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1. INTRODUCTION 

[bookmark: howcaniget]Problem solving skills are essential for one’s own professional and personal life. Employers are amused by this skill, it demonstrates to them a good understanding of creativity, imagination logic, and mostly determination. Problem solving skills help you to elaborate new ideas and way to do things better. This will allow you to progress in your chosen career. (ICAEW, 2023).
The organisation I took as an example, is a five-star experience hotel close to the river Thames, it has nearly 300 rooms and around 400 employees. The hotel includes the main restaurant operating from 7am to 11pm every day, two bars operating on a five-day schedule, a Spa, a gym, a cinema, and a gallery. The hotel is a high-paced venue, not only for the number of tourists they host every day but mostly for the local community visiting the hotel’s venues as regular clients. Their core values praise authenticity, passion, and integrity. Specifically, they commit to transform emotional connections into extraordinary experiences that are memorable. The employees work on an average of 45h for the full-timers and 30h for the part-timers. 

2. THE WORKPLACE PROBLEM 

The nature of the problem is this case of study would be the senior members of the staff, which should be the leaders of the team. The issue arises when service starts to get busy and the managers do not lead by example, they do not help during service, and they are not motivator for the staff. Sometimes, long working hours (overtimes) are requested to employees, but with no support from the management. 
The impact of the problem goes right to the employee and therefore this affects the business: leaving the staff with a chaotic mind set, affecting the synergy of the team, and lowering the productivity.

3. ANALYSING INFORMATION 
3.1. ROOT CAUSE ANALYSIS (RCA) 

With the help of the fishbone analysis diagram, I was able to categorise all the potential root causes of the problem. (Which are the dissatisfied employees). As you can see on the fishbone diagram below, I highlighted the actual root causes causing the complex problem.  
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(Sheikh, 2019)


3.2. APPLYING SITUATIONAL ANALYSIS MODELS 
 
Assessing the actual business’ situation with the SWOT analysis allowed me to understand if the organisation could use its internal resources to help its weaknesses and threads. The expertise the senior management possesses, and the multicultural workforce can together improve the poor consistency in knowledge and increase the employee’s satisfaction. Enhancing the staff knowledge and confidence can avoid customers complaints and members of staff from leaving systematically as well.
In order to spot those issues, I compared the internal (Strengths and Weaknesses) and external (Opportunities and Threads) factors of the SWOT analysis. (Schooley, 2022).


Weaknesses: Staff changes quickly; Poor consistency in knowledge and trainings; Employees’ dissatisfaction.
Strengths: Excellent expertise in customised guest experiences; Great multicultural workforce; Great understanding and involvement with the community.






Threads: Low levels of staff; Customers complaints; Loss of revenues. 
Opportunities: Longer-hours allowance on outdoor premises; generate higher revenues enhancing staff knowledge and confidence; New openings.




Having outstanding guest experience expertise and being active in the community events, helps generate higher revenues as people see the brand as part of their own daily life. This can also lead to new future openings. Those strengths together with a multicultural workforce can be used to build stronger human connections within the work environment, so that staff is valued and challenged to grow within the business. The fact that members of staff don’t feel satisfied of their job and happy to be at work, is a deterrent for the business to increase its revenue, to open for longer hours and plan new openings. To overcome the employee’s dissatisfaction, the management should provide more training and examples to follow so that the staff could feel more involved in the business operations and perform better even during busy times. Staff being happier means also that they are keener to recommend the business to other people, and more people creates more income. Greater revenues allow the business to hire more members of staff and so staying open for longer hours.

Not being able to ensure consistent training and growing knowledge to employees must be tackled promptly. Every department of the organisation has to be made aware of the lacks they have, and after a deep assessment of those problems, they must be provided with the right tools to make the changes happen as soon as possible. Providing staff with the right training and tools to work allows them to grow sympathy and satisfaction from the time they spend at work. This is the key to their fidelity and sincerity, together with a continuous and honest communication about opinions, goals, and personal working achievements. (Sageer, et al., 2012).

