Problem Solving and Decision Making.
(BMSW4004_LON) Term3. Group4

Ismail Fasesan. (1906877)
Lecturer- Yajesh Kumar.
Topic- Workplace Complex Problem.




Table of Contents.
Identify Problem – page 2
Apply Problem Solving Tools and Techniques – page 2,3,4
Evaluate Alternative using PMI Technique– page 5
Implement Solutions– page 6
Monitor and Control– page 6
Communicate to Stakeholder – page 6
Recommendations – page 6
Conclusion – page 6
References. – page 7





Introduction. This report is about a complex problem associated with the company where I am working presently, the company is Axis Security. The complex problems are that of Untrained staffs and Unqualified staffs working in the company, the impact of the problems on the company other members of staffs, the clients, its finances and the future of the company. I am going to be using recognised problem-solving tools and techniques, such as SWOT, PESTLES, FISHBONE and others to breakdown the problems, evaluate and seek alternative solution and provide the way forward for the company.
Axis Security is a well-established company based in the heart of the city of London, the company has grown to become one of the UK leading Security companies, with Nine Regional Offices, it has a workforce of 2500, with turnover of over £100m. The company is still expanding and working towards covering the whole of UK. Their market share has improved tremendously over the last couple of years and they are presently in the top 15 of private security company in the UK.
Looking at the complex problems and its impact on the company, The company has the habits of sending untrained staffs to site as cover guards and in some cases unqualified staffs to work permanently on site and as a result of this , there are lots of mistakes been made by this guards which is affecting the smooth running of site.  Mistakes such as letting people in into restricted area of the building, not checking passes properly, not completing the patrol of the building, not willing to learn, not cooperating with other members of security staffs and coming late to site. There are instances when untrained staffs come to site and they are told to get on with the job because they taught they already know what to do, their reaction is usually that of fear and confusion, not knowing what to do. The problem got to the level that the client was threating not to renew the contract. So, the company set up a panel headed by the head of Human Resources to look for the causes and provide adequate solution.
Citation- According to Willis Tower Watson (Global Newswire, Oct,2018), 87% of firms see untrained staff as greatest cyber risk.
SWOT. Strengths, Weaknesses, Opportunities and Threats. The first two are internal and the last two are external.
What are the strengths of the company? One of his strengths is the workforce of over 2500, that make it possible to deploy staffs to site quickly when they are needed for cover, they have a very good sales manager who knows how to get new clients quickly and to retain the those they have presently, and they also have good technical staffs that specialised in installation of CCTV and sophisticated Security Alarm System.
What are the company Weaknesses? As stated above, staffs who are untrained, unqualified, coming to site very late, not knowing what to do, not willing to take instruction, as they see themselves as cover guards, not willing to learn and not cooperating with colleagues.
What are the Opportunities? With the staff strengths of over 2500, they can be used for special projects, they could be used at the exhibitions or stadium, for one off events, Wembley or Wimbledon. They also pitch for new clients at every given opportunity.
Threats. The company stand to lose clients with the way they are conducting their businesses, there are competitors who are willing to take over the contracts and unless they improve things quickly that is what will happen. The clients are unhappy when they are not getting value for their money. They may end up losing some prestigious sites like Barclays Bank, HSBC Bank, there is also the threats of losing valuable staffs to their competitors as the staff morale is becoming low.
PESTLE. Political, Economic, Social, Technological, Legal and Environmental. Pestle is mostly external, whereas swot is a combination of internal and external.
Political. The government TUPE Policy, which meant that you must absorb the existing staffs when a company take over a new contract affect the way the company is operating. Some of the staffs of the new company are not well trained, so when they are used as cover guards, they end up making a lot of mistakes which affect the company operational system. The company has no choice but to comply with the regulations otherwise they could be in trouble with government.
Economical-The need to keep in-touch with their competitors and other economic factors like limited budget for training and retraining meant that they tend to cut corners by sending untrained or unqualified staffs to site.
Social- As a way of retaining their government contract and as part of their social responsibility, they take some staffs from job canters who are not professionally trained to be used as cover guards. The company do not want to lose the tax incentives that come with absorbing the unemployed, so they take on these people without given them proper training. 
  The company is still very much having to rely on face to face teaching and where they have shortage of staff trainer, they are having to send guards untrained or half trained.
Citation: According to W. Huitt-Journal of Psychological type (1992), “Improving individuals and groups abilities to solve problems and make decisions is recognised as an important issue in education, industry and government.” So, one would expect Axis to make efforts to train and continue training their staffs.
Legal- The fear of been sued by employees if they are not absorb into the company or even the government for not complying with the rules and regulation of employment meant that they are having to side track proper training that is required by clients.
Environmental- In their site where they could make use of Alarm system as required by clients, they are still having to use untrained man guards because of noise pollution. While this might be good for the environment, it is not what their client required and because of this, they stand to lose the contract. 
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Fishbone- This diagram is like a fish with the problem on his head, which can be called the cause and the body, which is the effects of the problem. It is in form of skeleton, it can be use by manager managers to look for reasons why things are failing in the company.
