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[bookmark: _Toc133506451]Background 
The importance of the problem-solving process is beyond doubt, especially in the contemporary dynamic environment and external challenges. This is also quite valid given the telecommunications company under investigation and the extensive speed and scope of technological change in the sector. 
More specifically, the company under investigation is British Telecommunications (BT). It is a popular brand and large company with annual revenue of almost £21 billion (Taylor, 2023). The company operates in 180 countries around the world (BT, 2023). In the core UK market, BT offers fixed and mobile services to approximately 30 million customers – a major market player with significant importance (BT, 2023). 
[bookmark: _Toc133506452]The workplace problem 
The company has a considerable problem with the quality of customer service. As reported by Armstrong (2019), BT consistently underperforms and ranks as three worst companies in the UK in terms of customer service together with Ryanair and Scottish Power. 
The level of customer service is an essential element of business competitiveness, especially in service-sector sectors, such as telecommunications (Kotler et al., 2020). Poor performance in the area could erode the brand value and overall competitiveness of businesses; thereby negatively impacting business performance (Kotler et al., 2020). The negative implications of poor customer service are already seen by the declining revenue of BT. As shown below, the company has consistently lost revenue base in the last six years (Taylor, 2023). In 2022 alone, the revenue declined by 2.5% on an annual basis by the decline reaching 12% in real terms when accounting for inflation (Taylor, 2023; Trading Economics, 2021). Given the fact that nominal revenue has declined five years in a row, it is important for BT to address the issue of poor customer service as the latter may largely determine the deteriorating financial performance of the company. 


Figure 1 – Annual revenue of BT (£, million)
[image: ]
Source: Taylor (2023)
The report explores the root causes of the problem and potential solutions described by an action plan. 
[bookmark: _Toc133506453]Analysing information
[bookmark: _Toc133506454]Root cause analysis 
The root causes are investigated by a fishbone chart. Several potential groups of factors are identified based on the analysis.







Figure 2 – Fishbone diagram
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The report also explores the organisational and external specifics to identify more valuable insights regarding the situation at BT and external environment. 
[bookmark: _Toc133506455]Situational analysis 
A SWOT analysis is considered with two key aims. The model explores the essential internal characteristics of BT which lead to strengths and weaknesses for the organisation (Johnson et al., 2017). It is also possible to identify the important externally based opportunities and threats linked to the surrounding business environment (Johnson et al., 2017). As a result, SWOT findings are expected to deliver important directions for improvement at BT, so that the problem with poor customer service is better managed. 
The following table summarises the main findings for BT. 






Table 1 – SWOT analysis of BT
	Strengths 
· Considerable customer base. 
· Large organisational size allowing for economies of scale. 
· Diversified geographic presence.
· Strong product/service portfolio. 
· Large and skilled workforce.
· Long history and brand awareness
	Weaknesses 
· Deteriorating revenue base.
· Quite low profit margin.
· Dependence on the key UK market.
· Poor level of customer service. 
· Declining market share and lack of competitiveness. 
· Legal compliance costs when operating internationally.

	Opportunities 
· Technological improvements are boosting the productivity in telecommunication sector. 
· Tech-driven offerings of new products and services (5G). 
· Geographic expansion and strategic partnerships with other companies. 
· Improvements in customer service and satisfaction levels. 
	Threats 
· Intensified competition in the sector.
· New market entrants.
· Poor economic performance since the start of the pandemic – restricted demand. 
· High inflation level (10.1%) eroding consumers’ purchasing power and reducing profit margins. 
· Geopolitical instability. 


