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[bookmark: _Toc522148896]Introduction
This report is all about my experience of working in an organization where there was a problem that needed to be solved with proper tools and strategies. It was a workplace related problem and a much complex one which can not be solved overnight. I was working as a manager for a cleaning company named as Nationwide Cleaning Services. I have seen the struggle of the organization and as a manager, I had to step up and take different actions to provide the best solution towards the problem. In this report, I will discuss about a complex problem in the cleaning service company that I worked, investigate the reason for the complex problem, and try to find out a proper solution for that complex problem. Nationwide Cleaning Services is an organization that works under UK and provides cleaning services such as home cleaning, domestic clean, commercial clean, industrial clean, carpet clean, oven cleaning, spring-cleaning, washroom cleaning and stone floor clean (Nationwideukcleaningcouk, 2018). I worked as a manager for the organization and looked after the employees who are the heart and soul of the organization. As it is a big business with huge investments, the employees were the key towards the success of the organization. We provided all types of cleaning services by charging prices, which is competitive in the market with a promise to provide best services possible. As the manager, I looked after the recruitment and selection process of the organization and looked after the employees needs and wants to make them perform better in their job roles. All organizations may face some sort of complex problems, which might need a proper solution for the success, and continuation of the business and nationwide cleaning services was not an exception. 
[bookmark: _Toc522148897]The Problem
A problem is a situation that is unsatisfactory and causes difficulties for people. A complex problem is a situation that is causing extreme difficulty and time consuming to come up with a proper solution of the complex problem. The complex problem can arise in any situation and any time which can sometimes difficult to control. In nationwide cleaning services, there was a complex problem. The problem was the decline in profitability by 17% within last 3 months. For me and other managers of the organization it was a complex issue and it kept continuing and needed a proper solution to increase the profitability. This problem has impacts on the employers and employees and they will be always under pressure to work well to increase the overall profitability of the business. If profitability keeps on declining then the business will try to cut costs and get rid of huge number of employees to survive in the market. As for nationwide cleaning services, decline in profitability is a great concern for them and we will try to find out the proper reason for this issue occurred for last few months. A problem is a complex problem when it continues for several months and keeps on getting worse and this has happed to the cleaning service company I am working for and it needs proper analysis (Wordpresscom, 2014). The identified problem can be solved with proper decision-making and the model of 5 Why’s will be used in this report for further understanding of the situation. Decision-making is regarded as the cognitive process resulting in the selection of a belief or a course of action among several alternative possibilities (Managementstudyguidecom, 2018).
[bookmark: _Toc522148898]Importance of Problem Solving and Decision Making
Problem solving and decision-making are both interrelated with each other. Problem is a difficult situation that happen every now and then in the workplace. These problems needed to be solved with proper strategies and decision-making. Decision-making is about choosing the best possible alternative from the available solution towards a problem. Solving problems and taking effective decision are important because if a problem arises and is not solved quickly then it will get bigger with time and create problem for the employers and employees in the organization (Adair, 2013). Therefore solving the problems has to be backed up by effective decision making which can be the best solution to solve the problem before it gets out of hand. Where there is a problem that keeps on reoccurring in an organization then conflict occurs internally and employees will feel less motivated to perform well due to the work environment that has been established within last few days. So solving a problem as soon as possible is the best thing to do and it needs proper decision making and strategy setting by the management of the organization and that is why the problem solving and decision making is so important for any organization (Cottrell, 2011). 
[bookmark: _Toc522148899]5 why’s Model
The problem: The main problem is the decline in profitability by 17% within last 3 months for nationwide cleaning services UK. This problem has become a complex problem as it keeps on declining even more as time flies. We will be trying to find out the core reason for the complex problem occurred such as decline in profitability and try to find out a quick solution to solve the problem. 
Why: The sales of the nationwide cleaning services has declined. As sales is related towards profitability so lack of sales caused decline in profits for the organization. When sales declines the money earned per month declines as well which leads to a fall in profitability. The main target of any organization is to increase the sales every month and if they fail to achieve the budgeted sales for a specific month then profitability will surely decline. 
Why: The reason for decline in sales is due to lack of employees in working for nationwide cleaning services. Therefore, we are not able to provide services to the number of orders we are getting per month.  There may be demand for the cleaning services and as a good brand image nationwide cleaning service has huge base of customers. However, employees in the organization has left due to various reason and the supply of employees are less than the actual demand of the service required by the customers. Hence, we are able to see a sharp decline in sales for last 3 months. 
Why: They left the job as there are lack of opportunities for them to get promotion in the job and other nations and organizations are providing more payment and facilities to them. Everyone leaves where there is a better opportunity available in hand, this has happened to nationwide cleaning services, and employees have left although they gained so much experience from this organization. 
Why: BREXIT is one of the reason why they left the job and moved towards other European nations, as there are better facilities available there. The organizational strategy and management policies have degraded over the years for nationwide cleaning services and employees felt the urge to leave the organization, as better opportunities are available for experienced and well-trained employees. 
Why: Employees had to leave due to poor policies of compensation and benefits for the employees. This has happened due to increase in the cost for organization and to cut costs the management of nationwide cleaning services had to recheck their policies. It was difficult to retain trained and experienced employees as they got better offers with better payment facilities. The newly hired employees are not experienced enough and they need time for training and learning which is time consuming and as the same time will incur huge cost for the organization.  