4. RANGE OF ALTERNATIVE SOLUTIONS 

After analysing the information, I was able to find some alternative solution to fix the problem.
· Solution 1: Scheduled training and practise run to lead the staff to be more organised and quicker in the daily tasks. When the hotel capacity rate increases, book some agency staff that will give a hand to fulfil the tasks.
· Solution 2: Help the team to don’t feel overwhelmed by supporting them during the shift, increasing the communication and leading by example. Helping the team will reduce the number of overtimes and it will show that their presence, skills, and opinion matters. 
· Solution 3: Hiring more staff gives the possibility to the company to reduce the number of hours an employee has to go through the shift. It will reduce the number of overtimes and will help the staff to don’t feel overwhelmed from the shift.
4.1. EVALUATION OF ALTERNATIVE SOLUTIONS 

To choose the right solution, I used the Decision Matrix to guide me. As you can see, I listed all the factors in consideration and for each of them, I gave them a score from 1 (low importance) to 5 (High importance). Thus, with the help of my criteria and the importance of the solution on the factors. I was able to find the most relevant one.
Factors
       Weight
   Solution 1
  Solution 2
  Solution 3
Unsupportive Management
4
3 x 4 = 12
4 x 4 = 16
   3 x 4 = 12
Overtimes
4
4 x 4 = 16
4 x 4 = 16
   4 x 4 = 16
Busy Hotel 
3
4 x 3 = 12
3 x 3 = 9
   3 x 3 = 9
Total

40
41
        37












Manager’s mistakes and incompetence could sometimes be fatal to your business, they will lose you customers, diminish, and demotivate your employees and create really uneasy and unwelcoming atmosphere for all the parties involved. (Akopiyants, 2016). 

Long working hours and low salaries are the major factors that affect the attrition rate in hotels, which has a great impact on customer satisfaction and the reputation of the hotel. (Peshave and Gujarathi, 2013).

It was recorded that hotel workers felt "a very high level of stress" each day, which could be because of the physical expectations throughout the day, such as heavy lifting, short and irregular breaks, and dealing with the public. (Iwfm, 2022).





4.2. IMPLEMENTING THE SOLUTION 

To Implement the solution, I utilised the Gannt Chart as you can see below.  The chart goes through the length of the plan (8 Weeks), tasks, timing for the completion of the tasks and achievements (Milestones). 

	
	Week 1 
	Week 2
	Week 3 
	Week 4
	Week 5
	Week 6
	Week 7
	Week 8

	Task 1
	
	
	
	
	
	
	
	

	Task 2
	
	
	
	
	
	
	
	

	Task 3
	
	
	
	
	
	
	
	

	Task 4
	
	
	
	
	
	
	
	


(Gantt, 2023)


Task Times
Milestone


· Task 1:  For the first 2 weeks, hold Walking Meetings. Meeting with your employees, for whatever reason, is important. always encourage them to be open with their communication. By the end of the second week communication rate should be increased.
· Task 2: From the 2nd to the 4th week, schedule practice run skills to understand how to help during service. By the end of the fourth week, the staff should feel supported and less overwhelmed.
· Task 3: From the 4th to the 6th week, schedule team working training. By the end of the sixth week the synergy of the team should be increased and therefore the productivity. 
· Task 4: From the 6th to the 8th week. Scheduling courses for the senior members of the staff to learn and develop the skill required. By the end of the last week, we should be able to fix the complex problem.

5. Communication plan with stakeholders 

In this section, I will identify the stakeholders, create an influence/power and interest matrix and I will explain the communication plan with them. Stakeholders can be distinct in different groups. Internal stakeholders are people whose interest in a company comes through a direct relationship, or investment. External stakeholders are those who do not directly work with a company but are affected somehow by the actions and outcomes of the business. (Fernando, 2022).

Internal stakeholders: Managers, Employees, Shareholders, Customers, Suppliers, Employees, and Investors.
External stakeholders: Bank, Government, Consumers, Suppliers, Competitors, Community, and Landlords. 


Stakeholders Grid

-   Stakeholders Power   +

	Bank
Employees
Suppliers
	Managers
Shareholders
Investors

	Competitors
Landlords
	Community
Consumers




-    Stakeholders Interest    +


(Giscard-Biondi, 2021) 



Stakeholder engagement plan
	Stakeholders
	Power/Interest
	Key Interest & Issues
	Communication Vehicle
	Frequency
	Comments

	Managers
	Strong interest and power.
	Ensure business runs smoothly.
	Face-to-face, emails, messages.
	Daily
	Ensue a two-way communication is. always in place.