Sources: Armstrong (2019); Hill and Hult (2019); Shastri (2021); BT (2023); Trading Economics (2023); Taylor (2023)
The findings from the SWOT analysis are quite diverse and worth exploring. It is evident that the poor customer service level delivers other important weaknesses – loss of market share and competitiveness. At the same time, strengthening customer service and satisfaction could be seen as keys for developing a long-term loyal customer base protecting the company against the increasing competition in the market (Kotler et al., 2020; Shastri, 2021). Thus, BT should take advantage of the existing opportunities to cope with the key internal weaknesses (Johnson et al., 2019). The existence of a core strength in the face of the solid workforce base and considerable financial resources must be used as ways for boosting the process of customer service at BT. The possible solutions are explored below but improvement in processes and employees’ skills are of decisive importance for solving the problem. 
[bookmark: _Toc133506456]Range of alternative solutions
The analysis so far investigated important organisational strengths and weaknesses together with opportunities and threats linked to the external environment. The mixed findings and suggestions from the fishbone diagram led to several potential solutions in the case of BT and its customer service problem, such as:
1. Extensive training of customer service employees, so that their level of qualification and work-related performance are improved.
2. Adoption of artificial intelligence in the process of customer assistant and complaint handling. 
3. Application of a range of performance-based rewards to motivate BT’s employees to deliver improved customer service process. 
The proposed solutions are quite different and address different areas from the SWOT analysis – technological progress, employee motivation, customer satisfaction and market share decline, inflation and wage pressure and others. The following section of the report provides a more detailed evaluation of the three proposed solutions. 
[bookmark: _Toc133506457]Evaluation of alternative solutions
The advantages and disadvantages of each solution are discussed in more detail.
Regarding solution #1, it aims at addressing the root cause of insufficient skills and competences of customer service staff members at BT. The solution applies a wide range of on-the-job and off-the-job training and development to improve the skill set of employees with positive implications for their level of motivation, as well (Mathis and Jackson, 2010). It is shown that training and development stimulates professional growth, job satisfaction, motivation and productivity in the workplace by addressing self-actualisation needs, according to model by Maslow (Maslow, 1943; Mintz, 2017). Thus, BT can achieve not only improved customer service, but also overall improvements in the employee management process. The major disadvantage of the strategy refers to its time-consuming profile and extensive need for financial resources given the large organisational size and ambitious scope of the change. 
The second solution is also innovative and addresses the growing implementation of artificial intelligence in the process of customer service (Kleinings, 2023). Thus, BT can automate processes and eliminate errors by delivering standardised and high-quality customer support services (Kleinings, 2023). This suggestion can also deliver financial savings due to the reduced need for humans. The limitations stem from the fact that artificial intelligence requires extensive investments and more importantly – it cannot fully replace humans in some areas of customer service process. 
The third solution recognises the potential positive impact of rewards on performance (Mathis and Jackson, 2010). For instance, BT’s employees may receive performance bonuses and non-financial rewards depending on the levels of customer satisfaction, loyalty, retention or other metrics of performance. This solution may enhance employees’ motivation to be more dedicated in the process of customer service. The disadvantages are related to the high costs of the solution, as well as the fact that rewards tend to lose their effect over time because employees get used to them.
The analysis shows that the proposed solutions address the root causes of the problem. Each scenario has specific advantages and disadvantages; hence, there is not a perfect solution. The first solution is chosen as the most appropriate because it delivers not only specific improvements in the skill set of employees with positive long-term effects on performance, but also improved motivation at work. Hence, the intended effects are quite profound and long-lasting. Moreover, as discussed, BT is a large and resourceful organisation; hence, it has the necessary resources to afford the planned change. 
[bookmark: _Toc133506458]Implementing the solution 
The actual implementation process requires a selection of key activities, which serve as milestones and deliverables, as well as specific time for their respective accomplishment. Moreover, it is important to know the sequence of activities, so that they are organised in an appropriate sequence. The following Gantt chart provides a detailed implementation plan for a period of 12 months – the required time to accomplish the chosen solution #1.