[bookmark: _Toc522148900]SWOT Analysis
Strength
· The main strength of nationwide cleaning service is their brand image in UK.
· They have good financial capabilities and this acts as their greatest strength as they can expand so easily.
· Another strength is their experienced and skilled leaders that are efficient and effective at decision making for the organization.
Weakness
· Employees leaving the workplace due to lack of opportunities and poor organizational policies. As a result, the organization is struggling to meet the demand of the customer with their service level.
· Poor human resource management strategy and marketing policy to bring new clients for the business and retain the existing employees. 
· Inherent time lag when building goodwill and trust.
· Lack of opportunities for training for inexperienced employees.
Opportunities
· Shifts in consumer consumption habits that are moving toward increased utilization of cleaning services.
· Grabbing the new clients who are still unaware of the cleaning services provided by nationwide cleaning services.
· As the number of commercial buildings and residential homes increase, the demand for cleaning services is likely to enhance along with it.
Threats
· Threat for competitors as they are providing better services at reasonable prices compared to nationwide cleaning services.
· Competitors offering better opportunities to the employees and taking the experienced employees away from us. Therefore, employee turnover is a huge issue for the organization. 
· There is threat of new substitutes entering in the market acts as a huge threat for the growth of the business. 
[bookmark: _Toc522148901]The problem identification
The SWOT analysis has given us the external and internal analysis of the organization. As a result, we are able to known the main strength, weakness, opportunities and threats for the organization. The main problem for the organization lies in their internal weakness such as Poor human resource management strategy and marketing policy to bring new clients for the business and retain the existing employees. This has caused the experienced employees to leave the job and as a reputed organization it is unable to serve all the customers and refusing many orders. New employees are needed to be hired and they needs proper training before they start working at the field and this is time consuming and costly and this creates a complex problem for the organization (Nationwideukcleaningcouk, 2018). 
[bookmark: _Toc522148902]Decision Making Model
Force Field Analysis to make Decision
Force Field Analysis was developed by Kurt Lewin (1951) and is widely used to inform decision making, particularly in planning and implementing change management programmes in organisations. This is a complex theory that helps to find out the impacts in the organization due to several forces (MindToolsVideos, 2018). Nationwide cleaning service can use the model of force field to identify the reason for the problems that the organization is facing and will be able to come up with a decision-making policy to solve the problems. The model will help to find the negative impacts and later will help to come up with a solution to minimize those negative impacts. There are various steps in the model that needs to be followed. We need to improve the factors that has an impact on changes and need to consider the resisting factors as well (MindToolsVideos, 2018).




