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Problem Solving Tools and Techniques: a work base experience
1. [bookmark: _Toc18437178]Introduction 
This report is developed to explore my understanding towards recognizing a problem and my capabilities to use key problem- solving tools and techniques in a work base problem. I have mentioned one of problem -solving tool known as fish-bone method which is very well-known and popular in our daily work base problematic situation. In doing that I have described one of my past experience dealing with a problem to establish the relativeness of that problem-solving method to my course.
Problem is defined by Oxford Dictionary in 1995 as “Something hard to understand or accomplish or deal with”. In our everyday work life, we have to face something we do not understand, or it becomes difficult to set things as they ought to be. The most common problems generate in a work place may come from collaborating work with different types of people, meeting the target and deadlines set by organization, working within target budget or working within the norms created by the culture of the organization. Sometimes problems come from human aspects such as communication problem, attitude problems, interpersonal issues between management and subordinates, ethical problems, discrimination or performance problem (Elstein, 2002).  Problems also may occur due to process and policies of the organizations and its surroundings such as resources, clients. This report will demonstrate a harassment problem which comes from discrimination problem.
2. [bookmark: _Toc18437179]Topic (selected problem) own work experience 
In this report, I have discussed a physical harassment which I experienced in my previous job. This occurred to an elderly woman in a care home. I was working for that home care company as an assistant supervisor. As I witnessed the incident, I took necessary steps. The old woman was handled in a very bad manner and with less dignity. She got injured which can defined as physical harassment due to age discrimination. 
3. [bookmark: _Toc18437180]Back ground of the organization 
The organization I worked with was a care agency who provide personal, home and social base care services in different areas in East London. They provide social and home care services to people who are in need of such care. The agency is currently providing services to 200 clients with a team of 170 staffs and carers. 
4. [bookmark: _Toc18437181]Sharing experience with the organization 
My personal journey with the organization was good and I have learnt much of health and social care service from this care home. But the incident that I witnessed was sad and unexpected. The reason behind the incident was fully because of less care and less knowledges and skill of carer. The policy and rules or regulations of the care home was up to the standard and the company was giving service to people from last ten years. 
5. [bookmark: _Toc18437182]Literature review 
[bookmark: _Toc18437183]5.1 Harassment
Harassment can be defined as an unwanted act related to religious belief, political opinion, gender reassignment, race, sexual orientation, disability or age. When these are the purpose of violating individual’s dignity humiliating in offensive environment. Making anyone intimidated or distressed is also conduct of harassment (Citizen Advice, 2019). Unlawful discrimination and acts as abusive or threatening speech, jokes or behaviours are also known as harassment according to the Equality Act 2010. Hence, harassment is referred to as any unwanted behaviour which can make individuals’ humiliated or intimidated. These unwanted behaviours are as:
· Physical gestures
· Facial expressions
· Offensive emails, comments on social media or in networking sites
· Jokes/images
Harassments can be explained with in work-role procedure as below (Welch, 2019).
· Discouragement someone’s role or act and criticising in front of other staffs and patients
· Asking employees to perform for something they have not got training.
· Not valuing anyone’s contribution
· Unrealistic workloads, responsibilities
· Shouting or swearing at someone
· Ignoring individuals purposively
· Inadequate supervision or absence of supervision
· Bullying trainees by other staff to pursue targets.
[bookmark: _Toc18437184]5.2 Prevention is important
