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1.0 Introduction: 
Objective: The purpose of this report is to show how problem solving and decision-making theory, tools and techniques can be used to solve performance issues within the workplace. 
 Theory (Rational Decision Making Model): According to (ResearchGate 2008-2020) The rational model of decision making which is the opposite of intuitive decision making process, is a model where facts and information, analysis and a sequential procedure is used to arrive at a final decision. This report will follow a systematic approach and employ the rational model to resolving the problem by first identifying and defining the problem, examining its scope, nature and impact and analyzing its causes and effects. A series of alternative solutions will then be generated with a view to select the most appropriate solution by using chosen decision-making techniques. Finally, an implementation plan for the proposed solution will be created and communicated to the stakeholders whilst making sure the success of the plan is monitored and reviewed periodically. This systemic approach will serve as a suitable process model and theoretical base for understanding and applying critical thinking skills whilst solving the complex problem of poor performance within the workplace.
Definition of Problem Solving: The Collins English dictionary (2020) defines problem solving as “the act or process of finding solutions to problems, especially by using a scientific or analytical approach.” It is a vital everyday skill that you will need to have for your personal and professional life.
There are several reasons problem solving skill is important within the workplace. Some of them include the following
· Employers know that having a good problem-solving skill is an indication that the employee also possess a range of other competencies such as imagination, creativity, innovative, resilience, logic, lateral thinking and determination. 
· It is a necessary skill for managers and all senior level roles.
· Those with good problem-solving skills are a valuable and trusted asset in any team – these are the people who are creative, innovative, simplify processes or help save organisation’s and customer’s time and money.
· They are proactive and practical thinkers who like to get things done.
· Can help you advance quickly and enhance your career opportunities.

2.0 The complex problem of poor performance in the workplace.
Overview of Performance Management: According to (UKESSAYS, 2003), Performance management is a system of obtaining better results from the organization, teams and individuals by understanding and managing performance within an agreed framework of planned goals, standards and competence requirements. It is a process for establishing mutual understanding about what is expected and what is to be achieved. It is usually driven and owned by line managers. Performance problem is what is responsible for wastage of time, money, decreased productivity, low staff morale, and adverse impact on customer service. If the problem is not dealt with it can lead to termination and can lead to extra cost for recruiting and hiring. 
Poor Performance Definition: Poor Performance is the failure of an employee to meet reasonable and achievable performance expectations.  The (labour guide, 2020) states that Poor Work Performance is categorised under a broader heading of Incapacity. Poor work performance or failure by the employee to achieve and maintain the employer's work performance standards in terms of quantity and quality of output is a growing problem.
Organisation Background and the complex problem: While working at an automobile manufacturing company in the UK as a sales executive, the organisation suffered a set back due to a significant decline in work output in terms of quality and quantity. Out of about 20 branches in the UK, my branch had the worst profit turnover for the year. The sales for that year had dropped by 25 percent. The sales and production teams, which is critical to the success of the company, were the departments that were mostly affected. There was an urgent need for performance improvement otherwise the future of the entire site and jobs was at risk. Just before the decline in performance, one third of the employee who worked in the production department had to relocate back to their countries in Europe due to the uncertainty the Brexit issues presented. Therefore, the production department was understaffed resulting in increased workload. Investment in the automobile industry had dropped and production cost had increased due to increase in raw materials and tariffs. There were also rumours that the company might shut down operations. Other competitors within the same industry had invested in new machines and technology that had the capability to produce twice as much faster than the old technology could produce. The sales and production staff team’s morale were very low because they felt they were underpaid not appreciated by their line managers. On a closer examination. It was discovered that the line managers were not adequately empowered to manage performance. There was no consistent performance quality across the workforce. Their performance was not being measured properly, rewarded or held accountable for. Also, the line managers were not being held responsible for ensuring quality output in their teams. 
Three states of change in organizational change
In order to solve this complex problem of poor performance in the workplace, it is important to acknowledge a major organisational change is required. This change is represented in three states namely.
	Current
State


How things are done today.                                                                  
	Transition
State


How to move from current to the future.

	Future state


How things will be done tomorrow.  

SWOT Analysis		
In trying to understand and identify the workplace problem of poor performance within context, we will do a swot analysis of the manufacturing company.
· Strength (internal Factors): advantages of the product, services and business. Product capabilities. Large organisation with access to resources and support. Knowledge, experience and big data. IT and communications. Better quality product (better lifespan).
· Weakness (internal factors): lack of performance management culture and proper managerial supervisory duties. Poor performance. Old manufacturing machine and technology. Slow production process. Competitive weakness. Financial constraint. Limited budget. High cost of production. Inconsistent capabilities. 
· Opportunities (external factors): opportunities in the market. Weakness of competitors. Current trend and styles. Export opportunities. Online marketing services. Automation. Niche market. New automobile technology (electric cars)
· Threats (external factors): Brexit (political factors). Changes to trade laws. Environmental pressure (air pollution). Rapid changes in technology. Competitors. Decrease in customer demand.

The strength and opportunities represent the positive aspect of the company while weaknesses and threats highlight the negative aspects.

Pestle analysis
By using the pestle analysis to understand the external macro environment in which the business operates, these information were gathered.

