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Executive summary – 
The assignment is on understanding the work-related problem in an organization and then accordingly finding the right solution for the same. This is done by applying the right problem-solving tools and techniques. The organization selected here is British Telecom. The problem is that of poor customer service. The introduction gives details of the BT and its operations. It then moves on to problem definition, scope, and impact, Next is analyzing all information so that the right decision can be made. This is followed by listing down two possible solutions. Next comes identifying the right decision making step. Once the selection, then put a plan in place to implement the solution. The plan needs to be told to the stakeholders as the next step. Finally, it is review and monitoring. This is followed by the conclusion. 
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[bookmark: _Toc47123045]Introduction – 
Every organization faces its workplace challenges, irrespective of its size. It is only natural that as and when a business grows up, the entity will find it a little challenging to meet the increasing customer demands. In many cases, management policies and lack of direction also allow problems to grow out of control (Conrad, 2014).  
In this assignment, the case of the UK biggest telecommunication organization British Telecom (BT) Group, is being evaluated for its workplace problems. The BT Group is the largest provider of mobile telephony, fixed-line, and broadband service in the UK. Globally it has operations in about 180 countries. The company is also into Pay Television services. It caters to 18 million customers in the UK. It also serves enterprise and retail customers across the globe and is a premium brand in the Telecom sector. It has more than 1 lac employees. 
In recent times, the company has faced intense criticism for its customer service track record.  A 2019 survey by brad name company Which, placed it among the bottom five companies in customer servicing and resolving of issues. The new CEO Philip Jansen who took over in 2020, also acknowledged this and the need to change things (Summanen and Pollitt, 2019). 
It is necessary to evaluate the reasons for these problems and the possible solutions 
[bookmark: _Toc47123046]The problem, scope, and impact – 
The core problem is the lack of proper response by the staff towards the customers. BT has a customer base of more than 18 million across the UK. These are either mobile users, broadband internet users, or fixed-line telephony subscribers. As a media of communication, all these very crucial to the customer. They cannot afford even the slightest downtime. But it has been found that customers are often complaining of poor network service and more importantly poor response from BT customer service team (Serrat, 2017). The network or infrastructural issues are related to the company fiber roll-out, its equipment, cell tower connectivity, etc. However, if the complaint calls are handled properly by the customer service teams and escalated at the right time, then issues will be resolved (Guillaume and Austin, 2016). 
The same is not happening since employees are demotivated due to high levels of working stress, lack of attention from the managers. This problem goes on to the highest level. So if the first level of customer service executive picks up the customer call, they pass the issue to the technical team and give a complaint number to the client. But very often the complaint gets unresolved and upon escalation, they get only delaying answers from their team leads. The team leads to get a similar delay in responses from the managers and the managers find it difficult to get quick response or action from the zonal heads This chain continues. The result is that customer complaint is not resolved to lead to dropping in performance of the concerned employees – whether sales or technical. Consequently, during the appraisal process, those employees involved do have much to show in terms of achievement. At the end of the day, customers, employees, and BT brand name has suffered badly (Niță, 2015). 
[bookmark: _Toc47123047]Analyze information on a problem for decision making – 
It is very much that the core network infrastructure of the company is still in place. BT is still among the top five telecom companies of the world. The subscriber base has shown a consistent increase in the last 10 years.  The company has also invested a good amount of capital into technological development and upgrade of equipment like towers, receiving stations, fiber backbone, mux, routers, etc. For any telecommunication company, infrastructure is the core and if this was the main reason, then neither new customers would come or new employees will join. It is an attractive place of work for those looking for a good corporate career, not just in the UK but across the world. 
The core reason for lack of proper customer service is the stretched out working hours, inadequate staff, and a total lack of communication between the team and their managers. Every time a complaint would arise of slow internet speed or poor call connectivity, there would be a very slow response and sometimes no action at al. As the number of complaints grew, employees at every level started to involve their immediate next level.  But still, the resolution level was very slow. The escalation was mainly done so that unhappy customers could take their anger out according to the employee hierarchy. There still seemed to be lacking a genuine attempt to solve the problem. This attitude was the same whether it be the sales team or the technical team. Many of the team members complained about the increasing indifference of the next level in the hierarchy. The problem, therefore, was a lack of communication. By the year 2019, only about 52 % of the BT customers were happy with the service levels. This is alarming in the telecommunications industry where anything below a 90% level of customer dissatisfaction is considered very bad for the standing of the company (Care et al., 2015). 
[bookmark: _Toc47123048] Alternative solutions to the problem – 
The following two solutions are suggested: 
1. The Human Resource (HR) of BT should have a 360-degree feedback process. This is a method through which all employees appraise and analyze one another. This means that while the manager does a performance assessment of the employees, the vice versa also happens. At the same time feedback is done between peers as well. Accordingly, a customer service executive will be appraised by a technical executive and a divisional manager will be given feedback by another divisional manager. Many of the feedback will be anonymous especially those done by juniors to their seniors. The objective is that HR should have in hand, all the issues and problems, so they can accordingly put it forward to management. Proper corrective action to boost employee productivity can be then done. (Steffens et al., 2018). 
. 
