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The aim of this paper was to be able to recognise the problems faced by an organisation and the necessary steps they take to allivate the problems. I chose to write about an organisation offering clinical waste disposal and the problems that may arise in the daily operations with a view to understanding the strategies needed to be put in place to resolve the issues. 
This research led me to investigate companies offering the same or similar type of service and lead me overseas to Dhaka, Bangladesh. This city has extremely poor service in the removal and disposal of clinical waste, it is documented that a large majority of clinical waste is dumped either on hospital grounds or dumped just outside the city. Bodily fluids are disposed of down the sewage pipes or the lake which is again located just outside the city. It is known that human scavengers retrieve the used and disposed of items, such as, test tubes and syriges, their aim is to the sale for money in order to buy food. The serious health implications and risk to life are known by the local government and although they have regulations in place and fines they simply are not being enforced due to poor management. Although the local and central government is aware of the disgusting breach to human life, they have not declared this as an environmental hazard. However, they will be looking into new measures to relocate the disposal unit to a more remote part of the country, hence reducing the risk to public health and eradicating the possibility of scavengers removing used clinical equipment(Hassan et al., 2008).
A brief look at mismanagement of the disposal of clinical waste in Korea saw that they do not have any real structure in segregating human and animal body parts, bodily fluids, plastic materials, contaminated blood and discarded medical equipment. It is all dumped together(Jang et al., 2006).


Also in my research, I came across a newspaper article exposing a British clinical waste disposal firm for stacking human body parts waiting for incineration. Once this was made public the Environment Agency stepped in and instantly shut down the operation. The managing director took no accountability for his firm's behaviour and was not ashamed of the thousands of hazardous bags stacked to the ceiling. A clear violation of the laws and regulations in place to prevent such a situation was totally ignored(Armstrong, 2018).
BACKGROUND 
The company I own is called Bell Clinical Waste Disposal Ltd and we offer the safe removal of all forms of clinical waste and have a large industrial incinerator. We are a medium-sized company based in the rear of a medium-sized teaching hospital in Orpington, Kent. We have 60 staff carrying out various duties which include the up-keep of all carts located both inside and outside the hospital. Our building is located in a fenced-off section where the carpark is located and in constant use by our staff, hospital staff and the general public. Our disposal carts are stored along the perimeter fence of the carpark.
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Although we are a successful company we do have problems that need to be addressed as a matter of urgency. It was reported that some of the carts used to remove clinical waste from the hospital and into our site are defective. There are several which has broken locks and stiff wheels, making the job of pushing the cart into our facilities difficult and time-consuming. Another problem brought to light is the positioning of the smaller carts placed in the corridors of the hospital directly outside the wards. It was noted that bags, regardless of the colour are being left on the floor and not placed into the carts. The possibility of cross-contamination is high along with risk to patients, clinical staff and the general public could be at risk. However, the most pressing problem we have is the existing incinerator is old and therefore due the constant breaking down, it has made the whole operation impractical as this delays us and a back up of bags with anatomical waste and need for immediate inceration are left stacked up near the boundary fence in the car park area. Therefore these bags are not being disposed of according to regulatory timescales. So to avoid the chance of the general public noticing this and reporting it to the media a solution is required. The Environmental Agency has the power to close down any operation not performing to code. 
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When problems arise in an organisation, management would often rush in to fix the issue, and most times, in their hast they create a bigger problem than the original. Fortunately, there are several methods that are known as ‘tools and techniques models’ to which an organisation should undertake in order to turn a problem into a success. By choosing the right model you have the potential to increase your overall profitability and raise your status amongst your competitors. When this positive outcome is achieved, the shareholders, stockholders, employees, customers, suppliers and the general community would benefit.
Models such as the Fishbone diagram, Porters forces, SWOT analysis, Brainstorming, ADKAR change or PESTLE analysis could potentially enhance your organisation. When faced with a problem it is advisable to use more than one of these tools and techniques model to assist you in clearly defining who or what may be the source of the problem, what the problem is, when did the problem arise, where the problem is located, why there is a problem and how it can be rectified. When possible show the staff any data which highlights the problem as this could be an incentive for them to help resolve the problem.
In creating an environment of sustainable change, an organisation’s management and staff should see a vast improvement in their overall productivity.
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The aim of PESTLE analysis is to effectively assess the external forces that may harm an organisation in their decision-making capabilities. However, by utilising PESTLE an organisation would be in a strong position for understanding the external environment. Hence, they will be able to elevate opportunities and drastically reduce any possible threats. The benefits of conducting an effective PESTLE analysis would place an organisation in a strong position with their competitors therefore, keeping them ahead of the competition(Oxford College of Marketing, 2016).
In order to apply PESTLE analysis, we must first understand the acronym.
Political: This relates to the extent a government intervenes in the economy. In so doing, the financial markets could alter in either a positive or negative way. This factor considers government policies, foreign trade, tax policies and could drastically affect the business environment.
Economic: Here we look at the economy’s performance and the impact on companies. For instance, if the rate of inflation is increased, the knock-on effect on companies could harm products and pricing.
Social: The general population is taken into consideration with regards to beliefs, attitudes and cultural trends. By watching, the marketers can better understand consumers and the triggers.
Technological: This refers to the constant improving capabilities of current technology and how it may impact on the market.
Legal: Here they look at laws, legislations and regulations and how it could impact on an organisation. Keeping up to date on any changes is advisable.
Environment: This considers our carbon footprint and its effect on the environment.


