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[bookmark: _Toc29374859]INTRODUCTION

This report will be examining a complex problem in the workplace in order to understand its scope and impact in the workplace. This report will be looking at ways to solve problems that are encountered in the workplace. This will be useful going forward as a leader when there is an issue, and you need to investigate and analyse the issue and look for ways to take a logical step to come up with a solution to solve the issues. “This will help devise a plan that can be implemented in the future. As there are concerns everywhere in life, it is up to each and every one of us to find out the root cause of” (Bhoraniya, 2019) the problem and possible solutions and steps needed to solve that problem. In the health care environment, there are a lot of challenges, as we are dealing with a lot of vulnerable service users.  Therefore, the report will assess suitable monitoring and reviewing techniques that could be adopted by the organisation discussed in this report. 

[bookmark: _Toc29374860]BACKGROUND 

Tina’s Care Service is a leading independent care provider in the health care sector which is located in the Enfield area in north London. Tina’s Care Service area of speciality includes domestic and residential care. The organisation’s target is to help make sure adult health care and wellbeing are taken care of. The patients' ages range from 45 years upwards depending on the need of care. Tina’s Care Service prides themselves in having over twelve years of experience in providing care services in the community. The organisation has workers who are devoted, dedicated and professionals who performs their duties with a good of professionalism as well as empathy and compassion. Our overall boss is a nurse with more than fifteen years of practising experience. Tina's Care Services has the confidence in ourselves in providing a high standard of care, and we also offer community care and support for those with the utmost needs in the community. The company provides care and support which is flexible enough to respond﻿ to the needs of each and everyone who uses our services. At Tina's Care Service, we always try to keep a high level of standard of care to suit the needs of all our service users.
The organisation on an average day to day has an effective routine they work with, and this has created a lot of admiration, respect and good reviews in the community: stakeholders and every individual who have come across our services. We also pride ourselves in the community work we do to help the community; we pride ourselves on our social responsibility in the community. Understanding our service users and their needs is a skill we continuously work on to give an excellent support service and strive to successfully incorporate our work into the community. Our company is registered and is regularly inspected by the Care Quality Commission (CQC). Our care home has been rated excellent by the CQC. The CQC is the policies and procedures that govern the law of health and social care organisations. The law makes requirements of CQC and sets out the powers it must to regulate its services. 

[bookmark: _GoBack]There are fifteen employees, three managers, twenty service users and three board of directors. However, despite the years of experience that Tina’s Care Services has, recently the organisation, unfortunately, faces a few challenges. These challenges have been brought about by internal and external factors. The current challenges we are facing have been highlighted and need to be resolved by making some changes within the organisation. Although some of these challenges are trivial, a handful of them are more serious and could pose a treat to the closure of our business. If the challenges facing the company are not handled appropriately, the company could even lose its license. It is, therefore, crucial that serious attention is given to all the arising difficulties. To date, we have been able always to resolve challenges that arise in the organisation as there are company procedures that have dealt with all these problems. These measures have been handy over the years. When needed, suitable changes are put in place to solve issues, where the laid down measures prove to be insufficient. Therefore, I hoped that within this report, there would be a suitable proposal put forward to ensure the continuation of Tina’s Care Services.
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[bookmark: _Toc29374862]THE CURRENT PROBLEM/S AND ITS SCOPE AND IMPACT 
Recruitment 

In recent times, the organisation has been going through recruitment problems. Employee turnover/retention means that the service currently provided will not be at its optimum standard. The company is overworking current employees to compensate. Overloading staff workloads refers to when staff have too much work in a short period, and this results in work stress (Rahim, 2011). Overloading staff is harmful to both the individual and the company. For Tina’s Care Services, high workloads have had an impact on the quality of care but also impacted on staff retention, and staff are leaving the company. According to Rahim (2011), work overload has negative outcomes; for example, low job satisfaction, sick leave, high turnover and decreased job performance.  This is supported by Muller, Bezuidenhout and Jooste (2006), who argue that high staff turnover is not only affected by pay but factors such as a lack of attention from managers, lack of training, lack of autonomy, limited development and promotion opportunities and the standards of management.

[bookmark: _Toc29374863]Recruitment due to Staff attitudes

Tina’s Care Services is also facing a problem of staff conflict with staff not being too friendly towards each other, especially new and agency staff. There is a lot of in-fighting, wrangling and power struggling, and whenever there is a new face in their midst, the old team feels threatened. This creates an inconducive working atmosphere for the new or agency workers and in the end causes them difficulties which forces them to leave, with the agency ones not coming back to work for the organisation. 