Discrimination in health care industry is prevalent and common incident; targeted at both the service user and the caregivers which ranges from gender inequality, ageism or racism. People who is upholding other peoples’ life through health and social care, no doubt their mental and physical conditions are equally important to ensure best service. Being harassed by any health care professionals is detrimental to individuals’ emotional needs. UK health and social care is already facing the problem of staff scarcity (The public service union, 2019). Instead of making a complaint, many staff keep silence or leave NHS jobs. Harassment can also create unproductive environment in workplace which may include:
· Poor employee relation 
· Poor morale and ethical approach
· Respectless relation with manager which may break the chain of order
· Poor performance
· Increase in absence at work
· Court cases resulting with huge compensation
[bookmark: _Toc18437185]5.3 Statistics of discrimination 
The statistics of harassment reveals appalling picture of the sector. A survey by MENCAP (Learning disability charity in the UK) revealed that, 46% of doctors and 37% of nurses stated that, they are witness of discrimination towards people receiving poor treatment comparing with disability comparing to others in NHS. From a health and retirement study, it was stated that among 6017 users, aged over 50, I in 5 reported that they faced discrimination in setting their healthcare service. This is the most common type of discrimination a research carried out by The King’s College which was done by NHS, revealed that out of 2,55,150 employees, 12% reported that they experienced discrimination being different ethnic background (Royal College of Nursing, 2019).
NHS hospitals, clinics and other places providing care should be harassment-free zones for the millions of staff working in healthcare across the country (Royal College of Nursing, 2019). This also includes those in ambulance teams and staff looking after patients in the community.
[bookmark: _Toc18437186]5.4 Responsibilities of trainers and other senior staff
The role and responsibilities of senior clinicians, educators and mangers impact on ensuring organizations to provide supportive work environment for the staff. A workplace free from harassment cultivates the culture of non-harassment zone (Spencer & Munch, 2003). Such workplace always enhances patient’s safety and staff wellbeing. Regular training is expected on equality and diversity. Timely, appropriate actions need to be taken whenever staff witness bullying or discrimination behaviour. Lack of management support can be responsible for frequent harassment incidents. Managers need to make clear conception about unlawful discrimination among staffs. Unlawful discriminations are related to age, disability, gender reassignment, race or sex. Senior managers duty is to confirm the organization is free from all kind of unwanted behaviour as well such as spoken or written abusive word use, offensive emailing, images or graffiti, physical gesture, facial expressions or even jokes.
6 [bookmark: _Toc18437187]Discussion on different DM tools and techniques
To clarify the roles and responsibilities of different decision making, may fact and factors interact between care professionals and patients. Six key roles have been defined by experts who make decisions in health and social care related problems such as doctors, nurses, front-line manager, senior -level manager, and the board of director (Ellen, et al., 2013). Selecting a course of action from a range of alternatives, to solve a problem, is defined as decision making (Choo, 2006). All decisions are generally involving various known and unknown factors. In a health care environment, regulations and standards are always changing thus, any decisions cause many unanticipated future problems. 
[bookmark: _Toc18437188]6.1 SWOT analysis
This is a strategic tool that health organizations use to find way out to make sustainable and competitive position and relation with their customers (Wijngaarden, et al., 2012). And strategic planning is a continuous process of creating, implementing and evaluating decision making to achieve organizational goals (Dergisi, 2015). Health organizations need to analyse their internal factors in terms of strength and weakness and external factors in terms of opportunity and threats that impact on their business. For the organization I worked with, the SWOT analysis was drawn as below.
Strength
History of successful Open day. 
Local charities willing to participate
Large customer base

