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[bookmark: _Toc29561707]Introduction
For the realization of the project I chose my friend’s Childminder company. I did a primary research to get a better idea of the organization. I interviewed all the members of the company. It is a small company that employs three employees only. She hires me and my colleagues sometimes when the children are more than usual or if some of her employees is not able to work. They look after children between three months and ten years of age. Younger children are cared for almost all day. The rest of them they pick up from school and spend two to four hours with them. They cook, help for the children’s homework, they play with the children. 
[bookmark: _Toc29561708]Problems within the organization 
This company is in this business from seven years and during this time there are not many changes within the organization. The company is not developing effectively enough. There are few problems that prevent it to be successful. 
One of the problems is not enough space for playing area indoors and outdoors. The children are feeling bored because they stay all the time in one small room. In the winter when the weather is not good, they do not go often to the nearest playground because it is too cold outside.
Children love to play such a different game outside like a hopscotch, hide and seek, football, etc. It is sad that we cannot see this often today because the parents are busy and they do not have enough time to get out with their children, and because there are less play areas than before. When the children play, they have fun, relax. It is more interesting to play outside than staying at home and watching television or playing some boring computer game. Indoor play areas are also a good alternative for children’s happiness. They are clean and safe. There are lots of activities for children to improve their social skills, keep them healthy and active, help them to be more creative, etc. (Funkymonkeys.in, 2012)
The lack of communication and the lack teamwork between employees are two essential problems for the company. There is misunderstanding between childminders and parents. The most important part in the business is the communication which is hard connected with teamwork. Without these two skills the company cannot function healthy.
No matters what area the company is developing, its main purpose is to provide its customers with the best quality products or services in order to satisfy them. Most employers recognize that is difficult to find professionals who will make the company competitive. To be able to make good relationships with his customers at the first time the compony need to have strong relationships between its staff. And this requires for good communication and teamwork. An important role in one business is the leadership, the feedback between employees and clients and personal motivation (Paicu, 2015).
There is lack of enough employees and lack of qualified staff. If the company hires more qualified workers, the job will be separated between all of them. Work will not be tired for any of the staff. It is preferable for the new staff to be skilled because it will not take long to adopt in the work environment, and it will be unpleasant for the other workers because they will have to work harder to catch up his work.
The company needs of good marketing strategies. A good advertising makes a product popular and generally desired.
[bookmark: _Toc29561709]Tools and techniques for problem solving and decision making
To better analyze all the problems that have arisen in the organization I will use different tools and techniques. It is possible to identify all the problems with their help.
[bookmark: _Toc29561710]PESTEL analysis
PESTEL is multifaceted approach which enable us to see the strengths and strategies of an organization so that we can make the right decision for the company. There are six factors describing PESTEL: political, economic, social, technic, environmental and legal. This analysis is mainly to give a clear idea of the impact of the external environment on a given company. This framework also shows the macro-environmental factors that influence the company’s decisions. ‘By taking into account key external drivers of change, the PESTEL framework can encourage firms to consider long–term goals and to choose sustainable business innovation and investment strategies’ (Song, J., Sun,Y. and Jin, L.,2017).
I used this tool to analyse the ability to set up play areas inside and outside the house. It will make the company competitive. Few childminder’s firm have such a special place. That will make this business unique. The other advantage is that the children will feel special with the new space specially created for them.  Children will spend energy in games and will behave more and will be focused on their homework when they must write it or follow the rules set by their childminders. The younger ones will not feel bored because they will not spend all day inside.
Researching the external environment and market needs and using PESTEL analysis we can determine what is the best and the most cost-effective way to offer our company’s service.  The best way has always been a good advertising. If our clients are happy from the customer service, they will offer their friends, colleagues, neighbours, etc. Or if the company will be advertised by social media, television or making leaflets.
[bookmark: _Toc29561711]SWOT analysis
It is helpful and fast tool to analyze a given situation. This is an easy way to focus on the problem that has arisen and gives you the opportunities to move to the next level of development. SWOT means Strengths, Weaknesses, Opportunities, Threats (Cottrell,2003).
I used this analysis to define what will happen if the number of employees in the company increases. The strengths will be that the number of workforces will increase, respectively, will allow the care of more children and gives opportunities the company to be famous and perhaps in demand. The weaknesses are that there will be new people who will have to pass through some stage of training in order to be join the team. Costs of wages and materials will increase. Despite hiring a new workforce, it will does not mean that children will increase rapidly. This can lead to financial losses at the beginning but it will be a key for success for future.
[bookmark: _Toc29561712]Brainstorming