In addition, staff have not adapted well to recent changes that management has tried to implement because the old workers like the old system and they say it good for them. This is a key issue the organisation is facing, moving from their old ways and the new ways of not being welcomed. Another problem Tina’s Care is facing is that the organisation still uses its old training system. The organisation has still not improved its computer storage system and still uses the old filing system. The workers there don’t want change, and this results in sometimes losing clients records.  

[bookmark: _Toc29374864]Solution 

Staff need more training to understand the benefits of the changes and also more team building activities to address the staff conflict.

[bookmark: _Toc29374865]Client capacity
Staff retention and staff shortage in this sector can result in a deterioration of the quality in service provision (Muller, Bezuidenhout and Jooste, 2006).  This means that the individuals being cared for by Tina’s Care Services may not be receiving the right care. Tina’s Care Services currently has a high ratio of patients to staff. 

[bookmark: _Toc29374866]Costs 
When employees leave this incurs costs for Tina’s Care Services, the cost is higher when it involves skilled employees. The difficulty with hiring in this sector is that it requires individuals with specific job skills and qualifications; these include experience within the healthcare sector, lowest qualification Health & Social Care Level 3. Also, it requires people with the right social skills, not just qualifications, this includes interpersonal and communication skills, compassion, excellent organisational skills, team working skills, effective time management, adaptable, independent/autonomous and an understanding of confidentiality.

Some of the major problems that care workers in England's faces are time constraints, lack of training and very low pay, according to a survey that was taken on the homecare service (The Guardian 2013). Tina’s Care Service still uses the training they do in the company, but this appears to be too costly and sometimes hard to train every staff member at the same time because of the different shifts they do.

[bookmark: _Toc29374867]Solution 
According to Muller et al. (2006), managers must develop reward systems that retain the best staff, and this would improve the overall effectiveness of Tina’s Care Services. Managers must understand workloads and weigh up employees’ skills and knowledge, the clients care needs, annual work hours and patterns of employee work schedules(Muller et al., 2006). This requires effective management skills.   


[bookmark: _Toc29374868]TOOLS

[bookmark: _Toc29374869]FISHBONE ANALYSIS 
One way in which we can analyse the processes used by Tina’s Care Services is to carry out a cause and effect diagram which is sometimes referred to as the Ishikawa diagram, more commonly known as the Fishbone diagram (Fryman, 2002). By using a Fishbone diagram, it will help Tina’s Care Services identify the aspects that contribute to our output measurement such as the ideas, events and activities that influence the processes in this organisation (Wealleans, 2001). 
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[bookmark: _Toc29374870]PESTEL ANALYSIS +


“PESTLE Analysis is something referred to as PEST analysis, and this is a notion in marketing principles. Moreover, this notion is used as a tool by businesses to keep track of the environment they are operating in or are planning to launch a new product, project and services” (Srdjevic, Bajcetic and Srdjevic, 2012). 

“In a PESTEL analysis, the P is for Political, E is for Economical, S is for Social, T is for Technological, E is for Environmental and L is for Legal” (Srdjevic, Bajcetic and Srdjevic, 2012).  

This analysis gives the company a good view of the entire environment from many different angles that the company can use to check and keep track and at the same time planning on other ideas and plans.


1. “Political Factors: Tax regulations, Customer safety, Employment Guidelines and Protection and Insurance
     These are all elements in the political scope that are possible to affect Tina’s Care Services. For instance, if there is a change in employment act which then has an impact on employees working hours, this can have a significant difference in staffing how many hours they can work in a shift. Therefore, it becomes very imperative for Tina’s Care Services to be aware of all these political factors”(Srdjevic, Bajcetic and Srdjevic, 2012).

1. “Economic Factors: some examples of economic factors are price increases, redundancy and interest rates going up and down that can also influence Tina’s Care Services finances. This can also have some impact on Tina’s Care Services buying powers, for example, buying equipment for the company when prices go up and down”(Srdjevic, Bajcetic and Srdjevic, 2012).
 
1. “Social factors: The population, religion, family history, race and ethnicity, education, economic status, social, ethnic, customs, taboos, and governance are some examples of social factors. Tina’s Care Services take the social factors into account as this will help the company to give the right care and treat each client as an individual”(Srdjevic, Bajcetic and Srdjevic, 2012). 
   
1. “Technological factors: There are crucial changes in the health care industry due to technological progression. Tina’s Care Services should always take into account that they must continuously update their system and training their staff to be UpToDate with technology”(Srdjevic, Bajcetic and Srdjevic, 2012).

1. “Legal factor: Legal factors need to be taken extremely seriously; in the health care service, you can lose your license if legal factors are not taken seriously. At Tina’s Care Services, we do not take legal factors for granted, especially Health and safety law, data protection and employment law. These laws and policies have an impact on our services. Tina’s Care Services runs smoothly with these laws”(Srdjevic, Bajcetic and Srdjevic, 2012).