    Weakness
Limited focus on expanding beyond east London.
Narrow focus on open events not partnership activities
Services too stretched for additional activity



   Opportunities
Active volunteer committee willing to plan and organise events
Patients active in the care homes can be asked for their opinions and suggestions
With increase in focus on healthcare, care homes have opportunity to expand geographically


     Threats
Confidentiality of patients is at risk
Patient coerced to do things they do not wish to do









                                                     Figure: SWOT analysis  
The organization were capable of conducting successful open-day when it started the social care journey. In the whole community welcomed their service wholeheartedly. Local charities also were willing to participate. therefore, building large customer base was not a problem for them. But, after successful journey of one year, the company started to ignore the opportunities coming from the surrounding environment. Thus, their focus on providing service became smaller and they started losing customer. They also ignored to tie up with other health care organization inside the community which made them left behind. Too opportunities are there for the company as available active volunteer ship, extensive interest among customers and increased demand of expansion in other areas. Too much involvement with outsider can put the client’s confidentiality at risk and sometime patients are forced to do things they do not wish to do.  This can build negative image for the company.
6.2 [bookmark: _Toc18437189]PESTEL 
Health organizations do PESTEL systematic Analysis to identify the business trends to gain competitive advantage.  PESTEL analysis can provide facilitating the conceptualization of wider business environment, developing external thinking, enable organizations to anticipate future prospects, enable organizations to explore business opportunities in the new and changing environment (Yüksel, 2012). 
Political Factors: change in tax regulations, law enforcement in consumer protection, employment regulations and insurance policy change all are the political mandate generally impact on health care business. For instance, if tax policy is changes it impact on governmental expenditures and subsidies in health care sector. Insurance policy change can impact on the amount of insurance coverage and that might influence people’s behaviour towards having insurance policy.
Economic Factors: the rate of unemployment, inflation, change in exchange rate, interest rate, all impact on the economy of the country and government has to be reacting with these changed policies. These changes impact on public spending policies and purchasing power of common people. Such as if the manufacturing of medical equipment increases when the unemployment rate is high, there will be less purchase of those products. Moreover, high unemployment means loss in health insurance coverage which impact on all kind of health services. 
Sociocultural factors: Demographic changes, changes in values, belief systems also impact on healthcare business. In a community people live from different cultural and social background. Health care centre should acknowledge these cultural diversities to attract clients. Companies should get along with the people in the community and understand how their health care spending are influenced by their culture and social context. This will help them to build a sustainable relation with their customer and sustain in the market. 
Technological Factors: the overall performance of the health care organization can be influenced greatly by the technological advancement of that organization. Technology can provide better communication with customers, digitalization in customer service can save time and cost of both the customer and the service provider. Most importantly, technologically advanced equipment can provide high standard of treatment and care service. 
Environmental factors: Environmental sustainability are the recent trends that are changing the way of doing business from last decade. Health care organizations should be aware of these environmental issues which impact on the brand image of the company and directly impact on customer relationship.
Legal factors. Following new laws and legislations make the company up to date and can save from any kind of action which can lead the company towards failure. Legal implications, compliances should be taken into account while making any strategic plan. 
[bookmark: _Toc18437190]6.3 Porters five factors analysis 
Porter’s five force model is another strategic tool used by health organizations to build sustainable position in the market. firms use this tool to assess the attractiveness and competitiveness to conduct business in the specific industry (Dobbs, 2014). The analysis counts the intensity of the competition determined by the five major factors as below:
Threats of new entrants: through low price strategy, reduce in cost, and providing new value proposition to the customer can help to save the competitive position of the organization. by offering new products and services, spending money on research significantly impact on customer preferences. 
Bargaining power of suppliers: health organizations have to buy products from various suppliers. If suppliers are more powerful, they can control over the negotiation price and organization can face low profitability. By building strong and trustworthy relations with suppliers, companies can enjoy the power of bargaining and can sustain their profit margin. Also, companies should not be dependent on one supplier so that if one rise price they can go to the other supplier. Moreover, experimenting new products and materials also can help to sustain profitability and market position.
Bargaining power of buyers: buyers always demands more by offering same or even low prices. The high the buyer bargain power, the higher their ability to increase discounts and offers. Building large customer base, rapid innovation of new products can help companies to keep the buyer bargain power low.
Threats of substitute products: when new and similar products can provide same service or benefits, customer get the power. When this power is high, it offers value proposition and with unique difference from the current offers. Health organizations need to be ser ice oriented rather product oriented. Moreover, they should be aware of core need of customers and provide range of alternative products so that customers can switch products in their offer range.
[bookmark: _Toc18437191]7. Identifying root causes of the chosen problem
Problem recognized while working with this organization is harassment due to age discrimination. For any care agency documentation is the key to success. This problem was identified using the fish-bone root cause analysis which is presented below with a diagram showing how physical harassment is arising from the root causes such as environmental aspect, method aspect, equipment and people aspects of the agency.

EnvironmentMethod
Communication Problem
Frequently changing procedure

            less sharing environment
             No training rooms
             Lack of fund 
 
Physical harassment


Equipment
Not much technical support for effective reporting
No use of updated support
People
Lack of skilled employee
 High staff turnover





