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[bookmark: _Toc59215658]Introduction
This report aims to explain a common problem in some companies, namely the inappropriate recruitment. I am going to analyse this complex problem from the beginning, starting from the reason why it is a problem to the advantages and disadvantages and how to resolve the problem. I am also going to explain how this problem affected me in my workplace and how I felt about it.
I am going to analyse every factor that this problem includes and find solutions using multiple decision-making analysis tool in order to find the best one to do the implementation plan for the picked solution.
[bookmark: _Toc59215659]Inappropriate recruitment
During the hiring process, companies sometimes can be unprofessional, for example taking shortcuts. This can happen for several reasons, because they need people to work or just because they do not know how to manage an interview and subsequently a trial shift. 
This can affect company revenues, reputation, performance and customer satisfaction.
People say that companies takes too much time in the hiring process, perhaps more than necessary.  Nevertheless, they do not know how important is to hire a good candidate. It is not an easy process; in fact, a bad decision in this field can affect more than we think and for a longer period of time.
[bookmark: _Toc59215660]Cost of inappropriate recruitment
Inappropriate recruitment starts a cycle in which companies face many problems and costs. Some of them are, in example:
1. Expenses in hiring: Companies spend money to select a candidate, to arrange interviews and taking interviews.
2. Salary: Companies need to pay monthly or weekly salary of the candidate they hired. Moreover, if the candidate does not perform the job properly, they need to pay an extra to other employees to get the job done.
3. Training costs: Companies need to spend money to train a new employee for the job, but if the candidate is unqualified, all the expenses on him are going to be a waste.
4. Bad work costs: From an unqualified candidate you cannot expect a good work, and this can cause money and reputation loss.
But those are not the only negative things which can occur. Indeed, one of the first things to be affected is staff morale. “If employees are asked to do an extra job to cover a bad work of the new candidate, it can cause tension and potentially conflict. A bad candidate who has a negative attitude towards work can have a knock-on effect on staff morale. If they are unable to fit seamlessly into existing teams and get on with their colleagues, it can ruin the atmosphere in the office. This potentially impacts on how much employees enjoy doing their jobs, and the likelihood they will stay with the organisation for the long term.” (Half, 2017)
[bookmark: _Toc59215661]My experience about inappropriate recruitment
I was working in a pizzeria where I was the head waiter, therefore I had to work in there from the opening. Although all the old staff left for multiple reasons, I decided to stay anyway. Since new staff was needed to cover the floor and the kitchen, managers did very simple interviews which included only few general questions and a trial shift. They used to hire new candidates immediately after the trial shift, despite I told the managers they were very bad during their trial.
Afterwards, when the new employees officially started to work, I was really stressed because I needed to follow them in order to make sure they were doing the job properly. After I noticed they were not able to perform their job, I decided to do some training to them even when the managers said there was no need to do that. This stressed me even more because I felt I was the only one to see the problem. Subsequently, during a busy shift I received a lot of complaints from the customers about the service. They particularly stressed the fact that it was slow and inefficient. Further, I have been told that the kitchen also had problems to communicate with the floor staff. I did not know how to handle all these complaints at the same time, so I decided to speak firmly to the managers about the problem because it was impossible to work at the best in those conditions. Again, they did not listen to me at all, so at the end I evaluated all the situation and decided just to perform my job in order to open their eyes. In fact, I was always covering the mistakes the other staff members were doing. When I stopped to do that, they realised I was right. Nonetheless, they complained about me too. At this point I noticed it was not a good technique, but I tried everything in my power to resolve the problem in better ways and they always seemed to fail. After that experience, things started to go better for few months and it was hired better staff on the floor, but then the problem came out again. In the end, I realized the reason why such problem was occurring for a second time was that they did not want to get qualified staff because the costs would be higher. 
[bookmark: _Toc59215662]Decision making
[bookmark: _Toc59215663]Type of decision making
There are three main different types of decision: Routine decision, adaptive decision and innovative decision
1. Routine decision: They are covered by established rules or procedures and they are made in order to respond to well-defined and common problems.
2. Adaptive decision: They are made in order to resolve a relatively uncommon problem. Involves modifying or improving past decisions.
3. Innovative decision: They are made when the problem is unusual or ambiguous and to resolve it you need to develop and implement a creative solution.
[bookmark: _Toc59215664]Factors affecting decision making
Several factors can affect decision making process such as experience and knowledge, for example we can start to compare the actual problem with one we already had, so as to look at what happened when we took a specific decision and consider if such solution could be applied to our current problem.
Money is another important factor. In fact, “for many individuals living in poverty, the decision made are not always wrong, but are adapted to the constraints of life with very few resources.” (Sheehy-Skeffington, 2017)
We need also to be aware about interpersonal conflicts during decision making process. Our ability to make any sort of decision about conflictual matters and the relationship dynamic decrease the more upset we become. For various reasons in the heat of the moment we often seem to think it is necessary to do or say something, rather than taking time to decide the best way. (Noble, 2012)
These are only some of the factors which can affect decision-making process, nonetheless they occur more frequently than others in several circumstances.
[bookmark: _Toc59215665]Ingredients of good decision making
In order to get the best results from decision making process, we need to follow some steps. At first, we need to follow a systematic process which help us to focus on what we need to do. Then we must involve the team, “by involving others in the decision-making process, you create an opportunity for colleagues to share ideas, learn from each other, and work toward a common goal. In turn, you foster collaboration and help break down organizational silos.” (Landry, 2020). 
We should also delegate tasks, especially when the time is fundamental and there is not enough or when we want to focus on high-level tasks. Delegating also gives to the others the chance to improve their skills, moreover it develops trust between workers. (Institute, 2017)
Subsequently, doing brainstorming sessions is very important in order to improve the decision-making skills, it is really effective in generating ideas to solve the problems. “Brainstorming is effective at generating ideas for two reasons: It generates a large quantity of ideas. It generates a large variety of ideas addressing different aspects of the problem.” (Rahim, 2019)
Not less important we need to be creative; creativity improves the quality of the decisions that people make. This means that when deciding, a person explores more possibilities and has a wider range of options available for them to choose from when making the final decision. (Icanbecreative.com, 2019)
At the end, we need to be objective, we must not be emotionally influenced particularly to a specific decision even if the idea may not be the best.
[bookmark: _Toc59215666]Fishbone analysis
Fishbone diagram, which is also a cause-effect diagram, helps us to split a problem, usually in 4 or more diagrams, in order to recognize the possible causes of the issue. I am going to use this diagram to analyse the problem of inappropriate recruitment and to understand all the possible causes.
Immediate needs
Economical factors