1.  “Environmental factors: Tina’s Care Services needs to Identify all of the environmental factors that need to be considered, like weather, climate change ecological change”(Srdjevic, Bajcetic and Srdjevic, 2012).


[bookmark: _Toc29374871]Swot analysis for Tina’s Care Service

“According to Morrison (2016), a SWOT analysis is a planning device employed to know an individual’s Strengths, Weaknesses, Opportunities, and Threats, as well as those involved in a project or a business. A SWOT analysis is a framework to identify and examine the internal and external factors that might have an impact on the viability of a personal project, place or product.  It comprises of recognising the objective of the business or project and categorising the internal and external structures that either support or are adverse to reaching the goal” (Morrison, 2016). Humphrey first devised the SWOT analysis technique in the 1960s and 1970s, whose main aim was to identify reasons why business planning failed for some organisations. Likewise, a SWOT is a handy tool when it comes to weighing up all the strengths and opportunities you have and working on all your weaknesses and threats you have in business to minimise failure. By utilising the use of swot analysis, it will help Tina’s Care Services managers asses the organisations strength, weaknesses, opportunities and threats, and this will be very useful for the management of the organisation to improve on their services.
A SWOT analysis will also be very useful for Tina’s Care Services if the management within is ready to spend time to go through their SWOT analysis issues and use it to work out the best way forward. 

[bookmark: _Toc29374872][bookmark: _Hlk28990860]The benefits of using SWOT analysis for Tina’s Care Service

1. Using the SWOT method will help us address all the weaknesses in Tina’s Care Service for us to work and improve it.
1. It will help us identify all our strengths and how to use them in other areas. 
1. It will help us strategies well and improve on our business goals to help accomplish them.
1. It will also give us room to improve on our services. 



[bookmark: _Toc29374873]SWOT
1. Strength
2. Weakness
3. Opportunities
4. Threats 

	Strengths
1. Excellent communication between clients and staff.
2. Excellent location in the community.
3. Excellent customer service.

	Weakness

1. Poor training system.
2. High employee turnover.
3. Poor pay. 


	Opportunities
1. We have to improve our training programs. 
2. We have to work on our communication between employees and employers.
3. We have to get an outside trainer to come in to do the training.
	Threats
1. Not enough money to go around for training.
2. Not enough workers.
3. We are losing clients to our competitors because of staffing issues.




[bookmark: _Toc29374874]Lewin’s change management model 

“In general, Tina’s Care Services aim to improve services to achieve a higher quality experience for clients and to retain staff. Considering the complexity of service improvement, one would need to understand the concept of service development within health care. Consequently, it is necessary for organisations to be equipped with the skills required to enable positive change” (Machin and Jones, 2014). In line with this, one of the foundation models for understanding organisational change was created by Kurt Lewin in the 1950s known as the Change Management Model, which is still relevant today.  
“Lewin’s model refers to a precise three-stage process of change, known as Unfreeze – Change – Refreeze. Having three distinct stages is beneficial in preparing organisations for what is to come and in making plans to manage the transition” (Bozak, 2003). “Despite potential obstacles, Lewin (1951), proposed his three stages blueprint to help initiate and make the pathways smooth for a change. This framework is known as Lewin’s Force Field Analysis. Fundamentally the system is a give and take, or a “push and pull” process” (Bozak, 2003).
Lewin Change Management model stages
Stage 1: Unfreezing 
The first stage of "unfreezing" is identifying and gathering all key stakeholders that will be affected by the change, to communicate ideas and list static and driving forces that will affect the project and acquire an understanding of the situation As stated by Lewin for change to occur, motivation should be generated amongst stakeholders. 
Stakeholders 
“Stakeholders are people who have a vested interest in what your organisation or business dose. They can be Employees, customers, shareholders, board members, the Government and even members of the community, can all be affected by what you and your business do” (Emma and Seidel, 2019). You can have Internal stakeholders and External stakeholders too.
INTERNAL STAKEHOLDERS: Employees, Managers and Owners.
EXTERNAL STAKEHOLDERS: Suppliers, Society, Government, Creditors, Shareholders and Customers or Service Users. 