When PESTLE analysis is applied to our organisation we can see:
Political: We need to review the rules and regulations set out by the government and environmental agency.
Look at possible government grants or assistance.
Raising quality standards with hope to government Award.
Economic: Consider the finances within the budget for a new incinerator.
Review the cost of agency, temporary or full-time staff.
How much to outsource work if overloaded?
Social: Disposal of anatomical waste in a respectful and timely way, so not to offend religious or cultural beliefs.
Assess workers attitude and commitment to tasks.
Technological: Increase the in-house training and e-learning that is available.
Review the carts and labelling system.
Be conscious of general public uploading videos to social media if they see standards slipping.  
Legal: Review health and safety regulations to ensure no harm can befall staff or the public.
Update knowledge on all legal practices.
Environmental: Disposal of clinical waste in a timely fashion and up to code.
Review possible cross-contamination of clinical waste to staff and the general public.
Review carbon footprint emissions are within regulation guidelines.
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With Fishbone diagram we looked at two main aspects of this method. Firstly, we delved into the cause of the problem then we took a structured look at the effect of the problems on the organisation. The more information extracted at this point will be the baseline in making steps to alleviate the problems and ascertain a clearer picture as to why it is occurring. Through conducting these processes, we should be able to seek a solution. The main benefits would be to involve all staff and management and work collectively in implementing the results as this has a greater potential of creating great teamwork and effective management (Kane and Kane, 2019).
When Fishbone Diagram is applied to our organisation:

People
Equipment


No staff accountability
Wrong bags being used 

	
	Untrained agency staff
Not enough disposal carts


Temporary staff
Defective locks on carts


Mishandling of hazardous clinical waste
Defective incinerator


   	Safe Disposal procedures not uniform
Incinerator located in car park 


	
Temporary staff not given site specific training
No allocated separate lift 



Environment

Methods
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A SWOT analysis is a tool used to indicate both internal and external factors that could affect the daily operations of an organisation. You will need to be highly critical in this process in order to achieve a quality outcome(Goh et al., 2006).
In order to apply SWOT analysis, we must first understand the acronym.
Strengths: Here we need to assess the advantages an organisation has over its competitors. Ideally, this would be how well-skilled your workforce are and your brand name within the industry. Depending on how strong this is, you could be considered quite intimidating.
Weaknesses: Figuring out what an where your weaknesses lie within your organisation will pinpoint the exact area where improvement is urgently needed. Inability to harness this could result in damage to your reputation, which in turn may subsequently result in lost sales. Not investing in your organisation could become a liability.
Opportunities: By conducting a thorough and detailed assessment of your strengths this should highlight all the possible opportunities facing your organisation, such as investing in new equipment that would improve efficiency.
Threats: This could present itself in several different ways. You were maybe able to see exactly what type of threats your organisation is facing right now and could highlight what your competitors are doing to improve. A simple threat could be figuring out if investing in state-of-the-art equipment will keep you in front of your direct competitors.

Both strengths and weaknesses are considered the internal factors and opportunities and threats are noted as the external factors.
When SWOT analysis is applied to our organisation we can see:

	STRENGTHS
	WEAKNESSES

	Most full-time staff trained on and aware of the safe disposal of hazardous waste.  
	Big temporary staff turnaround

	Hospital has its own incinerator
	No agency staff accountability

	Hospital has the required carts and bags
	Malfunctioning incinerator

	Hospitals have allocated health and safety personnel
	Not enough carts

	E-learning module on hazardous waste available
	

	OPPORTUNITIES
	THREATS

	Offering training for agency staff through the agency
	Cross-contamination 

	Make the e-learning module available to collaborating agencies
	Reputational damage

	
	Lawsuit

	
	Loss of contract
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The aim of the solution generation is to evaluate solutions to problems faced by an organisation. In creating a team that incorporates both management and employees, they will then perform several tasks, such as, brainstorming, active listening, mind-mapping, reverse thinking, role-playing and several other strategies. From all the ideas that are generated, it is sieved through and the idea that is collectively deemed to be the best is put forward with the aim to formulate a plan to implement and incorporate into practice. Being successful at this stage will show great strength in teambuilding and teamworking and may inadvertently create the best innovation team for future projects(Reiter-Palmon and Illies, 2004).
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Plus, Minus and Interesting or PMI is an approach that offers 3 outlooks on a problem. Plus is seen as all the positive aspects, minus is deemed to be negative and interesting balance the two. This method is used when problems arise and you need a solution that would be beneficial to all. By following this process it should focus your attention to the best possible solution in resolving the organisations’ problem. Under each heading, you write down all the possible effects each one may have if the problem was eradicated (Sharma and Saarsar, 2017).
When PMI is applied to our organisation we can see:
	Plus
	Minus
	Interesting