2. The number of customer complaints in a month and its resolution level percentage and the resolution time is taken has to be analyzed at the end of every month. If it goes above a threshold level of 5%, then a detailed analysis has to be done on every complaint. Every region and sub-region will be responsible for the same. The reports from every region have to be collated and sent to the senior management team within one week of the meeting. Since a lack of response to customers is the main problem, there may be multiple reasons for it. One is the overload of cases as some departments in BT may be inadequately staffed.  The second may be a lack of technical awareness in departments like customer service. The third reason might be that all employees are not aware of the hierarchy and escalation matrix procedure. This is because BT is a big company and thousands of employees join every month. Sometimes induction programs cannot be conducted in a detailed manner (Cambra-Fierro, Melero, and Sese,  2015). 

[bookmark: _Toc47123049]Decision-making technique to evaluate a range of solutions and identify problems – 
To address organizational problems, management normally uses of certain standard decision-making techniques. It depends upon each case scenario and its desired outcome. These standard decision-making models are – rational, bounded rational, intuitive, creative. 
In this given problem facing BT, the most ideal decision-making technique is rational. The main aspect of this model is that information is collected systematically and analyzed. The highest degree of importance is given to the decision and the potential impact that it will have on the outcome. As compared to it, the other three models have restrictions in terms of goal definition and the maximization of the outcome. In the creative decision making, new solutions are always generated. This is an advantage. But this is on an experimental basis and it can also lead to losses.  
The six steps of the rational decision-making model and its application for a given scenario of BT – 
Among the given solutions above, the second is suggested. This is because it looks at all aspects of the core problem i.e. poor customer servicing die to lack of communication and interaction between the employees and their seniors and also between peers. The solutions are accordingly suggested. In the three hundred and sixty-degree feedback, there are chances that issues not related to the main problem will also come in.  Likes and personal dislike based opinions are sometimes given in this type of feedback. So it will not be suitable (Gigerenzer, 2015). 
The six steps in this model – 
Define Problem – There is a total lack of communication in BT between team units and their heads. The customer complaints are being passed from one person to another just like a baton. But nobody is ready to analyze and resolve the issue by working backward. The instruction from managers is not specific. Overall customer impression is bad.  
Identify criteria for possible solutions – It has to be seen whether the problem is due to lack of company network infrastructure or due to internal employee management issues like lack of training, communication, too much workload on single person. 
Criterion importance – Evaluate each criterion and the impact it is having on the problem. For example, the new employee at BT may not be confident enough due to a lack of proper training. Other employees may simply not be getting the desired level of senior management support. Employees may be hesitant to reveal their shortcomings.  
Possible alternatives to be generated – All the possible solutions have to be generated and taken into consideration. Nothing should be ruled out. 
Evaluate the alternative – It is necessary to know which alternative is best suited to bring down the issues of customer complaints in BT (Gati, Levin, and Landman-Tal, 2019). 
Select the best one – The one which will have the best outcome and is practically possible to implement will have to be selected. It should be feasible to implement the plan according to the capacity of BT. 
[bookmark: _Toc47123050]Develop a plan for solution implementation –  
A review should be held at the end of every month in which the total complaints dashboard has to be prepared. 
The regions where the complaint non-resolution percentage is higher should be marked as high priority zones. 
There should be an open meeting of the customer service team, technical team, divisional heads of both these teams. Al the major issues have to be discussed including lack of response by the team managers as well as their seniors even after escalation. 
If the issue is a shortage of manpower, new recruitment should be done accordingly so that no excess work burden comes on any employee. 
The training deficiencies should be addressed at the earliest. If a customer-facing executive is weak on the technical front, then he or she has to be trained accordingly. Similarly, the technical team is weak on the communication front, they also need to be trained. 
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In the case of BT, the stakeholders are - customers, employees, BT management and board, shareholders. 
Once the necessary internal changes have been made, customers have to be informed by proactively contacting them. It may not be possible to connect with all the 18 million but still as much as possible can be done. BT should also give a press release in which it can offer billing discounts to retail and enterprise customers who have suffered due to its bad services. The best form of customer confidence is of course through improved services. 
For the employees, the new plans and all internal changes have to be given through written communication in the form of an email. 
For the shareholders, the changes have been done internally and the steps taken have to be communicated via notice circular and in the next shareholders' annual meet (Andriof, et al., 2017). 
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In the first two months, the customer complaint call to resolution ratio should be analyzed through weekly review meets. This is after making the desired changes internally. 
Feedback should be constantly taken from team members and their managers on the new steps put in place. 
Every escalation made by a team member has to be properly addressed by their next senior level and should not be kept open. 
Feedback should be taken from customers regularly. 
In the next internal review meet by the customer and tech team, there should a target to bring a certain percentage improvement. This target should be maintained and improved for every review. 
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Sometimes the reason for a problem may be very small and it can be addressed internally. Sometimes it may be on a larger scale and requiring more time also a lot of investment. In the case of BT, there is no issue of large scale technological investment required. It is related to internal employee management and putting in place a new strategy to address issues like a peer and senior-level communication, training and induction, review meet and assessing the progress in customer servicing. There is no investment required. Instead, it calls for understanding the problem and addressing it through the right decision-making tool. 
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