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                                                                          Introduction
The purpose of this report is to define and recognise a problem in the workplace, the nature of the problem, its scope and impact. This is a scenario in the work place where one team member feels that she is doing a lot more than her colleague which is affecting the department causing delays in dealing with Accident and emergency cases. Therefore, to find the root cause of the problem, different problem-solving tools and techniques will be applied to reach decisions and find suitable solution. This report will also analyse facts on the recognised problem to assist in decision making process and evaluate possible suitable solutions to the problem. To make sure of successful implementation of suitable solution, it is necessary to have a monitoring and review plan in place. Applying creativity and critical thinking skills is important and will speed in identifying and establishing the cause of a problem and ways of preventing them as well as finding solutions. This involves solution implementation and deciding on the best solution, monitoring the effectiveness of the selected and applied solution. 
Trust Profile: The North Middlesex University hospital NHS Trust is located in the borough of Enfield, Edmonton London N18 1QX and was founded in 1910. The North Middlesex University hospital is a medium sized acute Trust with around 515 beds, serving more than 350,000 people. North Middlesex University Hospital receives approximately 500 patients in accident and emergency every day, this puts a lot of pressure on the medical staff and the human resources management team in general. www.northmid.nhs.uk/About-Us/About-the-hospital (Accessed 14 August 2018). According to Guardian news (2016) The Chief Executive of crisis hit Accident and emergency in North Middlesex left her post after NHS inspectors discovered its A&E unit was taking a chance with patients' wellbeing by compelling them to bear "extreme" holds up to see medics. “Walk-in patients were seen by a receptionist, who decided if they were suitable for the urgent care centre or, with a more serious condition, needed to go to the main emergency department,” according to the CQC’s report, which rated care in the A&E unit overall as “inadequate”. According to the hospital website www.northmid.nhs.uk  (Accessed 22 August 2018) a new programme Safer, Better, faster was launched to investigate into the underlaying root cause. “The Accident and Emergency goal to sustainably achieve the national four hour see and treat target for 95% of A&E patients by the end of March 2017”. Reports currently show that the Accident and emergency has made some improvement and continuing with the programme.
                                                        Problem Description 
“As a project manager in Accident and Emergency department, Anna has various responsibilities, including managerial duties, smooth running of the Accident and Emergency Department in North Middlesex Hospital. Due to a high number of Patients coming into accident and emergency on weekends, the team must work hard and hand in hand to make sure patients are attended to within the set time to avoid unnecessary delays and congestion. Anna as the team leader, has been feeling overwhelmed by the workload for the last 3 months, whereas her colleagues Peter and Tina seem to be spending more time on smoking breaks and office gossip. This is causing delays in paperwork, behind time in attending to emergency cases, discharge and admissions due to slow process in administration. Anna the team leader, talked to her colleagues about her concerns and their attitude towards work, but they showed no concern or improvement. Anna met with the senior manager, talked about what she is experiencing and her concerns about her colleague’s work attitude and so, Peter and Tina have been summoned and verbally warned”. This has caused a team conflict and the senior Manager has asked for a meeting with all concerned team members.
                                                        
