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1. Introduction

In this report, a complex problem will be analysed. Some information about the problem will be added, to facilitate the decision-making process. After the problem detection and definition, a fishbone diagram will be developed to identify causes and effects of the problem. Moreover, a SWOT and PESTEL analysis will be applied.  Several solutions will be proposed, choosing the best one through a PMI analysis. An implementing plan will follow.





















2. Problem Definition

The first step to solve a problem is detecting and identifying it. The case is the following:
At the Terrace Hotel, there are some issues regarding costumers’ expectations not met. Recently, the management team changed, and since then things seem to get worse for the organisation. In fact, the Head Office keeps receiving bad reviews about the hotel cleanliness and guests seem not happy enough with the rooms’ quality provided, defining everything as too basic. When the management tried to communicate with the housekeeping team in order to ask for better performance about that aspect, the communication was not as effective as expected, because the majority of the housekeepers do not have a good knowledge of English language. The financial situation is even worse because of the actual CO-VID 19 emergency. All these factors are causing problems to the business reputation and, consequentially, to the incomes of the company. The incomes have dramatically decreased.

According to Vasel (2019), communication at the workplace is a quite common problem for organisations. Organising meetings to discuss about issues is important, but only if the meeting is going to be run in the proper way. Listening carefully and actively, being open to questions and understanding how to communicate effectively are vital actions to take to make a meeting successful. 
Obviously, managing effective communication with employees who have not a full understanding of English language, can be more challenging. Strong communication skills are necessary, and clarity is a must. (Samson, n.d.) 
Another big problem commonly faced by the organisations’ managers is handling the budget in the best way possible. It is advisable to take a financial budgeting course, to be aware of all the tips to be able to manage the budget in the most correct way. Investing on the employees and on quality products is the priority. (McCarthy, 2019)

 


3. Problem Solving and Decision-Making Definition 

First of all, it is a good idea to define what a problem is. A problem is a present unsatisfactory state that must be changed as soon as possible. It is possible to do it through problem solving, which consists in bridging the gap between how the things are and how they should actually be. There are a wide range of  problems type. The case mentioned clearly refers to a communication problem and budget managing problem. 
Decision Making is about making decisions between two or more options, and it is mainly focused on the future. Decision Making has to be creative, and it is usually done at senior levels, but it is also done at lower levels (tactical and organisational).










4. Fishbone Analysis

Fishbone analysis is a very important tool when it comes to problem solving and decision making. It is a diagram presenting itself as a fish’s skeleton, with the problem at the head and all the causes across the spine.
For example, in the case mentioned, it is possible to present it as follows:


Staff
Management

Poor communication

Lack of training programs to attend

Absence of rooms’ checks

Lack of motivation

Business Income Decrease 

	Lack of organisation in correctly handing the budget
Missing of regular checks on quality services, cleanliness and Health and Safety



		
Auditors

Budget



This fishbone diagram was very helpful to detect causes and effects of the problem. It has a wide range of advantages, such as:
· Stimulating thinking during a brainstorm.
· Providing a solid structure to understand the relation between causes and effects of a specific problem.
· Providing a visual display of the general situation concerning the problem.







5. SWOT and PESTEL Analysis

Swot Analysis is a powerful strategy tool. SWOT is an acronym standing for:
Strengths  positive characteristics giving advantages.
Weaknesses  critical characteristics giving disadvantages.
Opportunities  circumstances making possible to do something in good advantage.
Threats  circumstances possibly having a negative influence on the goal.
Strengths and weaknesses are internal factors. Opportunities and threats are external factors.
In this case, a SWOT Analysis of the organisation having the problem mentioned will follow:

	STRENGHTS

Location in Central London
Plenty of tourists
Large and comfortable rooms

	WEAKNESSES

Poor cleanliness
No employees’ training provided
Poor management
Lack of quality service


	OPPORTUNITIES

Government helping with furlough measures
Implement of new technologies to check standards’ quality

	THREATS

Less tourists coming in London because of the CO-VID 19 emergency









Pestel Analysis
Pestel Analysis consists in identifying the macro-environmental factors that influence the organisation. It presents itself as follows:

	POLITICAL
	ECONOMIC
	SOCIAL
	TECHNOLOGICAL
	ENVIRONMENTAL
	LEGAL

	CO-VID 19 restriction’s laws


	Touristic influx in London 

General economy situation

Budget management
	Poor management comunication

Culture and language differences between employees and managers

	Opera system updates

Network connection with other branches 

Technological progress
	Customer attitudes

Range of people frequenting the hotel


	Employment laws

Health and Safety laws

Hotel regulations




PESTLE analysis is extremely helpful when it comes to problem solving and decision making. It provides a visual of the organisation’s surroundings from different angles. Without it, it would be difficult to know where to start, because organisations are affected by several external factors.