Figure: Fish Bone analysis
This fish bone analysis contains four distinguishable area of problem inside the organization which affecting the level of service. And as a result, the incidents of harassment occurring unacceptably. Here I explain each of the problem areas.
Environment: organization environment and culture are important factors to build reputation and provide maximum level of service. For health care sector, organizations need to build good corporate culture that is not only important for the employees only but for patient engagement also. Creating an environment which is employee focused can make employees enjoy what they are doing considering employees are the most prominent and valuable resource for the organizations. Less sharing tendency among carers creating obstacles to improve their service level and to transfer important information which could reduce faults and mistakes. Proper training is integral to offer best service and to build good customer relation. Sufficient training rooms were not available to arrange necessary training programs. Staffs refused to go outside the organization, sometime felt less important in a new place to take training. Management also tend to put less effort to arrange training programs and funds for training programs. Fund arrangement skill was less evident in the operational plan in that organization. 
Method: to state methodological problem, there were two significant problems in the organization. First one was communication problem and second one was frequently changing procedure of providing care service and change in documenting procedure. Communication was a prime problematic area as I identified and it was from the management, administration and among staffs. Transparency with employees is very critical to build trustworthy relations with them which was not given importance. 
Equipment: less technical support for appropriate reporting and there is no use of updated software are two majors equip mental problems have been noticed. Because of less technical support, employees’ job performance reviews are not made in appropriate way and the previous reviews are not available always. An effective performance review report helps to design and set performance objectives jointly by employee and manager for upcoming days. This also focus on employees’ strength and the areas which need developments. An updated software helps to document all these review reports in appropriate way so that when necessary can be found easily. 
People: lack of skilled employee and high rate of employee turnover was noticed. As there is no sufficient fund and space for training programs, employees remain less informed about new changes and procedure to provide services to clients. And less use of review report makes staffs feel less important and less connected with manager. High turnover of staffs leading the organization towards short term relation with employees which directly impact on service quality.
[bookmark: _Toc18437192]8.Proposed solution
To overcome harassment incidents many experts suggested variety of solutions to help to upgrade health care service and to make this service harassment free. From the recent research works, it has been prominently suggested that training employees and use of advance technologies are the most helpful solution to face the harassment challenge faced by clients and service takers (Stevenson, et al., 2006). I personally feel from empirical study, leadership is another major concern being ignored in the healthcare profession. Managers, line-mangers put their duty in the frame of health caring only not being aware of leading the team effectively through effective leadership. However, I would like to address harassment problem with three different solutions.
[bookmark: _Toc18437193]8.1 Staff Training & Retention
Staff training and retention is as important as the company is sustaining its brand image. Because it is employees and staffs who make the overall image of a health care organization (Hounselow and Richmond community healthcare NHS trust, 2019). this industry is a service-based industry. Customers tend to but service more comparing to products. Even products they but form the company, mostly depends and sold with service. Providing training to their staff is the key investment of care centres. Training is crucial in providing high level of care to the clients. All the statutory and mandatory training reduces the risk and comply with organizational policies and governmental rules or regulations. Complaints handling, incident reporting, consent taking, conflict resolution, mental capacity and safeguarding adults, medicine handling and management are the mandatory training the organization must arrange for their staffs. Core health and safety awareness training includes awareness of local health and safety policy, disease and dangerous occurrence, control of substances hazardous to health and etc. All these training make an employee responsible and confident handling and carrying out the job role with perfection.

[bookmark: _Toc18437194]8.2 Ensuring use of Updated Software 
Advanced software helps keeping data and information up to date and helps to provide better and quick service. Document management software and digital information management enhanced the level of standard and service of health care (Parkin, 2009). Adoption of new technology not only improve managerial skill but also service provider’s skill. (Randolph B. Cooper, 2009). The access to the best diagnosis technology, cutting-edge treatments, minimal-invasive procedure with less pain and fast healing are the results of advanced technology. Digitalization of clients’ health record, mobile app technology in medical service, electronic report, big data and cloud specially used in medical research all impact on high standard of health care service. Low cost, improved service are the critical factors to achieve success in this industry.

