C
	Regarding the policies and procedures which the hotel can apply, we should have different training sessions whit the staff concerning these subjects. If the company sends the message correctly, the employees will be more open and understanding.


	Speaker D
	The company should introduce a platform where the employees can write their complains or thoughts, but anonymous. They can write down all the information they have. In case the issue is weighty that the HR team will investigate.


	Speaker E
	Every head of the department should have a monthly one to one meeting with their team members. That will make the members trust the management team, plus, their colleges; for the managers will be an excellent method to review and discuss if their team have any weaknesses and how they can resolve them.


                                                      Table 3, Brainstorming – HR and department manager answers.

[bookmark: _Toc49856269]EVALUATING ALTERNATIVES AND SELECTING THE BEST ONE
At this stage, the company members responsible for this matter created several ideas from which they determined the most reliable approach to solving this problem.  Human resources and the development manager concluded that all the answers are an excellent way to prevent and correct this situation. However, according to CPTP (2014), in the decision-making process, selecting the best solution is one of the most important step since the company should carefully weigh the pros and cons of all the alternative solution to make the final choice.
In order to choose the final approach, human resources and the manager applied SWOT analysis. This method was utilised for weighting the strength, weaknesses, opportunities and threats for each solution (Figure 4). Thus, they were evaluating all the possibilities and the risk for all the answers, taking into consideration their company goals, before implementing the most “satisfactory” decision. The decision which meets the minimum requirements of acceptability and the standard is defined as the “satisfactory” decision (CPTP, 2014).
In Figure 4, it can be seen that the best solution for the company was to implement a new policy and prepare a new training program to deliver further information and procedures.

	STRENGHTS
· Create awareness of this issue.
· Reduce or eliminate this problem from the company.
· Develop a new level of integrity in the company.
· Create a new healthy culture and new habits.
	WEAKNESSES
· Indifference coming from the employees.
· Indifference coming from the managers, supervisors or any other company staff, including the human resources team.

	OPORTUNITIES
· The implementation of a new policy.
· Helping to create a healthy working environment.
· The staff will feel safe into the company.
· The employee’s performance will increase.
	THREATS
· The issue can occur again without be reported.
· Time-consuming on training which will do not produce any results.
· Waste of money on training.


                                                       Figure 4, SWOT analysis of the “satisfactory” decision.

[bookmark: _Toc49856270]IMPLEMENTING PLAN AND MONITORING
Finally, the Company XWZ can complete the last two steps - implementing an action plan and choose the right monitoring technique which will ensure the accomplishment of the new system (Table 5).  The implementation plan, according to CPTP (2014), must be proactive and reactive - Proactive to guarantee that the problem gets solved, and reactive to make sure the company can arrange the standards when necessary.
 The company aim is to assure that Andrea sexual harassment and gender discrimination case will not reoccur for any other employee. Therefore, the action plan is created to ensure that the new policy will be correctly implemented, and every team will be able to work together without any issues. Company XYZ is aware that they cannot eliminate all the challenges and conflicts, but they want to promote a proper working environment. Moreover, the hotel declined to include the stakeholders in any new procedures, allowing them to be part of the process. Goldsmith (2014) argues that the company has the responsibility to make sure every employee take ownership for their actions and if a mistake is made, each of them is responsible.

	STEPS – WHAT TO DO
	PERSON’S RESPONSABLE
	TIME FRAME
	RESOURCES NEEDED

	
TASK 1: New policy for WSH

	Human resources team
	One week – 5 working days (20 January 2020- 24 January 2020)
	· Research on laws and rules on WSH.
· Meetings with all the managers in order to review the old policy.
· Printing the new policy.
· Informing the company stakeholder of the new policy.


	
TASK2: Training program

	Human resources team
	One week – 5 working days (27 January 2020- 31 January 2020)
	· The new policy.
· Schedule.
· Agreements with the department managers of a time frame for the trainings.
· Monthly review for the stakeholders.


	
TASK 3: Weekly trainings

	Training manager
	Weekly - Every Monday and Wednesday 
	· PowerPoint presentation.
· Proper research on the new policy.
· Training program for all departments.
· Monthly review for the stakeholders.
· 


	
TASK 4: Monthly review between the head of the department and the employees (one to one)

	Head of the department (for each area in the company)
	Monthly – the last week of every month
	       - Feedback report for each employee.
       - Set of question for different subjects.
      - Monthly review for the stakeholders.




	
TASK 5: Activities schedule for the employee

	All the departments’ (all the employees)
	Weekly (every department will choose their time frame)
	· List of activities (team buildings)
· Feedback report.
· Monthly review for the stakeholders.



