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[bookmark: _Toc26777922][bookmark: _GoBack]Introduction
My name is Ionela I live in UK since 2010 and I worked different types of jobs in hospitality industry till now and now I work as a hotel supervisor at the Birds Nest. My organization that is “The Birds Nest” hotel is an exceptional hotel that is providing top quality services to the people of the local areas as well as to the foreigners. The Birds Nest Hotel is a 3 star Hotel. It is situated in London’s Deptford. And I am currently serving with my organization under the hospitality industry. Hospitality industry is very profitable industry and among this industry hotels are the most profit earning business organization. Every year all the people goes to enjoy their vacation while staying in good and luxurious hotels. In this sector, I along with my organization provides services such as Lunch, Dinner, Breakfast and Rest etc. The services review from customers of my organization that is the Birds Nest hotel, is good because my hotel provides the perfect combination of the value, convenience and comfort to its customer with a cost efficiency price range. That means the Birds Nest Hotel is an ideal destination for premium quality with a wide range of budget approachable offers with more facilities specially considered for tourists. As I work here as a hotel supervisor, I perform some crucial duties to maintain the reputation of my organization the followings are the duties and responsibilities that I perform.
1. Firstly, I check about all the staffs who are in charge of different issues. The schedule the working hours according to the importance of issues after that coordinating job rotation and other works.
2. I also check about the inconveniences of the clients about the services.
3. And finally take actions and solve it and then provide report to the management. I 'm responsible for all the gyms from London. 
When the problem appeared too complex, I immediately contact with the management head and then solve it with their suggestions. The core problem that I am facing is the lack of staffs in all necessary areas with the small number of employees, it is difficult for me to serve the clients with a satisfactory level and satisfying their needs within a short time. As being an supervisor of my organization, I have contacted about this problem and they have given me the responsibilities to solve it efficiently and I have chosen to hire some more new employees according to the job analysis.
[bookmark: _Toc26777923]Definition of the Problem
The term problem refers to the events, situations or states that is unwelcome, harmful and deviation from any standard that is impeding the progress of the organization. Now with that theoretical definition there are mainly types of problems such as Organization related, Human resource related and Policy related etc. (Dery, 1983). My current organization, The Birds Nest, where being as a supervisor, I have identified crucial and significant problem, which is the Lack of the staffs and human resources in the Birds Nest hotel as well as in this particular industry.
Now the current problem of the Birds Nest which I have identified is the lack of staffs or human resource that means my organization has more capacity and resources to handle human but it is lacking in terms of employees. The main effect for this problem is that the value or services that can be provided timely and effectively to the customers, now cannot be provided in efficient manner rather one or two person has to do more than their designated duties as a result they are also unwilling to work with dedications and with that comes low quality of services and customers are also now somewhat dissatisfied and the number of good reviews are also lacking. So, here I can see that the complex set of relationships that is formulating and harming my organization’s success. So, with the proper analysis of mine that I have done and seen that the main problem comes all other relevant consequences such as low customer services, multiple works are done by low amounts of employees etc. Now, to see the problem precisely, I have defined the problem in more specific wise which is,
a) What are the reasons or outcomes that made to think there's a problem?
Answer: The cause such as low customer services, multiple works are done by lo number of employees, complaints from the employees and long time taking by the employees to execute any duties.
b) What is the problem?
Answer: Lack of sufficient staffs
Now with this I have understand the problem in more clear way. There are a lot of causes that is actually making this problem more complex. For a small hotel in this competitive industry it is very dangerous that my organization like Birds nest is having any problem like this. Lack of staffs can be result in as the closure pf this organization. As a supervisor I have also identified that this problem is actually reducing the profit by 50 percent and also decreasing the reputation of this 3 start hotel among the coming tourists. Now, this problem needs to be addressed very effectively so that it can be eliminated to come back in the normal stages and grow this business more in the hospitality industry and to do that I have taken some steps also and to that I consider hiring suitable people with proper job analysis. As now, I have identified my organization’s problem I have also identified the reasons that is actually making the high turnover of employees and thus lack of staffs in my organization which are given below.
1. Lack of showing proper caring: In my organization there is a pre concept culture that the employees do not need any nurturing regarding their skills and other factors. Which made the employees of my organization to work less and thus leave after some time with a broken heart.
2. Confused communication system: My organization has a system of communication which is very confusing from employees and not effective at all and as a result there are always one or two overlapping of commands which is making the work process so hard for them that they are leaving.
3. Complex hierarchy: Another reason of high employee turnover is that the complex hierarchy that is preventing the employees from being an effective and efficient employee which is hampering their career growth as a result they are switching my organization over others to gain career growth performance. 
There is more reason but these are main ones of my organization that actually causing the high turnover of the employees.