[bookmark: _Toc18437195]8.3 Effective leadership
Leaders creates an environment where shared purpose for different individuals doing different work, inspiring them to work as a team and delivers benefits to clients ( NHS Leadership academy, 2013). Undoubtedly, leadership is the integral to run a team work like health and social care service.
Health care providers must be continually improving, offering high quality in their service with compassionate care delivery oriented. The key to motivate and cultivate the culture of leadership is awareness of importance pf effective leadership in job role. High energy, self-confidence, internal use of control, emotional maturity, personal integrity, socialized power motivation, achievement orientation and low need for affiliation are the key factors to cultivate effective leadership. True leadership can build a team sustainable to build good reputation and relation ship in the community. It has been well accepted that effective leadership is mandatory in achieving organizational success. Because health care providers must work as team, researchers continuously put effort to prove the evidence of necessity of effective leadership in health care sector (NHS leadership academy, 2013). 
[bookmark: _Toc18437196]9 Evaluation of the proposed solution
Among these three proposed solutions I would like to rank the leadership solution as the best solution for handling physical harassment. Because handling harassment is nothing comes from very up reaching or high-profile skill. It is very basic and core training which social carers get training about at the very initial stage of their career. Therefore, health carers need to be motivated and more responsible towards carry out compassionate job responsibility. Leadership can enhance the opportunity creating a positive and very influential job environment in delivering high standard care. Leaders can motivate and also can retain staff for necessary job role. Effective leaders can influence and guide the team to achieve organizational goals and objectives. Organizations can gain the advantage of possible outcomes by creating an effective leader for their organizations. Technological advancement is also not possible without a leader. Because setting technologically advanced management system needs just investment but using full benefit of these technology only can be beneficial if an organized, well skilled and passionate team work under proper leadership can is assured.
[bookmark: _Toc18437197]10 Plan for implementation 
Implementation for creating and enhancing the scope of building good leadership should be major concern for health organization. therefore, stakeholders need to take care and train employees so that they can turn into effective leaders. Employees should get chances to prove themselves and proper supervision and training need to be provided as necessary. Stakeholders should come under one mission while developing leadership among the team members. Leaders can be selected or elected based on efficiency and skill and knowledge. 
	Solution
	Plus
	Minus
	Interesting

	Staff Training & Retention
	Well-trained staff is always a resource.
	Without proper leadership and guideline trained staff cannot produce ultimate output.
	Trained staff can be a good leader and guide the whole team.

	Ensuring use of Updated Software
	Updated software helps to keep the organization effective and efficient.
	Software needs educated people. 
	Trained employees are needed to run software.

	Effective leadership
	Effective leadership produce target goals and helps the team to produce better performance.
	………………………………
	Well known phenomena and leadership ensures proper use of software and trained employees.


Table: Plus /Minus/Interesting table (Developed by author)
[bookmark: _Toc18437198]11 Communication plans for stakeholders
 Stakeholders should be aware of the need of effective leadership for all the teams working for the organization. interdepartmental and intradepartmental policy under effective leadership will be developed and communicated to all the stakeholders. The policies and procedure will be distributed so that all responsible person understand organizations’ commitment and eliminating unacceptable behaviour conducting job role and know how to reduce possible the harassment incidents.



	Stakeholder
	Power/interest
	Key interest & issues
	Communication vehicles
	Frequency
	Comments

	Medical Director
	Arranging meetings to discuss project objectives.
	Project Goals and objectives.
	In Person and face-to-face.
	Every six month
	The frequency of communication should be changed when needed.

	Operation
Manager
	Identifying all the operational aspects clearly.
	Operational activities.
	Face-to-face and email.
	Each stage of new programme.
	Programme developments can involve changes at any stage.

	Supervisor
	Dividing job roles among staff and clarifying the job requirements.
	Job distribution.
	Face-to-face meeting and personal visit.
	Monthly.
	Monthly report building to ensure performance standard.

	Departmental Manager
	Setting target and deadlines along with performance measurement.
	Performance monitoring
	Email, Face-to-face meeting
	Daily.
	Daily monitoring system on performance.


Table: Communication plan for stakeholders (Developed by author).
[bookmark: _Toc18437199]
12 Review and monitor
Review and monitoring are important part of implementing any new policy (Braun, et al., 2013). Reviewing the effectiveness of leadership will be ensured each six months and close monitoring will be ensured in every monthly meeting. Staffs will be given opportunity to give their opinion about leadership. Their will be an open environment to give everyone the right to explore themselves and express themselves.
[bookmark: _Toc18437200]13 Conclusion 
This report explained how problems occur in a health care organization with discussion of the root cause. Organization’s external and internal environment has been discussed to find effective solution witch best suits to that organization. Literature on the topic or defined problem has been presented to construct better understanding on the topic.  Among three solutions one has been given priority over another two because that was proved to be best solution for the organization in terms of implementation.   


………………………………………………………………….
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