6. PMI Decision Making Tool
After all the analysis made, it is possible to elaborate some useful solutions to the problem. The two solutions identified are the following:
a) Developing some training tools for the employees in order to make them fully understand what is expected from them. Implementing a new modern and interactive technology for the housekeeping team, to facilitate their comprehension of their tasks and improve the hotel cleanliness. Organising frequent meetings between employees and management to constantly keep up with each other’s needs and to improve communication. 
b) Changing the hotel management again. Increasing the housekeeping wage in order to encourage them to work better and provide spotless cleanliness. Giving clear instructions to the new hotel management about being as strict as they can.
Using PMI analysis will be possible to choose the best solution fitting to the problem. It is a decision making and critical thinking tool. It gives the possibility to analyse ideas and solutions using different perspectives. It presents itself as it follows.

A solution:
	PLUS

Better communication between management and employees

Well trained and consequentially better performing employees

Improved budget management


	MINUS

Costs for the new technological tools
	INTERESTING

Improved social interactions in the team

Introduction of new technological tools






B solution:
	PLUS

Happier and more motivated employees 

 


	MINUS

Costs for changing all the management team

Costs for the housekeeping wage increasing

Lack of trust and good relationship between the management and employees

	INTERESTING

Innovation in the management 






Having a look at these two tabs, it is more than clear which is the best fitting solution to the hotel needs.
 In fact, the number of minus for solution B is 3, while the plus and interesting points are only 2. 
For the solution A, there are 3 plus, 2 interesting points and just one minus. This simple operation made the situation clear and easy: the most advantageous solution is solution A. 










7.  Implementing Plan 

To have success proposing any solution, it is vital to implement a plan. The steps to do it are the following.
Define goals and objectives.
The solution identified for this problem involves some important changes. The goals and objectives to pursue through this solution are:
· improving customer’s satisfaction and getting better reviews
· improving quality services 
· encouraging better communication between management team and employees
· promoting new tools to upgrade the technological hotel system


Schedule Milestones.
This step will be done through a Gantt Chart. It is particularly useful to illustrate a project schedule and timeline. (APM, n.d.)

	Tasks
	Resources
	1st week
	2nd week
	3rd week
	4th week

	Plan producing
	Monia (management consultant), laptop, printer, previous similar cases faced
	
	
	
	

	Presenting plan to the Head Office Management for approval
	Monia, line manager, Head office Managers, communication plan
	
	
	
	

	Implementing the plan
	Gantt chart, defining goals, clearly  defining the solution, setting a timeline
	
	
	
	

	Monitoring the progress of the plan
	Meetings, management, team members
	
	
	
	

	Getting feedback from customers
	TripAdvisor, questionnaires sent via mail, management, customers
	
	
	
	



Introduction – brief explanation about your solution.
Goals, timelines and resources used have been specified. Now it is time to describe the solution found.
 These are the changes that should be adopted:
1. New specific trainings to be introduced on Opera Training, online and on site, for both housekeeping and reception teams, in order to make the expectations about the quality services clear.
2. New technology for quality/cleanliness checks: ‘customer journey walk’ programme’. It is a form to be filled through some practical smartphones, asking for questions about how the reception is settled, if the lifts are spotlessly clean, and if everyone is wearing the uniform. It will have to be filled at each shift by the reception team.
The housekeeper’s supervisors will have the same terminals, with a specific cleanliness check programme, called ‘The Perfect Stay’. They will have to fill the test at each shift, to ensure every room is properly set, cleaned and at high standards.
3. Functional meetings between management and employees will have to be done every week, talking and discussing about the problems or any eventual doubts/discomforts. This will be fundamental to improve the communication between managers and employees, and to guarantee a good atmosphere and working environment.
Adopting these measures, the situation will surely improve in a short time, making the customers happier and increasing the business incomes, in the times previously specified in the Gantt chart.

Management review – management feedback about your solution 
The solution mentioned will be proposed through a meeting with the Terrace Hotel Head Office, showing them all the diagrams and analysis conducted to reach the solution above. 
Highlight the security and privacy measures which you consider
All this plan will follow Health and Safety laws and privacy measures. The programmes to check cleanliness will be based on Health and Safety laws concerning hotels and premises of this nature. 
The identity of customers providing feedback will be protected by the current measures for privacy identity protection.  
Highlight how you are going to monitor and review your performance
The performance of the plan will be reviewed and monitored throughout the way. There will be meetings to check that the business incomes and reviews improve periodically. A questionnaire will be sent via mail to the customers at the checkout, to keep the situation under control. 
Communication plan
The plan will be communicated through a meeting with the Head Office.
User acceptance criteria -how user will accept your plan
The Head Office will choose to accept the plan presented, or not. If yes, they will communicate it within a week.
Approval from the management 
Eventually, the Head Office will approve the plan, and the solution will be adopted.








8. Conclusion
The problem has been analysed, eviscerated and processed. Being able to use the tools mentioned in this report is a must for any career. 
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