	Shareholders
	Strong interest and power.
	Revenues hit monthly and yearly targets
	Emails, calls.
	Fortnightly
	

	Investors
	Strong interest and power.
	Financial growth of the business; they might cut the funds. 
	Emails, call.
	Monthly
	

	Bank
	Strong power, low interest.
	Financial health of the business.
	Emails, calls.
	Weekly
	

	Employees
	Strong power, low interest.
	Essential to daily service operations. Dissatisfaction affects their performance. 
	Face-to-face, emails, calls.
	Daily
	Ensue a two-way communication is always in place.

	Suppliers
	Strong power, low interest.
	Essential for the daily offer and sales; strong impact in case of disruptions.
	Face-to-face, emails, calls. 
	Daily
	Shortages and disruption to be communicated prior to delivery.

	Community
	Strong interest, low power.
	It is the business itself deciding which community to refer to. 
	Events, emails. 
	
	

	Consumers
	Strong interest, low power
	Difficult with changes and price sensitive. 
	Face-to-face, emails, calls. 
	Daily.
	Ensue a two-way communication is always in place

	Competitors
	Low power, low interest.
	They represent the alternative; they might attract more clientele.
	Email.
	If necessary.
	Maintain good relationship

	Landlords
	Low power, low interest.
	They own the property where the business operates, they might raise the price over the years.
	Emails, call.
	Monthly.
	




The engagement plan shows how different stakeholders drive different aspects of the business. Identifying their own role and criticalities, I could spot the most suitable solution to reach out to each one of them. Adjustments might be needed along the way, as responses may vary. 

6. MONITORING AND REVIEW TECHNIQUES 

Every analysis made over the elaborate is followed and supported by feedbacks and reviews of the process. This means for example, that in every task that has to be completed to follow the Gantt Chart, there will be a review of what has been going well and what hasn’t. Those reviews also help understanding if a business needs to spend more time on a specific task. 
Specifically, the review techniques will be based on single interviews with who is experiencing and acting the change and on questionnaires for customers to leave feedback on their experience. Following these guidelines, in eight weeks’ time the business should be able to see if the changes they are making are going to the right direction and make further adjustments. 

7. CONCLUSION 

The case study highlighted in the elaborate is a great example of how problem solving, and decision making should be treated when issues arise. I started the research by assessing the organisation’s current position in terms of strengths, weaknesses, opportunities, and threads. Together with a root causes analysis, I established the main problem for the business: dissatisfied employees. Investigating deeply into the feeling of dissatisfaction with the Fishbone diagram, I found out the actual causes of the problem. Having to deal with unsupportive managers, staff not being trained and continuous overtime for employees I must come up with a long-term plan that tackles and prevents those problems. With three different solutions in hand, I used the Decision Matrix to evaluate each result and critically choose the most suitable solution to the business problem. 

To support the long-term plan, I also created a Gantt Chart which gives structure and timings to the actions that must be put in place. In this specific case, over a period of eight weeks there are four different tasks to complete. Employees do not respond in the same way to changes; therefore, some tasks might take longer as other might result faster than expected. Ultimately, with an analysis on the stakeholders, I’ve structured a communication plan. Understanding the role each stakeholder plays in the business’ operations allowed me to identify the best way to communicate with them; and so to ensure a smoother and more consistent daily-operation-flow.  
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9. APPENDIX 
The organisation has nearly 400 employees and is an hotel close to the Thames. The employees work on an average of 45h for the full-timers and 30 for the part-timers.
Here with me there is Davide that will help me to find out the nature of the problem.
MC: Hello, good afternoon Davide.
DE: Hello Sir.
MC: My name is Marco and I'm here to understand what is the nature of problem. Please, tell me more about the struggle you’re having in the organisation.
DE: The issue arises when service starts to get busy and the managers do not help during service, they do not lead by example.
MC: I’m sorry to hear that. Do you feel overwhelmed from the shift?
DE: Well… Yes, I do. It's a busy venue and sometimes long working hours are required (overtimes). But unfortunately, with no support from the management.
MC: Have you talked to your Senior members of the staff about this?
DE: Well, I tried but unfortunately, they tend to tell me that they are busy.
MC: That’s odd, I will have a talk with them.
Davide, thank you for the talk with me today. I will take it from here.
[image: ]


[image: ]
[image: ]


[image: ]
[image: ]


[image: ]

2 | Page

image3.png
PROBLEM SOLVING AND

DECISION MAKING

(BMSW400 4 _LON)