This is technique that is supported by quantity of ideas. In this case, less attention is paid to quality than quantity. Most of the study is based on the thought that the best choice is made when there is a large selection of ideas. It is considered that when the participants in the brainstorming group are more, the work is more effective than face-to-face group. The brainstorming can be used when it is structured or when it is unstructured. In the first case the participants explain their ideas one by one, passing to the next one if they have nothing else to say. This goes on until everyone finish its ideas. The second way is when everyone shouts their thoughts at the same time as they come up and again to the end of all the ideas that come up (Johnson, 2018).
It is good for the employer to know all the ideas that his employees have. That is why I decide to ask everyone in the company in meeting how can they improve the communication with the parents and how they can improve the communication between each other in the organization. Everyone has completely different views, their ideas are different. This means that the choice is determined by a large range and it is assumed that the best decision will be made. It will be good idea to meet parents and childminders, too.
[bookmark: _Toc29561713]Fishbone Diagram
It calls also Cause and Effect diagram or Ishikawa’s diagram. This a graphic technique and is a useful tool to discover and significantly examine influencing factors in finding the attributes of work output quality. They call it ‘fish bone’ diagram because it graphically resembles a fish that has a body of which we write down the causes of the problems that have arisen and it has the head that is used as effect. Root Cause is the main positive or negative cause which is the reason why the problem occurs. To find out we must look deeper in the problem because they cannot be seen with the naked eye. Usually the main causes are four or five and they are completely different from each other. Often, by opening any one of the several root causes, the signs can be decreased or even removed. We must be focused on dissolving the root that trying to make patches on the symptom. The faster we find the real causes of the problem, the faster it will be resolved (Slameto, 2016).
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In the picture we can see what it leads to when the staff is not qualified enough. The salary must be low. This also leads to lack of customers. People do not want to engage with organization which provides unstableness and lack of competition. Employees need to pass a training courses that unfortunately will take of their free time, but it will make them successful employees. If the employer pays more attention to the qualification, if they hire high qualified staff and keep track of how they are developing in the company, the job will run better. The employees will know how to handle each situation or ask someone for advice when it is too hard for them. When the children will behave more, they will be prepared better. Their parents will be happy, they will have more confidence and will recommend to the others. Employer will be able to reward them for their job well done. Unqualified staff give the impression that the whole company is not functioning properly. Many mistakes are made which can leads to delay in the work process.
I used this tool to analyse the ability to set up play areas inside and outside the house. It will make the company competitive. Few childminder’s firm have such a special place. That will make this business unique. The other advantage is that the children will feel special with the new space specially created for them. The younger ones will not feel bored because they will not spend all day inside.
[bookmark: _Toc29561714]Decision making 
Decision-making problem is the most complex of the all encountered in an organization. Even in normal life, it is great challenge for one person to decide what is the right opportunity in common situation. He often asking for advice, ideas from different sides and in the moment when he thinks he is ready to face that decision, he takes exactly the opposite of what he thought.  Decision-making in company is not that simple. We need to get decision as soon as possible. Everything in business costs money. And in the same time, it should be the best for the situation. 
In order to be occurred and precise in decision making in our case it is good idea to consider the analysis made for the each of the problems. We must weigh the advantages and disadvantages well and get adequate solution. 
Positive psychology play an important role in the management of all sectors of industry, leadership and organisational programs. The ‘Psychological wellbeing’ is beginning to take a large part in programs organized for well-being in the workplace. More and more training courses are being put in place to deal with workplace stress. The positive and negative emotions at work have a big influence on decision-making process (Cotton and Hard, 2011). In order to make an adequate decision, the psychology state of man plays an important part. His emotional states can be detrimental and can be a bonus for dealing with the situation. To manage a business mean you need to be well prepared for the business world. Every manager must control emotions, must have firmly grounded, to be sure that he is getting the best solution for his employees and for the company. The first step of every manager is to make sure that his employees are committed to the company. He must provide them a good working environment. Then they will spend their future in the company. For them their job is everything that they have.  This affect to relationship with the co-workers. And their connection with their them is strong. 
There are two solutions that we choose from each problem. To know which one is the right one we will use PMI tool. 
PMI comes from the abbreviation plus, minus, interesting. This technique evaluates the advantages and disadvantages. You give estimate to positives, negatives and influencing factors. It tells you of the end of the project if this is a good or bad decision (Lee, S., 2017).
One of the problems is that the company is not popular enough. To advertise it we can use a traditional way with asking parents to recommend the firm to the other people who may need our service or to make leaflets and distribute them to nearest schools. The results from the two chats bellow show us that the best solution is to use our customer recommendations. The people still trust more in words said by friends, colleagues, etc. than on a piece of paper delivered by stranger.

