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An organization is regularly required to tackle various challenges and problems in the course of doing business. These problems are often very complex and of a multi-faceted nature. The management of a firm needs to be capable to resolve these problems swiftly and effectively, if it is to promote the welfare of the organization. Firms need to be able to apply a rational problem solving approach and utilize several decision making techniques (Fitzgerald, 2010). This report will explain a decision making approach using the Grid analysis technique in the context of Barclays Bank. 















1. [bookmark: _Toc78837557]Problem in the workplace and its scope and impact

Barclays Bank is one of the largest and oldest bank in the UK. It was established in 1896 in London, UK and as of 2020, has a revenue size of £21.77 billion. The bank’s massive scale of operation and diverse modes of business means that it has to regularly encounter various problems. These problems necessitate the firm to take both structured and unstructured decisions. Problems that are of a routine and frequent nature are usually resolved through previously developed, standardized procedures and decisions. This is known as structured decision making. In contrast, complex, infrequent, and novel problems require unstructured decision making (Cervone, 2015). Regardless of the type of decision making, it is important to complement the decision with sound analytical tools and techniques.
This report will discuss problem solving techniques in the context of Barclays bank. Barclays bank is considering replacing and upgrading the computer devices used by its employees to provide services to the customers. This has presented Barclays bank with the hypothetical problem of determining the brand of computers to be used in all of its branches and offices. At present, the bank has more than 1500 computers and thus, the problem of replacing these devices has a massive scope considering the large investment that will arise based on the decision taken. Moreover, the possible impact of this problem is also quite critical for several reasons. Firstly, the entire banking industry is a highly digitized one and dependent on the use of technology to provide customer service. A flawed decision with regards to the choice of computers has the potential to adversely impact the quality of service provided by Barclays bank to its customers. This, in turn, can result in a fall in customer loyalty, rise in customer complaints, and fall in business revenue (Caroselli, 2011). Secondly, an inappropriate resolution of the problem could adversely affect the productivity of the bank’s employees.  For example, using a slow computer can increase the average service delivery time and thus the queue time for customers. This will then reduce the overall productivity of the bank’s branches. Finally, the decision to replace the computers will entail the bank making significant financial investment. These investments involve direct and indirect opportunity cost. Taking the wrong decision will result in a wastage of the investments made and adversely affect the financial health of the bank (Anderson, Sweeney, and Williams, 2009).      
 
2. [bookmark: _Toc78837558]Analysis of Information regarding the identified problem and alternative solutions

In order to resolve the identified problem, the bank needs to follow a rational problem solving approach. A rational problem solving approach is one which attempts to solve the problem by pursuing the option which maximizes the benefits for the firm while minimizing the costs (Kolbin, 2003). Barclays Bank needs to take an informed decision by collecting and analyzing all information pertinent to the problem.
Firstly, the relevant decision makers will have to collect information regarding the objectives that need to be achieved by solving the problem. This is important since the objective being pursued will influence the decision being taken (Parnell, Driscoll, and Henderson, 2011). For example, the bank might decide to purchase the cheapest brand of computers if its objective is to minimize costs. In contrast, if the objective is to enhance customer service then the bank might decide to purchase the computer with the best specification. In this instance, the bank wishes to achieve two objectives. These are to enhance the efficiency and effectiveness of the bank and to achieve differentiation through superior technology. 
Secondly, the bank will have to collect information regarding the criterions that it will use to differentiate among the alternative solutions while taking the decision.  In this case, the information that needs to be collected include the specification, price, quality, warranty, reputation, customer service etc. of the alternative brands of computers. This attributes will serve as the parameters against which the alternatives will be assessed while taking the decision (Valiris, Chytas, and Glykas, 2005). In this case, Barclays bank will focus on the following criteorions/attributes: 
Performance efficiency: The performance of the computers are of paramount importance. The bank will invest in computers that offers the best performance and efficiency (Sofo, 2013). The performance efficiency will depend upon the technical specifications of the computer. This specification includes the processor, RAM, ROM, disk space, fan speed, port quality etc. 
After sales service: The bank expects to receive prompt, high quality after sales service from the vendors. 
Cost: The price charged by the vendor for the computers is a cost for the bank. The bank wishes to strike a balance between the performance efficiency and cost of the computers. While cost minimization is not the primary priority, the bank also does not want to spend excessively high. The cost includes both the purchase cost and the subsequent maintenance costs.   
Brand image: The brand image of the PC manufacturer is another important attribute that will be considered by the bank. Barclays bank does not want to associate itself with anything that might tarnish its brand image. For example, using Chinese assembled computers without any logo might be negatively perceived by the customers of Barclay’s bank and they might lose faith in the bank. Thus, Barclays bank will also evaluate the brand image of all of its vendors while taking a decision (Sofo, 2013).
Credit facilities: Since, Barclays bank will purchase more than 1000 computers it expects to receive favorable credit facilities from the vendor. The bank will evaluate the credit proposal made by the vendor by scrutinizing the duration of the credit period and the terms of credit being offered.
Finally, the bank will have to collect information regarding the alternative computer manufacturer brands available in the market. This is important since these manufacturers represent the alternative solutions available to the bank to resolve the problem (Bazerman, 2010). In the case of Barclays bank, the alternative brands and thus solutions are as follows: 
1. Apple
2. Lenovo 
3. Dell 
4. HP





3. [bookmark: _Toc78837559]Application of the Decision making technique 

There are numerous decision making techniques that can be applied by a firm to resolve problems. Notable among these are the simple multi-attribute rating technique, cost benefit analysis, fish-bone analysis, Pareto analysis etc. However, the technique that will be used in this report is the Grid analysis. The grid analysis identifies the optimum solution by analyzing the different alternatives against key criterions (D'Andrea, 2006). Each criterion is given a weight based on its importance to the decision makers. Then, each alternative is assigned a score with respect to each criterion based on the performance of the alternatives. The scores are then multiplied with the weights of the criterions to determine the weighted average score. These scores are then added to determine the total sum. The alternative with the highest weighted average score is the most optimal solution to the problem (Bazerman, 2010).   
The criterions identified by Barclays Bank have already been described previously. Among these, the performance efficiency of the computers is of utmost importance to the bank and thus this criterion has been assigned the highest weight. After sales service, cost, credit facilities and brand image are the next most important criterions as reflected by their weights. 
Table 1: Weight of decision attributes, source: Author
[image: ]
The decision makers have collected information of all the alternative brands to assess how well these brands perform against each of the criterion. Based on this assessment, the following scores have been assigned. 
Table 2: Score of alternatives against criterions, source: Author
[image: ]
It is seen that both Apple and Dell have the joint highest absolute score of 38. They are followed by Lenovo (37) and HP (36). Based on the absolute scores, it might seem that the bank should choose either Apple or Dell. However, that shouldn’t be the case since not all of the criterions are equally important (Bazerman, 2010). Thus, to arrive at a decision Barclays bank needs to calculate the weighted average score. This is done as follows. 
Table 3: Calculation of weighted average score, source: Author
[image: ]
Apple has the highest weighted average score of 7.867. This is followed by Dell (7.533), Lenovo (7.467), and HP (7.000). Based on these scores, Apple seems to be the most feasible solution for Barclays Bank since Apple computers have the most well rounded features. In particular, Barclays bank emphasized the most on the performance efficiency of the computers followed by after sales service. Apple outperformed the other alternative brands in both of this dimension as apparent from the absolute scores. This is one of the reason of Apple edging out Dell to appear as the most feasible solution. Thus, the decision makers at Barclays Bank should opt to replace the existing computers at the bank with new computers purchased from Apple. 
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Based on the results of the grid analysis, Barclays Bank should procure the computers from Apple. In order to implement this solution, the bank should devise an action plan. This plan will comprise of several steps. Firstly, a purchase committee will be formed to oversee the purchase. The committee will include members from the finance department, operations department, IT department, logistics department, and legal department of the bank. Secondly, input will be taken from the relevant stakeholders (Singhvi and Aggarwal, 2008). Thirdly, the committee will ascertain the budget for the procurement project. A Gantt chart will be developed to ensure that the procurement is done as per deadline. A critical path analysis will also be conducted. Fourthly, executives from Apples will be asked to make a presentation on the different models of computers sold by them. The presentation will highlight the main features, quality, and specifications etc. of the computers. The committee will prepare a short-list of the potential models based on this presentation. Fifthly, Apple executives will be asked to make a live demonstration of the equipment to the IT personnel of the bank. A final decision regarding the specific model will be made based on this demonstration. Sixthly, a quotation will be obtained from Apple and negotiations will take place. The finance executive of the committee will play the key role here. Once the price is agreed upon, the credit term and other conditions will be negotiated. Finally, the delivery will be accepted according to previously agreed upon schedule. Evaluation of the computers will be made after a six month interval (Fitzgerald, 2010). This evaluation will influence any future dealings with Apple.     
The successful implementation of this plan will require full support from the stakeholders. The relevant stakeholders include the employees who will use the computers on a daily basis. Similarly, investors also deserve to know about the plan since its execution will entail significant capital expenditure by the bank. In order to communicate the plan to the employees, the bank will circulate an internal memo highlighting the main aspects of the plan. The investors will be briefed about the plan during the AGM of the bank (Kidd and Prabhu, 2008).
5. [bookmark: _Toc78837561]Monitoring and review techniques 
Strict monitoring is necessary to ensure successful implementation of the solution. Barclays bank will use several monitoring and review techniques. Firstly, a schedule analysis will be conducted to monitor whether the plan is being implemented on time or not. A gantt chart will be used to monitor the timeliness of the implementation (Sofo, 2013). Secondly, a budget variance analysis will be conducted to measure whether the solutions is being implemented without exceeding the allotted budget. Such variance analysis will allow the bank to take corrective action whenever necessary. Thirdly, milestone trend chart will be used to monitor the forecast dates and actual dates of key milestones as a function of time. Finally, a risk analysis will be done to identify any potential risk that might threaten the implementation of the solution. Strategies will then be formulated to mitigate the risks (Singhvi and Aggarwal, 2008). 













[bookmark: _Toc78837562]Conclusion

Strong decision making can be a potent source of competitive advantage for organization.  A firm needs be able to solve complex problems rationally if it is to achieve sustained business success. The use of problem solving techniques complements prudent decision making and promotes superior organizational performance. Thus, firms should apply these techniques while attempting to resolve problems. 
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Andreea Cristina hospital staff member: Hello and good morning. I would like to discuss an issue I have been facing recently. Are you currently busy or is it okay for me to talk with you now?
Daniela Obis General Hospital manager: Good morning. Yes, I would love to hear about your issue at the moment. Please, go on. 
Andreea Cristina hospital staff member: As you know, the recent global pandemic has shifted many industries, with the medical sector being the most heavily impacted (Barclays, 2021). Healthcare workers in most hospitals have been directly involved with providing medical services to Covid-19 patients. With significant death tolls, inadequate equipment and healthcare professionals being mostly unable to change adverse outcomes, the result has been a significant deterioration in the motivation of frontline workers (Fusté et al., 2021). This seems to apply to my case as well, as I have found myself to be feeling severely demotivated recently, ultimately impacting my overall performance in the workplace.

Daniela General Hospital manager: I understand where you are coming from. In reality, most of our healthcare professionals and employees have been feeling the same way, and for various reasons as well. The overall impact has been quite negative, to say the least (Barclays, 2021). But this is the case for all hospitals in the UK. Hospital workers are finding it quite hard to uphold their performance when it comes to providing healthcare to patients (Templeton et al., 2020). As a result, patients suffering from illnesses other than Covid-19 are receiving inferior care. Of course, this has only been harming patients and their family members.
Andreea Cristina hospital staff member: Considering the issue, most healthcare workers are facing, it mostly pertains to mental health (Ayanian, 2020). The significant number of deaths in recent times have been quite hard for frontline workers to accept. Needless to say, the overall situation is unlike anything any of us have ever seen. 
Daniela General Hospital manager: I agree with what you have pointed out. I also believe that with many abrupt changes, it has been hard for hospital staff members to adapt to the new working practices. Not to mention, with many employees leaving their jobs, remaining members are having to work longer hours and harder (Raconteur, 2021). This has also put additional pressure on the mental health of the staff members. But there are other factors to consider as well, factors that are mostly uncontrollable for the healthcare sector as a whole.
Andreea Cristina hospital staff member: Are you referring to the recent economic recession?
Daniela General Hospital manager: While the recession is something to consider, there are certain political and technological changes that have facilitated a response from our end. The government has been putting pressure on ensuring the protection of patients to strengthen public trust in the NHS (The Economic Times, 2021). As a result, hospitals in the UK have been focusing on ensuring healthcare services in both online and offline methods. This has amounted to higher working hours for healthcare workers. Again, with the pandemic, there has been a shortage of certain medical equipment, such as oxygen concentrators, ventilators, and sterilisers (Raconteur, 2021).
Andreea Cristina hospital staff member: Yes, I agree with your statements, especially in regards to the technological inadequacy created recently. Without sufficient medical equipment, it has been quite hard for medical workers to deliver proper healthcare services to both Covid-19 patients and non-Covid-19 patients. This has resulted in adverse outcomes for the patients. In this case, frontline workers perceive themselves to be responsible for being unable to ensure proper healthcare despite all effort in doing so.
Daniela General Hospital manager: Therefore, you can understand that the overall situation is quite complex and highly difficult for the hospital’s trust board, the managers, and the NHS itself to address the various issues, especially those faced by healthcare workers. 
Andreea Cristina hospital staff member: While the macro-environmental challenges cannot be directly addressed, certain measures can be taken to address the issue of the deteriorating mental health of hospital workers. As many frontline workers are feeling less motivated to carry out their responsibilities due to high levels of stress, anxiety, and depression, leaders in the medical sector should quickly focus on creating uplifting working conditions (The Guardian, 2021). Here, employee motivation can be prioritised as part of the employee management process.
Daniela General Hospital manager: That is a good idea. What else do you suggest?
Andreea Cristina hospital staff member: Managers of the hospital can arrange frequent counselling sessions for the hospital staff to provide the opportunity to share opinions and personal suggestions to improve working conditions during the current circumstances. Of course, the primary idea or requirement is to establish a workplace culture that better focuses on the mental health of employees (Aikens, 2014). This will allow staff members to take a team-based approach in promoting good mental health, which I believe would be the most viable approach under the recent circumstances.
Daniela General Hospital manager: In that case, how do you suggest that team efforts would be facilitated?
Andreea Cristina hospital staff member: The managers of the organisation can encourage employees to trust each other in sharing issues they are facing in performing their duties (Templeton et al., 2020). Also, the overall management system should allow for providing team feedback in improving workplace conditions such that employees feel more motivated to provide better services even under adverse circumstances.
Daniela  General Hospital manager: After thinking about this approach, it seems to me that implementing it would create a better workplace for the staff of the hospital. Additionally, it can also improve the unity among the staff members and boost morale. In the next board meeting, I will discuss this factor further with other members of the hospital.
Andreea Cristina hospital staff member: That is relieving to hear. Please inform me if any decision is taken.
Daniela General Hospital manager: I will be certain to inform you. In the meantime, please reach out to me if you are facing any more issues or if you have any more suggestions.





[bookmark: _Toc78643600]Scenario-2
Andreea Cristina Airedale General Hospital manager: I heard from one of your coworkers that you want to leave your job. Can you explain why you want to do that?
Daniela hospital staff member: The recent pandemic has created significant shifts as to the general operations of the hospital and the staff members. While Airedale general hospital has started to provide telecare for patients, creating the opportunity for some employees to work from home, others were required to be directly involved with patients. The adverse circumstances in the hospital premises have certainly had a severe effect on the mental health of hospital workers (Fusté et al., 2021). In addition, for those working remotely, there have been certain issues contributing to low employee morale.
Andreea Cristina Airedale General Hospital manager: I can understand the concerns regarding mental health as even the healthcare professional as well as managers of the hospital are undergoing a similar situation. It, therefore, applies to me as well. However, I would like to know about the issues remote workers like you are facing.
Daniela hospital staff member: The issue I am facing mostly relates to communication. Healthcare workers who are working from home are generally being notified of changes in organisational decisions or operations at a much later time (Watts, 2020). I mean to say that the managers of the hospital are not communicating with remote workers as quickly as needed. This has harmed the overall performance of remote workers, as there is a lack of directions during emergencies or provision of patient care.
Andreea Cristina Airedale General Hospital manager: This is quite concerning. So far, I and other managers of the hospital have been informed of only the mental health issues faced by the healthcare workers. Issues in communication have mostly stayed unknown. I can now fully understand the overall situation. In all honesty, the quality of the service provided to the patients of the hospital has reduced significantly under the recent circumstances (Raconteur, 2021). Even non-Covid-19 patients have expressed concerns of negligence from the hospital staff. Employee dissatisfaction has become a severe issue and unless it is properly addressed, there is a high possibility of the employee retention rate plummeting.
Daniela hospital staff member: Yes, I agree. In addition to the issues faced by the hospital staff, I think it is also important to consider external factors, pertaining especially to social factors affecting the medical sector in the UK. As people are growing more and more concerned about their physical and mental health, it has put pressure on healthcare workers to provide quality service to a large population (The Economic Times, 2021). As the pandemic has severely hit the industry, many workers are leaving their profession due to various issues faced in the workplace. An insufficient number of workers means that the overall responsibility to provide health services to people falls on fewer employees, amounting to more pressure (Ranjbar et al., 2021). In this case, a gap in the communication with the hospital itself severely hampers efforts to ensure proper healthcare service.
Andreea Cristina Airedale General Hospital manager: In this context, economic, environmental and legal factors are being closely considered as well. Due to a reduction in people’s financial capabilities, following the economic recession caused by the pandemic, the hospital is having to adjust operational costs to offer affordable health services to the general population (Internal Labour Organization, 2021). In addition, environmental concerns still remain, as Airedale General Hospital and other healthcare facilities around the country need to focus on proper disposal of medical waste such that health hazard is not created. Again, while focusing on these aspects, we also have to ensure proper compliance with government tax regulation, which has become quite challenging when the overall financial state is quite poor (Garr and Kilic, 2021). Adjusting to such factors has, therefore, resulted in the hospital management being unable to address the concerns of the hospital staff, amounting to high workplace dissatisfaction and low performance.
Daniela hospital staff member: I believe that managers, as well as the board members of Airedale General Hospital and similar organisations, should conduct frequent meetings in both online and offline setups. This will allow employees to share their issues and concerns with the workplace with managers as well as peers. 
Andreea Cristina Airedale General Hospital manager: Given the current circumstances, when the number of patients is quite high, arranging frequent meetings may not be possible. However, I will still convey this idea to my superiors. Do you have any other recommendations?
Daniela hospital staff member: The issue of communication seems to be quite prevalent, one that is hampering the overall performance of healthcare workers (The Economic Times, 2021). In this case, the hospital should take quick initiatives to establish an internal communication channel that would allow managers to convey important information to all employees simultaneously (Templeton et al., 2020). Using a generalised communication platform will also enable employees to communicate with managers and the key decision-makers of the organisation and inform them of contemporary issues affecting the performance in providing healthcare services to people.
Andreea Cristina Airedale General Hospital manager: To establish a central communication channel, the hospital would require assistance from third-party organisations, including those specialising in website development and programming. The hospital would also need to establish a strong database and cloud-based storage system, not to mention the proper security and privacy measures. Regardless, I believe this initiative can be taken as it seems to be more applicable and relevant given the present times.
Daniela hospital staff member: Implementing this idea would be a good step going forward in improving the overall working conditions for employees and increasing employee satisfaction, I believe.
Andreea Cristina Airedale General Hospital manager: Yes, I agree as well. Please feel free to inform me of other recommendations or ideas that you may have.
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