[bookmark: _Toc26777924]Data collection
Data collection is very important when analyzing any issues so that one can understand the core depth of the subject matter. Data collection means gathering the relevant datums or information on any targeted field to analyses it. Data can be collected in many ways depending on the methods. There are two types of data collecting methods which are Primary and secondary. The primary data collection methods refer to the process of collecting the data form the fields without taking any previous record and secondary data collection is method is the process of collecting data from already processed data records. For the problem that I have identified and analyzed, I consider that the primary data collection method would a choice of mine for this situation.
The primary research is a method of collecting data directly from the field rather than using any other’s previously collected data on purpose. Here the collection of data comes from the sources directly. There are many tools and ways to collect such data such as through survey, interview, graphical ratings on the factors of the organization. So, for my organization’s problem I want to use the primary research method to collect and analyze the data to find out the causes and also the possible solutions for the problem that I am facing right now in my organization. The dissatisfied and delay in work process is the current situation and to find out the actual problem regarding this the data that will be collected is through an employee and customer survey method of getting the data. Through the survey questionnaire that I prepared for my organization to collect data as the data about the lack of staffs is gathered here on the problem and the whole data collection is given below.
Data from Customers.
	Questions
	Customers’ Answer

	1. Do you find the staffs at the right moment when you need the service? 
	No

	2. Do you get the service at the right time when you expected or it delayed in its process?
	Delayed




Data from Employees.
	Questions
	Employees’ Answer

	1. Why do you not seen at the right time when customer need its services?
	Working at other area or for customers

	2. Why don’t you send someone else on that place?
	Everyone is busy with one customer service no one remains free.

	3. Which area is the busiest part?
	Kitchen, Room Boy and Front Desk

	4. Does putting employee there will make you free and ready to provide the services to customer at right time and moment?
	Yes, It will.



These questioners indicate that my organization has a complex lack of staffing problem and I need to solve it effectively. Now as I have collected the data and analyzed them to find the problem now will use the tools like Fishbone diagram or Cause and Effect tool to know the problem’s case factors effectively.


[bookmark: _Toc26777925]Cause analysis
Cause analysis is the process of finding out the causes that is creating any problems it is a widely used method of solving problem through identifying the causes in science and also in business processes (Dery, 1983). This cause analysis of my organization will provide me the correct and clear insight of the problem that is actually causing this havoc in my organization. So, have prepared the cause analysis through some vital steps. Now, to gain the cause I have surveyed 20 employees and 20 customers on their questions and the analysis is given below.
	Question for Customers 
	Frequency

	1.	Do you find the staffs at the right moment when you need the service?
	No- 18
Yes- 2

	Total 
	20


 

Figure 1: Response of Customers
The response of customers shows that the employee is not present when they are needed most for the service and come late.
The problem that I have defined from the beginning and also the data collected by me shows the areas to touch to handle the problem and also confirms that my organization is having the problem of lack of staffs. Now only identifying problem is not enough as I also need to analyze it to know the root causes that is actually causing this problem. To know why my organization can’t retain the employees and why there is a problem of lack of staffs so severe in my organization. Now to do this cause analysis there are measuring tools such as cause and effect diagram or fishbone diagram. Fishbone diagram is a tool that is invented by the Ishikawa which demonstrates the root causes of which an event of effect takes place. Fishbone diagram is very important for me to analyses the problem properly as this would show the causes that needs to be handled effectively to solve the problem. This diagram will help me to show the direct relationships logically and also clearly. And also, this will show the total causes in a simultaneous series. And most importantly this will help me to ease the brainstorming of finding the solutions for the problem and also this will stimulate the phase of problem solving system in more easy way. Now, with proper attention and carefulness I have monitored the problem and created the fishbone diagram for my organization which is demonstrated below.
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Figure 2: Fishbone Diagram (Slack, Alistair Brandon-Jones and Johnston, 2017)
The fishbone diagram shows the cause of the problem that I have identified. It shows that the elements such as Process, Management, Human resource and Environments which are the core and main responsible for the low staffs and also the low retention of the employees. Under the management element of causes I have discovered that the strategic managing efforts is low from the management and also the management principles are not that much realistic in terms of my hotel’s environments and also management does not engage that much with the employees on interpersonal level. Another element that is process where the causes are that I have identified is that the process is complex and hard as a result employee cannot cope up with the process and also there is no sufficient process to support the core process. The environment element of cause also denotes some because which are like no diversified culture and the environment is kind of hostile and also no collaboration in the organizational environment. I the human resource I have discovered that the complains of the employees are ignored by HRM and also the benefits and payment system is not up to date and competitive and also HRM does not take any motivational steps as well as steps for employee retention and forecasting abut the requisite of recruiting the employees in organization. These are causes that is actually making up this problem of lack of staff in my organization that I have identified through my Fishbone diagram analysis method.
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Solution, planning and implementation
Solutions
The problem which I have encountered in my organization is lack of staffs and I have also identified all the root causes that are actually driving the situation of my organization to create such problem through making the existing employees of my organization’s employees leave the organization and also preventing the potential employees to join my organization. So, to fulfill the lack of staffs in my organizations I have brainstormed and also let others to submit their solutions to solve the problem of my organization.
Alternatives 1: Recruit through references to avoid employee turnover.
Here in alternative 1, my team has brainstormed as I have told them to find a solution so they proposed me to hire new employees through their references so that I may trust those new comers that they will not leave my organization in recent dates and the employee numbers will increase as a result the lack of employee problem will be solved quickly.
Alternatives 2: Get a small organization agency to provide required men in a TWO BIN inventory system.
Here, the employees of my organization put their solution as I have instructed them to find feasible solution to this problem and they have suggested me that I should give this work to a small agencies as a result this will stop putting pressure whenever a employee will leave an new employee will arrive which will be provided by the a small agency organization of staffing.
Alternatives 3: Get employees from outside and retain the existing employees with better HRM policies.
And finally, I have brainstormed very crucially and focused one all the root cause where the problem is actually mainly tied up. And after my critical analysis I have found out the solution that is I will get the require employees through a recruitment process and also I will improve the HRM policies based on the employees problem and the root cause which ahs been Identified and will resolve this problem and will keep the existing employee productive as well will improve the brand image to attract the potential employees more so that the lack of staffs problem would stop forever that means there will be competition among employees to remain in my organization rather than just leave.
So, these are the proposal of a range of solutions that I and my team under my hard monitor crafted for solving the problem of my organization.
Identifying appropriate alternatives
Now as I have proposed these alternatives, I have also made a decision among these alternatives through using the PMI tool and technique of decision making (Hicks, 2004). The PMI is a tool and technique of measuring different alternatives and making decisions. Here the PMI stands for Plus, Minus and Interesting upon these three factors the alternatives are judged and then compared with each other so that on can easily identified the better decision for implementation. I have analyzed the alternatives in the following way.
PMI analysis for alternatives 1.
	Plus
	Minus
	What is interesting?