                                                               Problem Definition 
A problem, according to Concise Oxford dictionary (1995) is defined as “A doubtful or difficult matter requiring a solution”. To every goal set it is likely to meet barriers that may prevent achieving the expected objectives therefore needing problem solving skills.   According to Morgan (2017, p.298) it is useful to approach a problem by defining it, describing it and establishing the possible cause, this helps in collecting relevant information and setting questions that may be important in analysing and evaluation of the problem. Also establishing the causes of the problem will help in identifying and revealing the source, when it occurred, where and by whom. Looking at the problem description above indicates that there is more than one problem converged together.
Problems are seen in different perspectives depending whose “eyes” the problem is seen through. For instance, who owns the problem? In this case Anna might be seeing her colleagues, Peter and Tina as the problem or the cause of the problem. This is because they are acting unprofessional by not doing their allocated jobs which is putting pressure on her (Anna) taking more responsibilities as the head of the team. If the problem is viewed in the organisation’s perspective, in this case the problem is for the Accident and Emergency department not being able to see the patient within the safest time, which might also affect North Middlesex Hospital performance in delivering good services overall. Also, it could be the high number of patients using the accident and Emergency on weekends that is the problems. Who is responsible in solving the problem? the problem can be solved by the head of the department, manager, or anyone in position of doing so. First step is acknowledging if there is actually a problem to be solved, how big is the problem? Where is the Problem? What is the cause of the problem? When did it start? Who is affected?   
                                                      Identified Problem
To identify a problem and solve it requires finding it’s root cause, using the Cause and Effect Analysis also known as fishbone diagram will help to work through linked disputes. The Happy Manager (2018) points out that to identify the nature of the problem, it is best to start with asking if we are solving the right problem. Approaching a problem with positivity can highlight some available opportunities in the problem solving and finding the right solution. To find the best approach in identifying the cause of the problem it is best verifying what happened, why it happed and looking at ways of minimising it from reoccurring. In this case, one of the possible proofs which shows there is a problem is that, Anna, the team leader, is feeling work exhausted and falling behind schedule because she is doing more work to cover up what her colleagues are not doing. As a Responsible project manager and team leader, she feels the responsibility of good performance and delivering a good service is upon her. She has communicated her concerns to the team members but, they have not reacted well but instead took it personal. 
This is a conflict with in the team and the project manager, there is lack of responsibility in doing their tasks and not taking the advice as a learning experience to do better. According to Simons, T. L., and Peterson, R. S. (2000), “Task conflict is usually associated with effective decisions, and relationship conflict is associated with poor decisions. The 2 conflict types are typically correlated in ongoing groups, however, which creates a prescriptive dilemma. Three explanations might account for this relationship-misattribution of task conflict as relationship conflict, harsh task conflict tactics triggering relationship conflict, and misattribution of relationship conflict as task conflict. The authors found that intragroup trust moderates the relationship between task conflict and relationship conflict in 70 top management teams. This result supports the "misattribution of task conflict" explanation. The authors also found a weak effect that is consistent with the argument that tactical choices drive the association between the 2 conflict types. We infer that trust is a key to gaining the benefits of task conflict without suffering the costs of relationship conflict”.
· It is important to determine how long the problem has been going on, to help highlight the possible cause and how it can be resolved. 
· It is good to involve everyone concerned in the situation to analyse possible factors that may have contributed to the problem and seek advice from experts who are more knowledgeable and familiar with the same kind of situations. 
· At this point it is best to ask the reasons why the problem occurred and examine the underlying existing causes. 

	Problems Identified
	When it Started
	Possible Cause

	· There are signs of conflict between the team members
· Poor work delegation between the team members 
· There is a slow service for Patients 
· There is a risk of crisis, like congestion in the Accident and Emergency due to a slow process which may affect patient’s health
· Poor time management  
· Poor standard of hospital performance and reputation
· Stressful working environment 
· Workplace gossip


	· 3 months – After the departure of old employees, two employees transferred from the clinic clerical department to the fill the positions of administration in Accident and Emergency department.

	· Lack of Motivation in performing their tasks
· A lot of responsibility
· Lack of staff training
· Change in personnel 
· Lack of effective communication within the management and administration department 
· Poor management in monitoring individual’s performance
· Less staff 
· Lack of following work ethics and policy
· Not understanding their responsibility and tasks