· Political: Brexit and the uncertainty it presents. government emission policy.
· Economy: Reduction in investment in the automobile industry and rising inflation.
· Sociological: Driving popularity culture especially among the younger generation. Electric cars gaining popularity.
· Technology:  advancement in self-driving and electric cars. Improved safety.
· Legal: trademark, copyright and patent laws.
· Environmental: carbon emissions causing environmental pollution and affecting climate change.
3.0 Cause and Effect Analysis
Cause and effect analysis are a technique that aids in identifying the root cause and all the likely causes of the complex problem and identifies possible effects. First, the major factors causing the complex problem of poor performance will be identified. These are:
· Political factors: the Brexit issue had caused a lot of uncertainty and had changed the way business was done. Reduction in staff means more workload for the current employee.
· Management/staff: Due to lack of proper supervisory duties by the line managers and lack of a performance management policies and plan. Low staff morale due to lack of performance recognition and rewards.
· Technology: The current machine used were outdated and not matching up with competitor’s capabilities.
· Economic: lack of investments and funds by company affected the wages of staff negatively.

*see appendix for the fishbone diagram for the cause and effect analysis.

Effects of complex problem of poor performance
1. The effects on employee: increased stress and declining physical health due to increased workload. Low morale and motivation. Lack of skill and professional development. Less interest in work.
2. The effects on organisation: low profit turnover. Poor quality of product. Wastage of time and resources. Damaged reputation and brand. Dissatisfied customers and loss of customers.

4.0 Creative Problem Solving
MindTools, 2018 describes creative problem solving as a method of solving problems or recognising opportunities when conventional thinking fails. It employs imagination, innovation and seeing things from different perspectives in order devise plans to achieve goals. 





Generating alternative solutions
Brainstorming
For the purpose of this report, brainstorming was used for generating alternative solutions to the complex problem of poor performance. During the brainstorming session these alternative solutions were generated.
· [bookmark: _Hlk49543500]Begin by creating awareness and desire for change among all employees from the current state to the future state.
· Employ more staff to reduce the level of workload per staff.
· Increase staff wages.
· Introduce staff benefits.
· Make use of performance coaches to help employees.
· [bookmark: _Hlk49544144]Establish a performance management plan and strategy.
· Retrain line managers and hold them accountable in their supervisory duties to their subordinates.
· Recognise and reward hardworking employees to motivate others.
·  Training programmes for employees to improve their skills.
· Organise out of work social activities for staff.
· Invest in new technology and machine to increase work efficiency.

Evaluating Options
The aim of evaluating options is to limit them until the most appropriate solution is selected. This is carried out by assessing each option against a measured set of criteria. In this case, our goal is to solve the problem of poor performance in the workplace leading to increase in output.

AMO Theory
According to (study.com, 2003-2020), the AMO theory argues that three independent factors determines employee characteristics and ensure high performance in their work. The theory suggests organisational objectives are best achieved when there is a system that addresses employees’ ability, motivation and opportunity (AMO)
Ability + Motivation + Opportunity= High Performance.
By using the AMO theory and the three independent factors that determines and enables high performance at work, we will select the best solutions to the complex problem. 
Set of criteria to weigh options against.
Will it increase employees’ ability?
Will it motivate employees to improve performance?
Will it provide employees the opportunity to improve performance? 
Is it effective in increasing performance?
Will it promote work efficiency?
The following options is selected based on the ability factor.
· Retrain line managers in their supervisory duties towards their subordinates especially in performance accountability.
· Conduct training programmes for employees to improve their skills and knowledge.
The following options is selected based on the motivational factor.
· Increase staff wages or introduce staff benefits.
· Recognise and reward performance.
The following option is selected based on the opportunity factor.
· Create awareness and desire for change among every employee on all levels by organising workshops, open-door policy and encouraging honest feedback.
The following option is selected based on the effectiveness factor.
· Establish a performance management plan and strategy.
The following option is selected based on the efficiency factor.
· Invest in new technology and machine to increase work efficiency.

5.0 Implementation plan for the solutions 
PROJECTMANAGER, 2020 states that an implementation plan explains explicitly how to achieve strategic plan or establish a solution by breaking it into smaller actionable steps. Each step is allocated to a team member to complete within a given timescale.
An implementation plan helps in the communication of the strategic plan and solutions to all employees and stakeholder so they can have a sense of ownership within the organisation. It also ensures staff cooperation and are sold out to the plan. Moreover, it helps plan to stay on track. 

Implementation plan 
1. Change management goals and objectives: To increase productivity by 30% within 1 year by improving employee’s performance. To scale up sale by 35% within a year. To create a culture of team and people oriented within the organisation. To have a comprehensive performance management strategy within two months. 
2. Communication of goals and objective to every member of staff in the organisation and fully involve them in the implementation plan. 
3. Performance goals must be managed by objectives where line managers and subordinates determine specific performance goals together.
4. Assign budget for the purchase of up to date technology for production. Allocate 3 months intensive training of line managers and their subordinates and regular trainings for the sales team. Appoint representatives from every level of management and a strong implementation team leader to ensure plan stays on track.
5. The progress and success of the plan will be monitored and reviewed monthly.
6. Honest feedbacks will be encouraged to ensure every staff takes ownership of the plan for change.

ADKAR Model for change.
Prosci, 2018 states that the adkar model is a goal-oriented change management model that guides individual and organisational change.
It is important to note that for the change management goals to be achieved, resistance to change, increase probability of success, reduced transition time and the people side of things must be managed effectively. This is achieved by using the ADKAR model on staff. This stands for awareness of the need for change, desire for to support change, knowledge of how to change, ability to change, reinforcement to make change is sustainable. 

6.0 Conclusion
The importance of having creative problem-solving skills in both professional and personal life cannot be overemphasised. This report has demonstrated how the application of the rational decision-making model can be used to solve the complex problem of poor performance within the workplace. 
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