Table 2 – Gantt chart of the planned change
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The proposed activities are interrelated because of the cause-and-effect relationships between evaluation, actual activities and assessment of performance. Therefore, the plan must be accomplished in an orderly manner. More importantly, it is worth noting that many stakeholder groups are involved in the process of change. Hence, gaining the approval and support of stakeholders is quite important to achieve the proposed solutions and the next section intentionally discusses the process of stakeholder management in more detail. 
[bookmark: _Toc133506459]Communication plan with stakeholders
As mentioned, stakeholder analysis is quite important to foster the implementation of the solution. Stakeholders are defined as parties with interest in the organisation (Johnson et al., 2017). Stakeholders are also individuals or groups who are affected by the actions of the company (Johnson et al., 2017). 
BT is a large organisation which means the existence of many stakeholder groups. There are internal stakeholders who directly participate in the functioning of the company (Johnson et al., 2017). These are employees, managers at all levels, and the members of the Board. Owners – shareholders – are also considered as internal shareholders because their decisions affect the performance of the organisation. Suppliers and business partners are somewhat internal stakeholders. The group of external stakeholders includes customers, financial institutions, regulators, media, communities and others.
Stakeholders have different levels of influence and interest; hence, they can be mapped, as shown below (Johnson et al., 2017). There are various communication strategies for maximising the effectiveness of the stakeholder management process (Johnson et al., 2017). For example, stakeholders with high influence/interest deserve the most attention (key players), whereas “keep informed” is appropriate as strategy to stakeholders with high interest but low influence (Johnson et al., 2017). The following figure delivers more insights regarding the stakeholder mapping at BT. 
Figure 3 – Stakeholder mapping for BT
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Employees are a key stakeholder group. They better management is quite important for the success of BT. Thus, the proposed solution addresses the needs of employees and customers – influential stakeholders. 
Stakeholders also have different interests which are often contrasting. The following communication strategy elaborates the most effective communication forms for each of the influential stakeholder groups. 
Table 3 – Communication strategy
	Stakeholder
	Interests and issues 
	Communication vehicle
	Frequency
	Comments

	Employees and managers
	Getting paid, good work environment, growth and development opportunities, etc. 
	Face-to-face and group meetings, Intranet 
	Regularly (daily, weekly)
	Interests may depend on individual context

	Shareholders
	Profit maximisation 
	Periodic reports, annual letters and financial reporting 
	Quarterly or annually depending on the format
	

	Board members 
	Achieve maximum organisational performance and competitiveness
	Meetings, written communication 
	Periodically (weekly, monthly) 
	Executives are specialised in each area and may need different needs. 

	Customers
	Get the maximum value 
	Oral and written (chat, social media, phone, letters, etc. 
	When necessary 
	

	Regulators 
	Regulatory and legal compliance 
	Mainly written and formal 
	Periodically 
	Frequency depends on the regulatory requirements for reporting. 

	Business partners 
	Successful and profitable long-term partnership
	Face-to-face, group meetings, oral and written
	Periodically and based on need
	

	Suppliers
	Getting paid and long-term partnership 
	Face-to-face, oral and written
	Occasionally
	

	Financial institutions 
	Getting debts repaid 
	Formal, written 
	Periodically (quarterly) 
	


The analysis shows the importance of the communication process in stakeholder management. 
[bookmark: _Toc133506460]Monitoring and review techniques 
The process of change implementation should be regularly monitored. The targets must be met accordingly; hence, monitoring ensures timely interventions to improve performance if necessary. BT should consider several strategies for monitoring.
1. Monitor the Gantt chart showing the schedule of the planned change. 
2. Monitor and analyse the actual costs of the proposed solution and its implementation. 
3. Measure the levels of customer satisfaction scores in the field of customer service.
4. Evaluate the overall level of productivity of employees on a periodic basis.
5. Assess the proposed on- and off-the-job training and development opportunities to understand the most effective ones. 
BT may also consider some qualitative forms of data collection and analysis, including conversations with employees, groups meetings and others. Even though qualitative data are subjective and more individual, they deliver important insights regarding the individual experience and possible directions for future improvements (Sekaran and Bougie, 2016).
[bookmark: _Toc133506461]Conclusion
The analysed problem of low customer service quality is relevant for BT and its stakeholders. Given the magnitude of the issue, the report explored the root causes and the context of the problem. The proposed solution was based on a careful analysis and delivered with detail, so that the prospects for its implementation are maximised. Taken together, research findings deliver a well-supported set of activities and approaches to execute the change in an efficient and effective manner. As a result, BT is expected to better manage the relevant problems with customer service and improve its long-term competitiveness. 
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