Lack of money- The company is not allocating enough money for training staff members, because they do not want to pay for the induction. The cover guards need minimum of one hour for the basic training on site and they do not want to pay for that.
Lack of time- The guards on site do not have the time to put the cover guards through induction has they still have to perform their own duties.
Lateness to site- Some of the guards arrive on site late, so they could not be put through induction before the shift begin.
Lack of equipment- The equipment’s required to train the cover guards are not available at times. Things like the radio with network, patrol clocks, touches and so on
Porter’s five forces- The framework attempt to analyse level of competition within an industry with similar products or services. The attractiveness is the level of profitability and the unattractiveness is the way in which these five forces will combine to bring down the profits.
Threat of new entrants- Security market is full of competition, in fact, there are over 100 listed  top of the range private security, with revenue going into £ Billion, not to talk of mush room securities, the competition is fierce, with new arrival every week. They all must share the market, so Axis has got make sure that they not only maintain their position, but also to watch their back for those coming behind.
Threat of substitutes- The service that is provided by Axis can be substituted if the clients are not happy. Instead of using uniformed manned security guards, they could use sophisticated alarm system or even dog handlers where they will only use dogs to patrol the building. There are now a lot of alarm systems that could be monitored from a far distance.
Bargaining power of buyer- The clients is aware that there a lots of security companies, so no room for monopoly, the clients can dictate what they want, the supply is unlimited. So, the bargaining power of the clients will reduce want they can be charged by security companies.
Bargaining power of suppliers. - Axis could use the fact that they have a workforce of over 2500 to dictate to clients how they will run the contract. They are aware that some security companies do not have as much staffs as them that could be deploy to site at short notice, this is one of their strengths and they could use it to bargain for contracts.
Rivalry inside the industry- There is intense rivalries in security companies, however there are factors that we determine whether one is better than the others. The level of innovations, with the technologies springing up within the industry. The money spends on advertising, the competitive strategy and so on will determine the profitability and market shares.
Evaluating the consequences- it is the responsibility of Axis to provide adequate training to staff members and failing to do this could result in the followings-
1-Unhappy member of staff, they will feel undervalued and so we do not perform at the optimum required of them. There may be increase level of stress and decrease in staff morale.
2-Increase in workplace accidents, they could end injuring themselves by entering restricted area and doing things that they should not be doing.
3-Increase in staff turnover. The staff are likely to be looking for another job because they could not see the any future for them in the company.
4-Unsafe working environment. The company could be accused of making staffs work under unsafe condition and the consequence is that it could be sued by staff members as well as the clients 
5-Lost of clients/contracts. There many security companies waiting in the wing to take over the contracts, so the company stand to lose the clients.
Finding Alternative Solution using PMI. (Plus, Minus, Interesting). This is used to dissect the concepts and experience from more than one angle. It is a tool for decision making and thinking critically.
Plus for Axis- Workforce (2), -Good Sales Manager (1), - Able to retain clients for long(4). Total=7
Minus for Axis- Unqualified staffs (3), Untrained staffs (3), Low staff morale (1), High staff turnover (2), Total= 9
Interesting for Axis- Possibility of legal tussle with employees as well as the clients (4)
Overall total= -6.
If the company want to retain staffs, they must train them adequately for the job. They should also allocate enough time for temporary staffs coming to site, so that they could be given inductions before commencing work on site. The company should provide the needed equipment’s and materials that will be needed for cover guards to work on site. Each site has is own uniforms and equipment’s, cover guards coming from different site, might be using different uniforms, tie and equipment’s. There should be enforcement of time that is appropriate for the shifts.
Lateness should not be tolerated as it affects the guards who has finished his own shift and is waiting to go home.
Implement Solution. The above alternatives will have to be carried out in the shortest time possible by having it adopted in the rule book on site. All the members of security guards and the supervisors are to sign after reading the new rules and regulations on site.
Control and Monitor.
Citation: According to Atkinson & Shiffrin (1968), Schneider (1977), “The regulation, coordination and integration of lower-order processing and additional vital functions of the executives processing domain.”
 The security manager/contract manager should be appointed to come to site to monitor the performance of the security staffs, making sure that they are following the laid down rules and regulations. As a way of control, the contract manager should ensure that he come to site regularly, unannounced, to see to it that the new rules are been followed appropriately.
Communicating to Stakeholder. The clients should be made aware of the new rules and regulations, the security management should also have a copy of the new rules 
ions between 3 and 6months to see that it is working effectively and is bringing positive change. If need be, they can still make and regulation
Recommendation. There should be a review of the rules and regulation, further changes should be incorporated as necessary to keep the client happy.
Conclusion. Citation: According to Niccolò Machiavelli, “Nothing is more difficult than new order of change” Change always must happen in any organisation in other to keep abreast with technology, innovations, and to expand and improve the profitability of the company. The stakeholder/management will drive the change, but those who are benefiting from the old way we put up resistance, but it is  important that those who are going to carry out the change explain and try as much as possible to carry along everybody, otherwise it may be difficult to achieve. 
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