                                                                                                  Table 5, Strategy to implement the solution.


Throughout the execution process, leaders and stakeholders must track and monitor the implementation plan. In fact, they can identify in time any misconducts or delays which can harm the strategy performance of the program (Goldsmith, 2014). Company XYZ prepared a monitoring report which was divided into all the departments in order to be completed every month by the head of the department (Appendix 1). The employees will complete the report together with the head of the department. The purpose of the report is to identify how the employee’s feel about the new procedures.
[bookmark: _Toc49856271]CONCLUSION
The challenge for most of the companies today is to develop new approaches to prevent and correct any misconducts which will protect the organization and its employees.  Effective prevention and correction mechanisms can reduce the occurrence and damage of any harmful issue to the minimum.  Creative decision-making management can provide the kind of understanding and insights that will allow managers to grow into a substantial business problem solver (Goldsmith, 2014).
Concerning Andrea case, Christopher admitted everything Andrea said and following the procedures he was fired from the company. The hotel arranged for Andrea psychological consultation to make sure she will recover. From that time Hotel XYZ implement all the new procedures to eliminate this issue again.

TO BE NOTED: Even if Andrea case is not a real case, today millions of people suffer from these misconducts – sexual harassment, gender violence, discrimination and more. The purpose of this case study was to create more awareness and hopefully more company will try to find new procedures regarding this matter.
Appendix 2 and 3 are in class exercises.
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EMPLOYEE INFO

	

	
EMPLOYEE NAME

	
	
DEPARTAMENT
	

	
EMPLOYEE ID

	
	
REVIEWER NAME
	

	
POSITION HELD

	
	
DATE
	

	
CHARACTERISTICS


	
GRADES

	Unsatisfactory
	Satisfactory
	Excellent

	
Training program

	
	
	

	
Communication

	
	
	

	
Company policy
	
	
	

	
Group activities
	
	
	

	
Co-workers relationship

	
	
	

	
Company culture
	
	
	

	
Monthly meetings
	
	
	

	
Weekly trainings

	
	
	

	
COMMENTS 
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Portakabin - Worksheet
The importance of quality in creating competitive advantage
Task 1- Individual task
We are going to use the example set by Portakabin and concentrate on developing quality practices and gaining a competitive advantage for any company of your interest, ABC Corp. 
As we read the Portakabin Case Study, highlight key sections you feel are essential.
Keywords to look out for are whilst highlighting are:
1. quality 
(modern design, high-quality materials, layout and fitting the client's requirements)
2. competitive advantage
(offering lower prices, offering superior products at lower prices, delivering products more quickly, offering superior customer service)
3. quality systems.
(attracted key customers, accommodating and facilitating their offers for the key customers, high profile customer base, high levels of quality at premium prices, strong brand vision etc.)
Task 2 – Individual Work
We have now looked at how another company has reviewed how they provide 'quality'. 
Using the case study, write five ways in which you think ABC Corp. could provide or improve the 'quality' it provides to customers.
1. Improve customer experience
2. Seek customer feedback and build trust
3. Anticipate customers’ needs and empathise with them
4. Develop quality services to produces
5. Improve your company, team and technical skills
6.  Be positive and develop a strong brand name
Task 3 – Individual Work
We have looked at how to create 'Competitive Advantage', think about ABC Corp. and how we could gain this for them.
1. Better product, lower price - we can offer quality products or services at a lower price. Thus, as a company, we need to develop new strategies to produce goods for a lower cost even if the quality remains (COST LEADERSHIP) (Lewis, 2019).
2. Various goods or services for various attributes - as a company DIFFERENTIATION is one more strategy which we should follow. Thus, for keeping ourselves apart from our competitors, we need to find different product which can anticipate our customer's needs. (Lewis, 2019). 
3. We need to utilise a DEFENSIVE STRATEGY - it means that we need to maintain a strong relationship between cost leadership and differentiation (Lewis, 2019).
In my opinion, we need to build QUALITY-SERVICE - it means that we should maintain a strong bond between CUSTOMERS - QUALITY PRODUCTS - ORGANISATION - BRAND APPEAL.
For example, how can we use quality systems for improvement, as Portakabin did? 
Task 4 – Individual Work
Explain in brief what Portakabin was looking to achieve.
I believe that Portakabin Company wants to create a positive experience for customers, other than just following the norms of buying and selling. For them, the whole experience is essential, not just their brand name.

REFERENCE:
1. Lewis, J. (2019) Four Methods of competitive advantages [ONLINE]. Available at: https://smallbusiness.chron.com/four-methods-competitive-advantages-32344.html.
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