[bookmark: _Toc522148903]Force Field Model Analysis for Nationwide Cleaning Services UK
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· The management is the biggest problem for the organization. The management policies and recruitment procedures are not good enough for the organization. The staffs are not satisfied and the experienced employees are finding every change to leave the jobs. Therefore changing the management will bring positive influence towards the organization. Therefore, new strategies and recruitment policies will be implemented and hence the score will reduce by 6 as recruitment policies will improve and management will start thinking about the welfare of the staffs rather than for themselves. 
· Shortage of trained staffs can be reduced with better management policies. The management should introduce training programs for every new joiner and it should be for specific period. Hence, trained staffs will perform more efficiently and they will be more motivated to perform well in the job due to good working environment and management policies. Hence, 3 points will be reduced from shortage of trained staffs.
· If management thinks about the benefits of staffs and provide them a better salary and better facilities then trained staffs will not leave the job and look forward to stay for longer period and hence 2 points of restraining will reduce. 
Before our score was 11:15 and now after the changes, it will be 6: 4. With a proper plan all the problems can be solved one after another and this might take some time but it will be beneficial for the organization in the future. 
[bookmark: _Toc522148904]Making best possible choices
· Needs to train the new staffs properly with new training programs implemented by expert managers. Trained staffs will be able to provide effective and efficient services to the clients. 
· Changes in the management team is highly required as new management team will be a good change for the organization as well as for the staffs in terms of strategies and policies. 
· With new policies and strategies, it must be ensured that the staffs are paid well and the salaries should be increased for the experienced staffs. In addition, non-monetary benefits such as goo work life balance, remuneration based on performance and proper leave policies should be provided to the staffs, which will attract new employees. 

[bookmark: _Toc522148905]Best Solution
The best solution for the organization is difficult to find as each solution will have its own positive and negative impacts. If management is changed then new management will take over and can benefit the organization but at the same time can be much worse than what it is now. If employees need, training then they will need time to be trained and it will be costly for the organization. If salaries are increased then more recruitment will happen and staffs would stay but it will increase the cost of the organization as well. With all the solution in mind I think the best solution should be to change the management specially those who work in the human resource department as they are responsible for managing the employees and making and implementing strategies for the organization. 
[bookmark: _Toc522148906]Plan development and implementation
Date: 26/08/18
Dear Operations Manager,
According to my analysis, I have discovered some problems in our organization. I have come up with some solutions to resolves those problems with proper implementation of plans. My proposed plan includes:
Goals/ Objective: The main goal of Nationwide Cleaning Service is to satisfy our clients. To make them satisfied we must ensure that the staffs are providing efficient services to our clients who are looking for cleaning services from us. We need to keep our staffs motivated to perform well by providing them performance-based remuneration and train them to improve their skills and abilities to provide efficient and effective services to our wide range of clients. 
Stage 1: Information gathering:  We need to gather information so that we can provide the best solution towards the problem. As the sales of our company is declining, the management is there to blame according to my own research. The organization head should gather the list of the all managers and specially look after the HR managers and their work performance. I have gathered all the information using problem-identifying models and we can review it again by setting a proper meeting. 
Stage 2: Identify what is important: it is important to identify the needs and wants of the organization and its employees and changes should be made accordingly. This helps to set the direction of the company for long period and defines the objective clearly. For example, in nationwide cleaning services the staffs are leaving the jobs as other companies are providing better facilities both monetarily and non-monetarily. The management department of our organization is only thinking about their own benefits rather than for the employees. I believe the HR department managers should be changed so that new managers can implement new policies, which will benefit the employees and encourage experienced employees to stay and continue working for the organization. The newly joined employees should be trained properly although it will incur huge costs in the beginning but in the future, these experienced staffs will bring more profits for the organization. This cannot happen without the change in the management as currently the staffs are unsatisfied and many experienced and skilled employees have left the job as they got better opportunities in other organization. 
Stage 3: Define what must achieve: The management should be replaced and new recruitment should be done. The hiring of the new managers should be based on their past experience and performance and they should think about the betterment of the organization as well as the employees. They should be able to bring changes in the organization like better facilities for employees, more training programs for new recruiters and better working environment and work life balance for the employees. In addition, if these things are achieved in time problem with a decline in sales in the organization will be reduced gradually.
Stage 4: Set time of plans: Need to set proper time of this plan.
	Activity
	Date of expected completion (DD/MM/YY)
	Success indicator