	More efficient operation
	Very expensive
	Hiring incinerator

	Can dispose of more waste
	Stacking of bags may inadvertently occur
	The environmental agency gets involved

	Can increase client contracts
	Not enough uptake
	Competitors doing the same or better

	Better skilled employees
	Non-compliant staff
	Hire more staff
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The ADKAR is a coaching tool or system, used by management in an organisation is to implement changes within the workforce. A good employer would be aware that change for anyone can be daunting and may result in high levels of stress and could easily disrupt productivity. By utilising ADKAR’s coaching system, management would create a more, gentler introduction to the idea of the change process within the organisation. In order to know when to apply ADKAR to our business, we must first understand the acronym(Hyatt, 2014).
Awareness: The aim would be to get the employees to understand why change needs to happen. It can be explained for the need to learn new skills and apply a different type of behaviour within the workplace, raising their awareness of the issue is crucial.
Desire: The employees will need to be persuaded that the change will be beneficial, and they must have the desire to fully support it.
Knowledge: For the employees to visualise clearly how this change would be good for them, they will need to become knowledgeable about the change and its’ benefit.
Ability: Once you give employees the tools to learn and understand the new skills then this new ability will get them to see and accept the change.
Reinforcement: When all the above is absolved comprehensively it must be reinforced to all employees that going back is not an option.

When ADKAR is applied to our organisation you can see: 
Awareness: Explain that our behaviour is creating the problems and with a new attitude to working practice their awareness will increase.
Desire: Explain in full how non-compliance with clinical waste disposal is a risk to human life therefore the desire to not be liable in a legal capacity will focus the mind.
Knowledge: Advise employees of proper training on the new incinerator directly from manufacturers will make them more knowledgeable.
Ability: Having all the new skills and knowledge will increase our ability to do a professional job safely.
Reinforcement: Let them know that intermittent training days will be available to reinforce knowledge.
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SMART goals are a tool used in organisations to discover a clear direction to exactly what it is you wish to achieve(Mulder, 2018).
Before you can use SMART goal’s, you need to understand the acronym:
Specific: You need to be expressly clear on what it is you require; therefore, you need to be precise and specific in describing the behaviour, action or result needed.
Measurable: The ability to know when and how long a project will take.
Acceptable: Management must ensure that all employees are willing to accept the situation and a good way to do this is to have them involved in the process.
Realistic: Management will need to have a basic understanding that unforeseen circumstances happen, and all the team may not be on the same page all the time.
Time-bound: You will need to have an achievable time limit in place on implementing this change.
When SMART goals are applied to our organisation you can see:
Specific: Training will be provided to all staff.
Measurable: A practical task will be set to test understanding in the form of a multiple-choice questionnaire.
Achievable: The incinerator manufacturer is willing to offer initial training to senior staff who will be offering training to their peers. Ability to hire out the incinerator to both medical and veterinarian clinics.
Realistic: 3 separate workshops will be organised to ensure all staff will be able to attend/ considering shift patterns.
Timebound: The training will be provided within the next 5 weeks.
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Communication is the most important function in an organisation it is the necessary skill to build an efficient and effective workforce, however, this can be broken due to a range of internal or external factors. When this occurs there are several methods, tools systems that have been created, devised and formulated. The solution to re-gain effective communication is to take the time, effort and resources to mend the broken system within your organisation. Once you have everything in place it should be up to the team leaders to inform staff of any training, be it in-house training or on-line tutorials. Keeping the lines of communication open is the answer to a successful organisation.
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In order to maintain the new system of working, management will need frequent monitoring and feedback, having this continual check-in system will allow them to gauge the climate and see that the employees are continuing to utilise resources. Being able to offer on-going top-up training seminars for all staff; taking into consideration shift patterns, and setting up an e-learning platform should be beneficial as they could have a multiply choice-based system all about health and safety working in the safe disposal of clinical waste. Also, a questionnaire could be drawn up which will allow staff to communicate how they feel the new system is working. A suggestions box could be placed just outside of the break room allowing for anonymity and finally, management could conduct an audit every quarter.
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The recognition of problems within an organisation can be resolved by putting in place many strategies from all the available tools to identify the problem and reach a suitable solution. Each of the tools I used sets out different methods to follow and in doing so the best possible result was met. The PESTLE analysis gives you the ability to look very deep into the problem. The SWOT analysis offers the chance to see where your strengths lie along with your weaknesses and it shows you the possible opportunities that could be tangible by going forwards and it makes you consider all the possible threats if you take no action and remain in the exact same situation you were hoping to change. The fishbone diagram also has its’ benefits to allow you a deeper look at the situation. 
The next set of methods I utilised helped me make the final decision. With the PMI it examines the positive and negative aspects of a situation and when weighed up the interesting option is likely to persuade you in your final decision. With ADKAR it was very straight forward and allowed you to explore each option of the acronym to the extent you required.
Therefore after all the analysing, I conclude that both SWOT analysis and ADKAR were the most helpful tools for this task and therefore recommend the use when faced with a problem within an organisation.
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