	Staff
Wages

Training costs
Inappropriate recruitment


Busy place
Managerial unexperience


	Company culture
Poor management


[bookmark: _Toc59215667]Explanation
First, I identified the problem: Inappropriate recruitment. Then I identified the major factors causing this problem: Economical factors, immediate needs, poor management and company culture. Subsequently, I took each factor and brainstormed more specific causes, adding them under the main factor. Such as wages and training costs under the economical factor. Now having all that information, I can go further to find the most likely cause and define a solution.
[bookmark: _Toc59215668]
SWOT analysis
SWOT is an acronym for Strengths, Weaknesses, Opportunities and Threats. SWOT analysis matrix is a method for assessing internal and external factors that can have an impact in a company, project or a person. Now I am going to do a SWOT analysis about inappropriate recruitment problem.
	STRENGTHS
	WEAKNESSES

	· Easiest way to find staff
· Lowest wages
· More young people working
	· Poor training
· Poor work knowledge
· Unexperienced staff

	OPPORTUNITIES
	THREATS

	· Higher net income
· More staff for less money
	· Poor reputation
· Poor customer service
· Experienced people leaving



[bookmark: _Toc59215669]PESTLE analysis
PESTLE is an acronym for Political, Economic, Sociological, Technological, Legal, Environmental. Is a strategic management tool used to identify, analyse, organize, and monitor key external factors that can have an impact on an organization now and in the future. (GroupMap, 2019)
	POLITICAL
	ECONOMIC
	SOCIOLOGICAL
	TECHNOLOGICAL
	LEGAL
	ENVIRONMENTAL

	Government work policies.

Tax policies.

Country stability.
	Economic growth

Inflation

Wages rates

Disposable income of businesses
	Population growth

Career attitudes

Organizational image

Age distribution
	New technologies

Target market communication

Potential return on investment
	Equal opportunities

Safety standards

Labour laws
	Promoting positive business ethic and sustainability

Geographical location



[bookmark: _Toc59215670]Solutions
1. As we can see, one of the main problems is not investing in hiring qualified staff. This can be resolved with the increase of the budget for wages, so companies can hire more skilled people.
2. Another problem we can notice is the lack of training. This can be resolved investing in high-level training to promote and teach new skills to the existent staff.





[bookmark: _Toc59215671]Evaluation of the solutions
Now we can consider the strengths and the weaknesses of each solution.
	                                  SOLUTION N°1
	                                                 SOLUTION N°2

	STRENGHTS
	WEAKNESSES
	STRENGHTS
	WEAKNESSES

	They might bring new customers with them.

Increased productivity.
	Tension in workplace.

Current employees feel their chance to grow in the company is limited.

Time HR spend to find new resources.
	Teach new skills to existing staff.

Building a strong workforce.

Loyalty.

Increased self-confidence.

Employee become potential trainers themselves.
	Loss of billable hours.

Training materials.



In view of this matrix, I think the second solution is more appropriate to resolve our problem
[bookmark: _Toc59215672]Implementation plan solution n°2
[image: ]18/12/2021
18/12/2020
HIGH
Staff
Attend the training
18/12/2021
18/12/2020
HIGH
Supervisor
Make sure the staff attend the training
18/12/2021
18/12/2020
HIGH
Manager
Increase budget for training


[bookmark: _Toc59215673]Conclusion
I analysed the problem of inappropriate recruitment and evaluated all the possible causes with fishbone analysis, and I reached the conclusion that the main causes of the problem are two: lack of investing in wages and lack of investing in training. Those causes need to be resolved in order to fix the main problem and I thought about two solutions with the relative strengths and weaknesses. Subsequently, I opted to implement the solution n°2 and I did the Implementation plan of it.
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Implementation PLAN

Action Responsible Priority Status Start Date End Date Notes

Action #1:

Action #2:

Action #3:

Action #4:





