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[bookmark: _Toc46246577][bookmark: _Toc49173305]INTRODUCTION

Problem solving  process has fundamental contribution to the decisions we make in our everyday live as well as workplace. Important decisions can determine our future in life and work. The quality of the decisions made improves if we critically and creatively analyse the problem we have looking at different angles and suggest different solving options. (Williams, 2017)
This reflective report refers to organizational complex problems that arose between teams and management, causes and effects of the problem, decisions and possible techniques, alternative solutions, evaluation and  implementation of chosen solution in the organization.

[bookmark: _Toc46246578][bookmark: _Toc49173306]DESCRIPTION

Couple of years ago I use to work in a big organization with around 4000 staff, many sectors and occupations in different levels of the company and various teams in each level of management. The  team I was involved in consisted 15 team members and was at the middle level of organization’ management. The team was under the direct supervision of the Team Leader (Supervisor) and the Low-level Manager, who was subordinate to the Middle Manager and accordingly he to the Top Manager. 
My colleagues were positive and helpful people and we had friends in many different teams in different levels of the organization.  
Positive reciprocity at workplace increases quality of work, personal effectiveness and confidence, improves communication and boosts moral. Good teamwork involves  team members to listen to each other and to make decisions together. (Tuckman, 1965)
Second year of my work experience in the organization its management was changed, and we had a new management in each level of the Company.
 I noticed that the teams didn’t work well already due to  relationship difficulty between teams and management and this problem affected employees’ job quality and effectiveness. In the same year the organization recorded a high employee turnover rate and low profit.


[bookmark: _Toc46246579][bookmark: _Toc49173307]          SCOPE AND IMPACT OF COMPLEX PROBLEM 

 Going back in time I have clear vision now what was the general problem within the organization. Dysfunctional management is bugbear for organizations, and it paralyses every level within the Company. Achievement of company’s goals is more unattainable due causes like managers’ disrespect and disloyalty to employees. The absence of two-way communication, feedback and support were the other factors leading to poor job quality, ineffectiveness, low motivation, dissatisfaction and high turnover rate.
[bookmark: _Hlk45978653]These problems contributed to unfavourable working environment and the effects of their arise are stress, anxiety, health conditions, difficulties and reluctance of work, dissatisfaction and disappointment of  management.

“All life is problem solving”
Karl Popper

The workplace is where we spend around a half time of our lives, so it is important the problems and conflicts arise there to be solved on time otherwise we risk our health, quality of life and career opportunities. 

[bookmark: _Toc46246580][bookmark: _Toc49173308] PROBLEM SOLVING PROCESS

Problem solving plays significant role in organization work. It is feeling the gap between dissatisfactory and satisfactory. 
The problem-solving process involves consideration of every specific element of each problem. There are two main problem-solving methods - rational and creative. Most commonly steps in typical problem-solving process first need to be define the problem, second step is analysing of the problem, following by generating of possible solution, evaluating this solution and finishing with implementation the solution. (Morgan, 2017)

“When a problem comes along, study it until you are completely knowledgeable. Then find that weak spot, break the problem apart, and the rest will be easy.”(Norman Vincent Peale (1898-1993), American Autor)

Step 1- In this stage need to be define the problem by considering the current problematic situation and need to be describe what, where, how, when and with whom is happening. 
Step 2 – Analyse the problem: This stage includes connection to the problem and the effects arising from causes. Effective technique for generating possible root causes in this stage is the Cause-and-Effect Diagram (Fishbone/Ishikawa).
Step 3 - Generate possible solutions: In this stage need to be suggest and clarify possible options for each cause of the problem. Brainstorming and creative thinking are very useful tools in this stage. The aim is to be generated as much as possible solutions more or less effective. 
Step 4 – Evaluate solutions: In this stage need to be made a balance choice of identified appropriate solutions, considering organizational capabilities and needs.  Critical thinking, brainstorming or some tolls and techniques are helpful in this process.
Step 5 – Implementation of solution: Some solutions require more time to be implemented. In organizations need to be considered material costs and resources and need to be define a frame time. Also important part is after implementation of chosen solutions the process to be monitored and controlled. (Maund, Schriek and Tinkler, 2017)
[bookmark: _Toc46246581] 
[bookmark: _Toc49173309] DECISION MAKING TECHNIQUES 
 
Organizational decisions faced challenges that we do not face in individual decisions, also they required more time. (MindTools, 2020) 
There are several techniques helping in decision-making process to be select the best choice among the best options. 
SWOT Analysis is one of decision-making techniques that identify internal and external factors influencing the organization. The element of SWOT Analysis are Strengths, which is internal factor, Weaknesses is negative factor, Opportunities is positive and Threats - external factor. These elements need to be identified and categorised to be clarified the detailed picture of the situation. (Shewan, 2020}
PESTLE Analysis is another method of problem solving and decision making that happened to be identified external factors influencing the organization. The meaning of the letters is P - Political factors, E - Economic, S - Social, T - Technological, L for Legal and E means Environmental factors, that could be risk for organizational business. It can be use combined with SWOT Analysis for more clear view of Opportunities and Threats. (Story, 2020)
Cause and Effect Analysis (Fishbone/Ishikawa) technique highlight causes of the problem and effects resulted from the causes. It can be used to define all fields that need to be improved to achieve a positive result. (Lynch, 2020)
Other useful tools for organization decisions making are Porter’s Five Forces and Force Fields Analysis that help to analyse respectively competitive strengths and position and planning and implementing change management programmes and reasons behind the decisions. (odi, 2009)
In this particular case I am going to use Cause and Effect Analysis (Fishbone/Ishikawa) technique in problem analysis to determine the root of the possible causes of the problem and effects arising from them and to create a clear picture of the situation for better understanding.

[bookmark: _Toc49173310]PROBLEM ANALYSIS

The teams are a key element of organization’ work and life and the Company  depends from their collaboration, effectiveness, commitment and productivity. If the Company’s culture, environment or management has changed the employees respectively teams are going to be no longer happy. 
Goal is to be improved this relationship and to be reduced the negative effect of the problem over the organization.
In that particular situation the cause of the problem is supervisors and managers’ disrespect and disloyalty to teams, absence of two-way communication, feedback, support, low morale, low leadership style and negative attitude. The effects arose are poor job quality, ineffectiveness, low motivation, dissatisfaction, high turnover rate, stress, anxiety, health conditions, reluctance of work and disappointment of management, which contributed to limited opportunities, lower expectations, lower commitment and dissatisfaction.

                                      Cause-Effect Diagram
                              
                                   Teams                                       Management 
        Poor gob quality      High turnover rate            Absence of two way 
        Ineffectiveness        Stress                                 communication
        Low motivation       Anxiety                              Absence of feedback and  
        Dissatisfaction         Health conditions             support         
        Low commitment                                              Negative attitude                                                                                                                                           
                    Disappointment                                                 Disloyalty
                    Dissatisfaction                                                   Disrespect
Dysfunctional                                                                        
                           _______________________________________________________
 Management
                                     Environment                                     Culture   
           Unfriendly workplace                              Low morale and leadership style  
         Unsafe working environment                 Teams no longer participate 
           Unhealthy organizational culture            company’s events




[bookmark: _Toc49173311]ALTERNATIVE SOLUTIONS

Some of the alternative suggestions are
· A friendly workplace which is a key ingredient for workers happiness and satisfaction.   
·  Two-way communication, feedback, support, respect and loyalty would increase employees’ commitment and effective collaboration and would improve organizational performance. 
· Managers’ active listening would develop a positive attitude over the employees.
· Healthy work culture would deliver trust in managers, freedom of employees’ opinion and participating in working process. 
The  solution needs to be  united around the effective communication, support and friendly workplace

[bookmark: _Toc49173312]IMPLEMENTATION REQUIREMENTS

 The solutions should be implemented after considering organizational needs, resources and costs.
- Effective communication requires:
Two-way communication, 
Feedback 
Coordination between teams and management
Involvement teams in problem solving and decision-making process  
- Support requires:
Supervisors and managers to be aware to treat every employee with respect and value their opinion, ideas and concerns
 Management involvement in teams’ problems at workplace as well as 
personal team members problems and needs.
- Friendly workplace requires: 
Development of positive attitude
Respect and loyalty 
Managers to become an active listener
Management to unite employees and to deliver thrust 
Good personal connection between employees and managers
Involvement in company’s culture, both employees and management
[bookmark: _Toc49173313]ACTION PLAN AND MONITORING

Action plan require some steps to be followed for example what resources, costs of facilities are going to be used, how much time is necessary for implementation the solutions and to be determine who is going to be responsible for providing implementation.
In this case no resources or costs are required for implementation. What is necessary to be done is a meeting involved teams and management and to be communicate the implementation plan with them. 
Also specific requirement in this process is to be continually monitored and feedback the performance and to be ensure the plan is followed expectations and time frame. In my opinion the observation needs to be done from the highest level of management.

[bookmark: _Toc46246582][bookmark: _Toc49173314]CONCLUSION

In conclusion I can highly evaluate my experience about organizational problem solving and decision making. The knowledge I get from this practice is substantial for me as I learned  how to use problem solving and decision-making steps, tools and techniques.
Not least I realized that if I am successful at solving problems I will be more successful at any other activity in life and work.
Additionally the task developed my creative thinking, production of ideas (brainstorming) and communication skills. 
Also the knowledge gave me this subject is how to use problem-solving and decision-making tools and techniques SWAT, PESTLE, Porter’s Five Forces, Force Field and Cause Effect Analysis eventually at my future work in organization.
[bookmark: _Toc46246583]
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