Marco G izzi (2117750)

L ecturer: Balendran

8™ December 2022

Kandasamy

=4

m-\- 7[ 5 \\m{(x )

b

11_'.3'{] 7[()< i UL Mz )

o

=t x‘+2x\n+\n"
Xt G
\\xj it

a(xW) 3(X> \/1 )

it WK




image4.svg
                             Marco G izzi (2117750) L ecturer: Balendran Kandasamy 8 th December 2022 PROBLEM SOLVING AND DECISION MAKING - (BMSW400 4 _LON)


image5.png
NATURE OF THE COMPLEX
-
= PROBLEM
ol
| -
| =
az
The The Senior member  Poor training Busy venue
organisation  employees  of the staff and not and
has nearly 400 work on an don’t support
employees

following the  overtimes.
average of the team during step of
and is a Hotel  45h for the

service. service.
close to the full-timers
Thames. and 30 for
the part-

timers.




image6.svg
                                                  NATURE OF THE COMPLEX PROBLEM                                                          The organisation has nearly 400 employees and is a Hotel close to the Thames. The employees work on an average of 45h f or the full - timers and 30 for the part - timers. Busy venue and overtimes . Poor training and not following the step of service. Senior member of the staff don’t support the team during service.


image7.png
CAUSE -AND -EFFECTANALYSIS

S

Lack of " Poor training
Knowledge





image8.svg
                              CAUSE - AND - EFFECT ANALYSIS           Dissatisfied Employees Rules Environmental Management Staff Procedures Policy       Carelessness Faulty equipment Not helping during service Overtimes Busy venue Lack of awareness Not following step of service No respect of the policy Poor training Huge venue Lack of Knowledge Not supported


image9.png
ALTERNATIVE SOLUTIONS

0= i
b

Schedule training and  Help the team to don’t Reduction of the

Q

make the short-and- feel overwhelmed, working shifts

long-term results increase the and flexibility
known to the team. communication, and towards the
lead by example. employees’

requests, when
appropriate.





image10.svg
                                                    ALTERNATIVE SOLUTIONS                                                      Schedule training and make the short - and - long - term results known to the team. Help the team to don’t feel overwhelmed, increase the communication, and lead by example. Reduction of the working shifts and flexibility towards the employees' requests, when appropriate.


image11.png
EVALUATION OF ALTERNATIVE

SOLUTIONS

FACTORS

Rules
Procedures
Policy

Staff
Environmental
Equipment

Total

WEIGHT
4

4
3
4
3
2

SOLUTION 1
4x4=16
3x4=12
5x3=15
5x4=20
3x3=9
4x2=8

80

SOLUTION 2
4x4=16
S5x4=20
5x3=15
4x4=16
3x3=9
3x2=6

82

SOLUTION 3
5x4=20
3x4=12
2x3=6
4x4=16
3x3=9
4x2=8

71




image12.svg
                                                                                        EVALUATION OF ALTERNATIVE SOLUTIONS                      FACTORS WEIGHT  SOLUTION 1  SOLUTION 2  SOLUTION 3  Rules 4  4 x 4 =16  4 x 4 = 16  5 x 4 = 20  Procedures 4  3 x 4 = 12  5 x 4 = 20  3 x 4 = 12  Policy 3  5 x 3 = 15  5 x 3 = 15  2 x 3 = 6  Staff 4  5 x 4 = 20  4 x 4 = 16  4 x 4 = 16  Environmental 3  3 x 3 = 9  3 x 3 = 9  3 x 3 = 9  Equipment 2  4 x 2 = 8  3 x 2 = 6  4 x 2 = 8  Total  80  82  71


image13.png
IMPLEMENTATION PLAN

Ability
Set reasonable goals
Scheduled practice runs

Monitor performances
Feedbacks





image14.svg
                       IMPLEMENTATION PLAN  Ability  Set reasonable goals  Scheduled practice runs  Monitor performances  Feedbacks           


image1.jpeg
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales

Trinity Saint David 1822 - 2022




image2.emf
Dissatisfied 

Employees

Carelessness

Faulty 

equipment

Not helping 

during service

Overtimes

Busy venue

Lack of 

awareness  

Not following 

step of service

No respect 

of the 

policy

Poor training

Huge venue

Lack of 

Knowledge

Not supported 