	STAKEHOLDER
	POWER/INTREAT
	COMMUNICATION VEHICLE
	Frequency
	Comments

	Service users
	Quality customer care and value for service
	Telephone call
	Everyday
	Good communication

	Employees
	Rate of pay job security and respect
	Face to face meetings
	Once a week
	Appropriate training 

	Suppliers
	They provide products and services.
	Telephone call and emails
	Once a week
	Doing business with the company

	Government
	Tax, VAT and legislations.
	Emails and visits
	Random visits
	Rating of the business

	Community
	Jobs, shares and environmental protection
	Advertising 
	Everyday 
	Complaints 



“According to Lewin (1951), individuals should be helped to re-examine expectations about themselves in relation to others, for the unfreezing phase to begin” (Hussain et al., 2018). At this period, it is essential to inquire about service users’ viewpoints on the care they receive as indication has shown that association between staff and service users and their friends and family, this creates a strong foundation for choices made concerning health care.  
Stage 2: Moving Stage
Developing to the second stage, this is the time an action for change is put into gear. At this stage, the application of change between the workers and management is the "movement" started in the Lewin's Force Field theory (1951). The powerful forces include support from upper management level, financial investment and better time management” (Yang, Choi and Lee, 2018).” In addition to workers in the decision-making process promotes a sense of empowerment that can help overcome their resistance to the modification and equally helps them understand the importance and benefits to the service user, staff and organisation” (Manchester et al., 2014). 
[bookmark: _Toc29374875]Command Chain Structure
In a company structure, a chain of command refers to the business's ladder of reporting relations, from the lowest of the company to the highest of the company, which everyone must answer to. “The chain of command not only establishes answerability, but it also puts out the company’s lines of decision-making power and authority. An appropriate chain of command ensures that every task, job position and department have one person who makes sure that all responsibility for performance is taken care of. If Tina’s Health Service follows the chain of command, it will make things more comfortable, getting the right person to do what needs to be done at the right time will improve our care services” (Johnson, 2019). 
“The command chain doesn't happen by accident. The Organisation's designers put it out as the last stage in generating an organisational structure. The planners will then first consider a company’s goals while organisational structure will then support the strategy. Originators next determine the duties needed to reach the goals” (Johnson, 2019). “Departmentalisation follows as the originators decide how to set the tasks. Categorising affects resource sharing and the ease by which people communicate and organise work. After departmentalising, originators will then assign authority for duties and areas. Once authority is assigned, organisers can finally lay out the relationships between positions, thus creating a chain of command” (Johnson, 2019).

Chain of command in Tina’s Care Service
· MANAGER
· SUPERVISOR
· REGISTERED NURSE 
· SUPPORT WORKER
· MAINTENANCE
Stage 3: Refreezing
Lastly, the refreezing course needs to take place once the required change has happened. The drive for refreezing is to keep the new level quo resulting from the change, by estimation the limiting and driving forces. This stage also consists of emphasising on new measures and institutionalising them, through a means of formal and informal tools, along with policies and procedures). At this phase, the idea of what was once change now becomes the day-to-day thing.
Professors and academics emphasise on the role of management or leader in dealing with companies and in tackling the issue of organisational change” (Kennedy 2000). deems that the part of management is critical while tackling the issue of organisational change, as a useful leader can bring meaningful change for an establishment. The type of management essential will be capable of changing the condition physically but also transforming the social ideas and practices of all the people involved in the process. 


RECOMMENDATIONS
Based on the report findings, “as well as creating a reward system that retains staff, management should also consider the following strategies to improve staff retention” (Muller, Bezuidenhout and Jooste, 2006). Firstly, “strengthen our policy and procedures, including the application processes to ensure they are recruiting the right staff” (Muller, Bezuidenhout and Jooste, 2006).  Secondly, “address the organisational structure, including having the proper management in place, which might also mean more management training” (Muller, Bezuidenhout and Jooste, 2006). Lastly, communication must be improved with all levels of staff to ensure that staffing issues are dealt with promptly. “According to Muller, Bezuidenhout and Jooste (2006), communication should be embedded in every aspect of an organisations activities from their mission statement to their email correspondence. Communication holds everything together and has four functions, and this includes control, motivation, expression and distribution of information” (Muller, Bezuidenhout and Jooste, 2006). Companies such as Tina’s Care Services need to understand the importance of communication for effective employee relationships (Muller, Bezuidenhout and Jooste, 2006).

Conclusion 
After all the evidence gathered, I will say if Tina’s Care Service follows all the tools that I have stated above the company will have a more efficient running of the care home without encountering any main problems both in-house and external in the future. These devices have been used in many prominent organisations and they have been significant impacts leading to great success for their business. 
Tina’s Care Service would progress extremely in relations to giving a better service, and a good relationship between staff and service users. This will help put the business in a better position in the community which can lead to the service users and stakeholder restoring trust in the business. However, if Tina’s Care Service does not follow these tools given in this report, it can lead to service users losing confidence in the organisation, staffing recruitment and finical problems. This can lead to the organisation losing its licence and closure of the business.
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