                                            Problem solving tools and Techniques
SkillsYouNeed (2018) Problem solving requires different approach of technique and tools depending on the situation and type of a problem faced. Successful problem-solving requires change management, in values, standard of behaviour. Below are some of best techniques to apply in solving the problem;
· Cause effect analysis technique can be used to help find the root cause of the problem by a combination of brainstorming techniques which helps in considering all possible causes. This technique uses a diagram kind of approach which helps in looking at all possible ways of analysing of the circumstances (mindtools 2018).
· Appreciation process, asking ‘so what’ questions helps in obtaining all necessary information and disregarding the irrelevant information. This process is easy and good at looking deeper to every small detail that could have been missed otherwise. 
· Asking ‘why’ many times helps to get to the last answer and the root of the problem, for instance, why is there a high number of patients on weekends? Why is it a problem? why is the staff feeling overwhelmed by work? Why is it causing a conflict among the team? Why is Peter and Tina not motivated?
· Breakdown the problem into small parts and examining every fact will help get to the its foundation. For example, too much workload, lack of team cooperation, conflict between team leader and colleagues, office gossip, lack of motivation, poor performance, poor service to the patients, bad time management, high number of patients in accident and emergency than it can handle, poor hospital management.
· SWOT analysis will help in determining the strength, weakness, opportunities and threats that may be useful to identify internal problems before they arise, solve problems, and find solutions within the Accident and Emergency department. Understanding what number of patients, the Accident and Emergency can handle each day can help plan well. Team managers should evaluate and analyse the team’s strength in carrying out allocated tasks, their weakness so appropriate support is given, minimising threats.
· Using Lewin’s Forcefield Analysis will help to list positive factors for change and those that are against finding possible solution by the managers. various forces arise depending on the way the organisation operates; its structure and culture creating resistance to needed change. Use the three factors as questions help prioritise the difficult, Importance, and frequency, in solving the problem. Force Field analysis was developed by Kurt Lewin (1951) it is generally used to guide in decision making, especially in planning and implementing change and administration programs in organisations. It is an important technique and tool for picking up a complete outline of different powers following up on a potential organisational change issue, and for evaluating their source and strength. Force Field Analysis is a vital tool that helps in understanding the necessary changes that are important in a workplace and in a personal setting (Mulder 2017). As a team, it is essential to use a type of framework that will help in identifying right decision. All relevant information needs to be collected before making any decisions so that different solutions are compared to consider which one is effective and suiting to the actual problem.                                                                                                                                                                                                              
                                                             Possible Solutions
It is crucial for all concerned individual to be participating in a brainstorming meeting where views, ideas, and concerns are put forward. In an organisation and departments different people have different views and so would be important to share their views for best possible solution from those involved. To keep up staff motivation it is important to give people recognition of their work, promotion, holidays and sharing the organisational values. Shared values in managerial styles includes skills, staff, structure, strategy, system and style. The main objectives are providing excellent services to the patients, good experience for the staff as well as the service users. Finding the best possible solution will help to prevent the problem from happening again, this requires following guidelines;
· Acknowledging who is responsible for the problem – Acknowledging responsibility can be hard sometimes, it easy to point a finger at someone else, but one takes responsibility then the problem is easy solving. As a team the responsibly is for all in the management and administration to make sure that each individual understands their role as a team player. The two members of the team Peter and Tina, who did not take their work seriously are responsible for the problem. But again, It could be the poor relationship with the project manager that is causing problems, and that is the reason why they lack motivation.
· Investigate the reasons why there is lack of open communication with in the team and the project manager. Make sure there is a good work delegation to avoid conflict. It could be the work load is to much for everyone due to less staff willing to work on weekends. Paying overtime and bonus for weekend would help in encouraging and motivate more staff to work.
· North Middlesex University hospital’s Accident and Emergency should consider working hand in hand with other Hospitals in the area so that some emergency cases over the weekend are diverted there especially those using Ambulances. Doing this will help the patients to be seen in time, safely and ease pressure on the Accident and Emergency staff at North Middlesex University Hospital. 
· Hire new staff to carry out extra shift to ease on the workload although, this may cost the Hospital Trust a lot more than to train their staff on effective work delegating, working under pressure, team management and effective communication.
· The stakeholders must all be involved in the changes as a foundation of establishment of upper hand in any case, to be successful, a change Management program must distinguish areas of potential clash, address the necessities of everybody in the Department and, significantly, overcome any issues between the senior managers, team leaders and those affected by the change in general (CMI 2015).
· Understanding the risks of solution implementation – it is possible that the solution might not work, after reaching a decision and finding solution it is important to monitor the progress. Direct supervision of the employees can create a stressful working environment and restrict employees to develop creativity in their work because of fear of criticism.
· Training workshops for staff to upgrade on various workplace skills and patient services. On job training is important for employees in building their confidence, in efficiency and productivity as well as continuous professional development.
· Using Gantt chats which is usually used in project management and administration, this is helpful in showing additional information about the different assignments or phases of the project performances, for instance how the tasks identify with each other, how far each task has progressed, what recourses are being used for each assignment. This will help to show various activities, the start of each task and end therefore assisting in achieving set goals on time. 
                                            