Pros and cons for recommendation 
	Plus
	Minus
	Interesting

	· The recommendation is the best way to be sure that some person is qualified enough+5
	· Sometimes people do not attach importance to conversation in front of school -3
	· Will the childminders be so helpful to your child’s upbringing too? +3


Result: +5
Pros and cons for leaflets
	Plus
	Minus
	Interesting

	· Sometimes the offers come when you do not expect them +3
· You can get a visual information from the pictures in this leaflet+2
	· Peace of paper coming from unknown -5

	· Will my child behave in such a place without any friends around? -2



Result: -2

Porter’s five forces tool is helpful because it allows you to regulate your strategy if you know how to control your forces in a specific work environment. It was invented by Michael Porter and it has become one of the most famous and valuable strategy tools in business. According his theory there are five forces that build competitive environment and make the company strong enough. There is competitive rivalry, supplier power, buyer power, threat of substitution and threat of new entry. The first one shows the number and power of your opponents. If you do not have many competitors and no one else can offer what you are offering, then you will earn more, and your clients will increase. The more opponents you have, the less chances of winning you have. The second force is determined by the number of suppliers and their prices. If they are more, you will always be able to reduce your costs. The third one depends on the strength of your buyers, their quantity and their ability for manipulate. If you have more buyers, you will earn more. The fourth one determines how much customers can replace your services with cheaper option. The fifth one shows your position in the market. To be successful you need to be competitive, and sometimes you need to invest a little bit to achieve this (Mindtools.com., 2018). 
The decision taken regarding the second problem of building play area inside and outside the house shows that for now resources available to the company are not enough and the employer can create one of them. The other should be postponed to a later stage.
The third problem can be solved in two ways. One of them is if employer send regularly the staff for trainings, or even at the time of hire, to require staff to be qualified.  The results prove that the most effective way for a company to have always competent employees is when they regularly enrich their knowledge by trainings.
The fourth problem is the most complexed of the others. The lack of communication is a big gap in people’s relationship. To deal with this the company should consider organizing a teambuilding for certain period, which will help everyone to get to know the people they work with or the people who look after their children.
And the last problem but not in the last place will be resolved if more people are hired and so the work is distributed among them. Everyone will be equally engaged, and he should be equally satisfied. 

[bookmark: _Toc29561715]Implementing solution
Implementation is the final step of all your work in settle the problems and needs a careful inspection of the details. It is performed in three stages. The first one is planning and preparing, and it depends mainly on effective implementation. In order to solve complex cases, we need to be prepared well and make an action plan to be able to reach prosperity. It includes a good preparation with materials and people, acquaintance of those participants with all the details, taking preventive measurement in case of problems, double check plan. The second step is to keep on eye when the plan is on action and to be sure that its implementation is going well. The third one involves studying and evaluating the successful action (Unknown, 2019).
In order to carry out the implementation plan well, we must first categorize the problems by importance. In our case the most important problems are the communication and qualification, followed by hiring new staff, advertising and building playing area. All employees mut be engaged in the plan action and participate actively by playing different roles. We cannot solve the problems in the same time and that is why we can use Gantt Chart to visualize performance 
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[bookmark: _Toc29561716]Stakeholders 
One of the most complexed tasks in a project is to understand and explain in written form the requirements for a project. Often clients do not give clear instructions and in the other side the project manager and project workers know that there will be changes later and decide to do not make any plans for its completion. The project has two stakeholders internal and external or this are the clients. Often the participants change their perspectives at different stages of the project, that means that this leads to a change of the whole plan. The interesting part is that there are also non-technical requirements that never change but the participants often forget about them. These are requirements for each of the team to be aware of the goals and means of the project, to use the funding appropriately, etc. Studies shows that if rules such as these are not followed, then the project is not implemented effectively.
The term stakeholder is an individual, group of people or organizations that are closely associated with a project and are interested in its development, using resources to carry it out. Stakeholder analysis is a set of techniques and tools for meeting project needs and expectations inside and outside. In an environment where the rules are not completely clear, stakeholder analysis is the best option to deal with the situation and provides perspectives and measures that give us an opportunity to understand the issues and remove the barriers (Smith, L., 2000).
Every participant in the project for success to improve the level of service in a company should be aware of its goals and responsibilities and follow the plan prepared by the manager. We must identify the stakeholders, to let everyone know what role it plays. A schedule can be made to assign tasks to each employee for each day of the work week. For example, a schedule can be made for cooking a lunch menu for the children and each one will have a specific day to fulfil this obligation. Also, we can divide the children into groups and each group has designated childminders. So, they will know each other and the childminder from each group will know how to better react in specific situation. It will be easy when someone must replace because the information about a certain group will be received accurately and specifically. The parents will be informed for whether their children behave, whether they meet difficulties when they complete their homework, etc. In the other side the construction workers of the decided play area project will have strict instructions for implementation. 

[bookmark: _Toc29561717]Conclusion
The main purpose of this project is to analyse well the problems that hinder the development of the company. After completing our work, we learned that if we choose a good method to deal with the situation, it provides us with the first stage to reach success. Gathering data during the implementation of the project provides an opportunity to adequately solve the problems encountered during a certain period and helps to solve the main problem. Teamwork is the most valuable work because it gives us confusion. Each participant gives different ideas, which makes the choice more diverse and more correct. Good communication between each other makes this teamwork completed.
When I started my problem-solving project, I was not sure if the knowledge I had was enough to solve the problems. But over time, it has been sorted in the most correct way. With the help of the all tools and techniques for solving and dealing with the problems I visualized in a huge aspect the origin and the solution of the problems.
The good organisational skills, the planning and the teamwork are the key to good advertising and proper functioning of the company. If the organization follows this plan of action it will soon see the positive results.
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