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Introduction 

Many companies now a days faces many issues in their daily operations and looking at those problems closely and interfere with an action plan to solve those problem can give an all-new direction to the company. 

In this report, I will present a problem of a company that I have worked for, analyse the presented problem, and develop an action plan as a solution of the problem at the end of this report. 

To be able to best analyse the issues that this company is facing, we need to first understand the problem. Once we understand the problem, we will be able to apply available tools and techniques that able us to find the best solution possible and propose a sustainable action plan as solution of the problem moving forward. 






Description of the Problem

I have worked in a company as head of the department (Front Office), where the company was run mainly by the financial director as shown on the below company diagram. In my opinion everything was faced as cost, rather than the efficiency or improvement. 
This is a hospitality company that has as aim increasing revenue and be on the top 3 of the people’s choice in the area.  
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The General Manager and department managers are responsible for when things go wrong however, have no power of decision nor enough team member to run the daily shifts. The General Manager that the head of departments should report to, doesn’t have an answer because he also cannot take decision. This makes it very difficult to solve any problem because when any head of department speaks to the Director directly, he asks him/her to speak to the General Manager. When the General Manager speaks to the Director about the problem, the solution presented by the Director, is not often the best solution for the problem. The General Manager also, never question the Director about the solution or letting him know that the solution presented does not solve the problem. 

There is no in-house HR department, the HR department used is a 3rd party company that when required, the General Manager needs to contact and present the problem which they will analyse and propose a solution. Employees have no guarantee or confidence that there’s a clear and fair handlining of any problem, due to inability to contact HR directly. The responsibilities that fall into HR such as organise and monitoring training, appraisal or disciplinary investigation are conducted by the Head of the department or General manager. 

There’s also no Operational Standard Procedure in place, regulating how things should works or handled.






Identifying the Problem 


For a better identification of the problems, as mentioned before, I will recur to proven tools and techniques. To identify the problems in this case, I will use Cause and Effect diagram, also known as a Fishbone or Ishikawa diagram. (Luca L. 2016). This model is known as Affinity diagram. 
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Brainstorming
At this point we will not analyse all identified problem; however, we will focus on the 2 main problems identified and take them into consideration and brainstorm it.

· No decision power at middle and lower management level 
· No room for growth, 
· Unhappy staff, 
· All decisions taken by the board, 
· Not committed, 
· Unplanned Operations, 
· Wrong team total hours worked, 
· Slow complain response, 
· Unhappy customer, 
· Low budget for departments, 
· No safety measures in place, 
· Untrained, 
· Unheard & Unhappy, 
· No career planning, 
· Unpowered GM as point of contact, 
· Equipment’s high standard and breaks unregulated, 
· No labour relation to represent employee






Analysing the Problems

A por management style cause serial issues not only to the company performance, but also to its employees which will eventually reflect on its customers. 

A company board are responsible to create strategies, delegate, train and empower their middle and lower management to execute those plans and strategies. According to (Fayol 2002), managing means looking ahead and if foresight is not the whole of managing, is at least an essential part of it.

Out of the problems identified above, Poor Management Style is represented as per the diagram below.



Analyse 1. Diagram of Poor management style
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Analyse 2. Diagram of inexistence of an HR Department
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Identifying Stakeholders
To best identify our stakeholders, we will take in consideration the 2 analyses that we are working with and identify them accordingly, so we can clarify and understand the view point of each part and how they can better their relationship.
According to (Olander S & Landin A, 2005) understanding each other’s viewpoints helps to build relationships, thus avoiding preconceived ideas and assumptions.


Stakeholders:
· Guest service assistants (Receptionists)
· Waiters
· Cleaners
· Head of departments
· GM
· Board of directors
· Supervisors
After identifying the stakeholders, I will now classify them according to their interest and influence. 
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Solution proposal
Now that our problems are analysed and stakeholder identified, we will propose the solution and for the analysed problems. 
Analyse 1. Poor management solution.
· There needs to be implemented a chain of command and the board needs to empower GM, Head of departments and supervisors to take decisions. The head of each department should be empowered to deal with complain and issue reasonable compensation when necessary. 
· Board needs to create a plan that routes the company path and the responsibilities of each internal stakeholder.
· A clock in and clock out system to be implemented that will ensure that every team member is paid for the right number of hours worked.
· Board to create an incentive to motivate the team

Analyse 2. Solution for Inexistence of an HR Department	
· An in-house HR department to be created or team to be given direct access to outsource HR. 
· A cooperation with an entity that can represent the team and give necessary support when required.
· Safety measures to be put in place for the employees
· Equipment inspection and hights legal standard to be revised.
· Training, career review and planning to be put in place for employees

Communicating the action plan
Team to be informed of the action plan through a meeting, and email sent by the board.
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Appendicies

Questionnaire of task 1 (Role Play)

Question 1. I have been working here for a while and it’s frustrating the fact of we do not have a line manager that is empowered to take decisions on the issues that we face on the daily operations. What is being or will be done about this situation?
· As you know, the past 2 years have been massively affected by covid and we had to change our strategy in terms of who decides what and when. This has an impact and the reason why you are here mentioning it is because is also affecting your interaction with the guest, The Government has adopted the idea that we have to live with covid now and the business is starting to come back to normal. We are aware that this is not the best strategy but as the business is coming, we will empower again the line managers to take decisions that the board won’t need to be involved in the lower or middle management operational decisions. 


Question 2. The company doesn’t have the culture of reviewing the performance of the employees. I would really appreciate knowing that I am a valuable part of the company and that my performance and development are being tracked and taken into account. What is being done to change this culture?
· At the moment we are outsourcing the department in charge of review and monitoring employees performance, which is HR department but as I mentioned earlier, this was part of strategy that the company had to adopt to survive, we are passing the difficult times, the idea moving forward is to have an in house HR that will be responsible to bring this culture back where everyone will feel heard and valued, or still have an outsource HR but everyone will have direct access to it, can contact and discuss the issues they have directly. 
·  


Question 3. I can say with confidence that none of my colleagues including myself, are happy about how we are being managed. What are you going to do about it?
· I think the main cause of it is because at the moment as I have mentioned earlier is because we are on survival mode, but before we implement this permanent solution we will hold a staff meeting where we will listen to everyone’s concern and present our action plan for the future because we need everyone on board and we want to give everyone the tools they, the training  they need and give them the best support. 
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