                                            Decision Making Process
Decision making is a necessity in life that is used every day whether it is personal decision, family, or workplace. Some decisions are easy to make, and some are hard, depending on personal decision-making skills. According to Cottrell (p,3. 2011) decision making requires creative and critical thinking skills, this includes the process of using the brain intellectually to look deeper into the situation categorising, comparing and contrasting details. Analysis of different possible solutions and deciding which solution best solves the problem, this needs a careful thinking choosing a suitable solution for implementation. It is best to find out where the best solution lies evaluating the strength of the evidence to support the conclusion. Peter and Tina did not react well to criticism as a result there is a team conflict. It important to understand that constructive criticism is vital in solving a problem and finding faults as it helps a person to do well. Critical evaluation is important in identifying positive as well as negative views. To avoid team conflict, a problem should be approached in a calm manner and environment. Make sure the choice of the decision is fitting and acceptable to everyone involved in the team. 
· In problem solving discussion, it is good to focus on the problem not an individual, as this would make them feel targeted.  
· Work delegation is a key factor in getting work done, this allows the manager to concentrate on other important tasks, but still is accountable. It is believed that in work delegation an employee feels a responsibility and accountability of delivering good result. This gives an employee a sense of trust from the manager, because of important responsibility allocated they feel more involved in making decisions and choices.
· Team members should follow rules and regulations of a team, as a team player all should respect and work well with together. 
· It is important to deal with problems as soon as they are detected by having open and effective communication between the teams and managers.
· Put a routine in place to evaluate individual and team input and performance. 
· The project manager should set working standard for the team to reaching set goals and targets. 
· Achievable goals should be assigned to keep employees motivated in achieving them. As part of keeping motivation high it is important to pay overtime and bonuses for those willing to work extra hours, also recognition of good work is important. 
· Frequent staff training and discussion of problems they are facing doing their job and ways of improving.
· North Middlesex University hospital’s Accident and Emergency should consider working hand in hand with other local Hospitals in the area so that some emergency cases over the weekend are diverted there especially those using Ambulances. Doing this will help the patients to be seen in time, safely and ease pressure on the Accident and Emergency staff at North Middlesex University Hospital.
                                                              Implementing change
At this stage, it is important for the team manager and team members to cooperate and build healthy working environment for change in a gradual and transformative way. They must follow and act on the agreed solution as a team. It is likely for the problem to resurface, but with a constant monitoring, review and feedback from the stakeholders and patients this will keep up to date if any problem arises (SkillYouNeed 2018). 
· Monitor and evaluate the change in performance of the Hospital by comparing it with most high performing hospitals in the area.
· Monitor the effectiveness and efficiency of the Accident and Emergency for the set goals.
· Asking patient to fill in a survey questionnaire on about their experience, service satisfactory to help the Hospital and staff improve and enhance services.
· The Accident and Emergency in North Middlesex Hospital trust should have a good monitoring system in place so that information is available and provided in appropriate time.
· Sign written agreement on work delivering, performance, policies, and disciplinary action by all team members. 
· A quick response of action once a sign of a problem is identified by the Team leader to halt it from becoming a big problem.
· Individual performance record monitoring and supervision by the department manager.
· Use Gantt type of bar chat to monitor change in performance and schedules will help in detecting a decline in performance.
                                                                 Conclusion
[bookmark: _GoBack] It is important to know that a clear thinking and a good personal judgement are necessary in problem solving and decision making. Tools and techniques can only assist in making better judgements in finding solutions. It is best to write down and keep the record of the outcome for future reference so that if it can be used in similar circumstances or revised if the decision does not work. Also, it logical that change in interpersonal relationship and work environment is a necessity, problems will appear where people, money is concerned. Interpersonal and work relationships develop complications or fail when problems are not detected, or there are detected but not dealt with soon and appropriately, the more problems linger on, the more complicated solving and finding solution it gets. Once a problem is dealt with openly and respectively within the department or teams it will create positive and effective work. Employees should feel secure on their jobs and understand that they can have open communication with their manager without fear of losing their jobs. A healthy working relationship between colleagues in a work place produces better results. Finally, understanding what obstacles the team is facing which may be contributing to their lack of motivation will help in determining what is needed to be done for boosting their motivation to deliver satisfactory work.
                                                   

                                                                     References
1. CMI (2015)Change Management in Business History; [Online] Available at: https://www.managers.org.uk/insights/news/2015/july/the-5-greatest-examples-of-change-management-in-business-history (Accessed 23 August 2018)
2. Cottrell, S. (2011) Critical Thinking Skills. Developing Effective Analysis and Argument; 2nd ed, Palgrave Macmillan. 
3. The Happy Manager (2018) Definition of Problem Solving, The Happy Manager. [online] Available at: https://the-happy-manager.com/problem-solving/ (Accessed 25 August 2018).
4. MindTools (2018) Causes and Effect Analysis. [Online] Available at: https://www.mindtools.com/pages/article/newTMC_03.htm (Accessed: 17 August 2018)
5. Morgan, P (2017) The Business Student’s Guide to Study and Employability. Sage Publication Ltd. [Online] http://study.sagepub.com/morgan 
6. The North Middlesex University Hospital. (2018). [Online] Available at: https://www.northmid.nhs.uk/About-Us/About-the-hospital (Accessed: 14 August 2018)
7. Mulder, P. (2017) Force Field Analysis. [Online] Available at: ToolsHero https://www.toolshero.com/decision-making/force-field-analysis/ (Accessed: 17 August 2018)
8. SkillsYouNeed (2018) Problem Solving. [Online] Available at: https://www.skillsyouneed.com/ips/problem-solving.html  (Accessed 21 August 2018) 
9. Simons, T. L., & Peterson, R. S. (2000) Task conflict and relationship conflict in top management teams: The pivotal role of intragroup trust [Electronic version]. Available at: Cornell University, School of Hospitality http://scholarship.sha.cornell.edu/articles/719 (Accessed 25 August 2018)
10. The guardian news (2016) UK, ed [Online] Available at: https://www.theguardian.com/society/2016/jul/06/north-middlesex-hospital-accident-emergency-quality-care-commission-report (Accessed 22 August 2018)



 


                                          