	Replace existing managers
	15/9/18
	Staffs feedback

	Increase salaries and benefits for staffs
	01/12/18
	More staffs willing to stay in the organization

	Training Existing and New Staffs
	01/02/19
	On completion of the training program



Stage 5: Review: The plan that will be implemented needs to be reviewed on periodic basis. This will help us to know whether the plan is successfully working or not. If the plan is not going according to what we wanted then necessary corrections can be made. 
According to (Galbraith and Nathanson, 1980). Those are some of the steps, which have mentioned above is the process of implementation a plan. Some steps are needed to be followed to implement those plans. At Nationwide Cleaning Services, the Human Resource Management team should be changed for better policies and strategy implementation so that more staffs will feel like staying in the organization for a longer period and serve the organization. Hence, the clients will be served well with efficient services from trained employees and our sales will eventually increase. 
Sincerely yours,
Debora Souza
[bookmark: _Toc522148907]Monitoring and Review Technique
Monitoring is a continuous or periodic process, which allows for regular feedback of systematically collected data or information. Evaluation is a systematic and objective feedback of a completed or ongoing action, aimed at determining its performance (Endvawnoworg, 2018). Monitoring and reviewing is important to understand that the implemented plan is actually working or now and should be monitored and reviewed on a periodic basis. This helps to reach towards to goals and objectives of the organization and take necessary steps required based on certain situations. In case of Nationwide Cleaning Services, the monitoring and evaluation can be done by taking surveys and feedback of the staffs who are working for the organization. The survey and review will ensure the satisfaction of the employees based on the working environment, management policies and facilities provided to them. The managers strategies and performance will be reviewed regularly by top management to check any misuse of resources provided to them. However, not only internal feedback is important for organization but the external feedback is important as well. The clients are looking for efficient services from trained employees from our organization and their feedback matters as well. Feedback can help the Nationwide Cleaning Services to identify their negative sectors and then they can make better decision to enhance and improve their performance. Furthermore, it can be stated that feedback from various suppliers, merchants and stakeholders can be used for motivating the organization to build a better working relationships. (Stucker, 2018). The feedback will help us to train the employees if they are lacking any skills and abilities and this will further improve themselves and will be able to provide superior services to the clients. This monitoring and evaluation technique will help the organization in positive way and will be able to make the employees as well as the clients satisfied which will ultimately increase our sales and revenue which have been declining for the last few months. 
[bookmark: _Toc522148908]Conclusion
It can be concluded that an organization which used to have an increasing rate in terms of sales have been facing problems internally and are not able to provide superior services to the clients. There have been orders from the clients that the organization is not able to serve due to lack of trained employees. Whereas some clients are not willing to order our services due to poor experiences from some newly joined staffs.  The staffs who joined newly needs to be trained and groomed well before sending them in the field and this should be ensured by the management department. Therefore new managers should be hired who will be able to think differently and come up with strategies to solve the current problem of the organization. The salary and benefits of the staffs should be increased as well as they are moving to different organization where they are getting better offers. Making the experienced staffs stay and work for many more years would be the main goal and with better salary and benefits offered, new employees will be eager to join the organization and hence our services will improve and more clients would be happy and satisfied which will ultimately increase our sales and lead to higher profitability in the future. 
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