	· Low cost +3
· Easy to find +2
· Trusted +4
	· Not reliable -4
· Not tested -5
	· Already reference checked +4

	Total: +9
	Total: -9
	Total +4



PMI analysis for alternatives 2.
	Plus
	Minus
	What is interesting?

	· Low pressure +4
· Easy process +4
	· High cost -5
	· No extra pressure to staffing +4

	Total: +8
	Total: -5
	Total +4



PMI analysis for alternatives 3.
	Plus
	Minus
	What is interesting?

	· Employee satisfaction +5
· Employee retention +5
· Potential Employee attraction +4
· Tested and reliable +5
	· High cost -5

	· Staffing +5

	Total: +19
	Total: -5
	Total +5



Comparison of alternatives’ PMI
	Alternatives 1
	Alternatives 2
	Alternatives 3

	[bookmark: _Hlk26750898]P +9
M -9
I +4
	P +8
M -5
I +4
	P +19
M -5
I +5

	Total:  +4
	Total: +7
	Total: +19



Here all the alternatives that I have analyzed is resulted into positive PMI outcome but among them the third alternative comes out as the best so I have taken a decision to solve the problem with the alternative 3. This solution that I have accepted as the solution among the three alternatives is the bets as this would provide me and my organization such as benefits that twill resolve the problem of my organization that is lack of staff. So, I have identified this alternative 3 s the most appropriate solution for this problem.
Planning and Implementation
As I have decided my solution which I will implement to solve the problem I have made a plan for implementation in the following steps (Systematic problem-solving and decision-making, 1990).
1. Designated Team: I have created a designated team for implementing the solution by taking some of my reliable and effective employees from my organization.
2. Shared Vision among Members: After the team creation I have shared my vison that what is going to be achieved through the implementation of our tasks.
3. Leadership: After the shared vison I have provided strong leadership to my team to work on the plan.
4. Defined Goals: after all previous steps I have defined the goals in an actionable manner to my team.
5. Value Communication: I have then communicated the value of the tasks that I have trying to achieve through this team to solve the problem. 
This is the planning phase of the solution that I have selected to solve the problem.
And now I have prepared a Gannt chart to implement the plan that I have crafted for my organization.
[bookmark: _Toc26777927]Evolution of the effects
After implementing the evolution which I have selected the effects are changing gradually throughout the time (Dery, 1983). The effects are the following one which I have experienced and give below.
1st effect: after immediately implementing the plans of solution which I have selected. The internal problem of my organization starts to fade away as has employee dissatisfaction and low productivity customer complaints. And this started to make the organization to become a likable place among the employees.
2nd Effect: after this effect the organization was running smoothly but the necessary staffs were still missing so I have done a recruitment process to recruit the employees and through tough and rough way of implementing the recruitment process I have employed some trusted and reliable and also skillful employees for the work. So, the here the problem for which I have been doing this has been solved basically.
3rd Effect: this is the current change of the effects as the new employees are employed so it was necessary to retain them so that the problem of  lack of staffs would not start again so the with the implementation of a healthy policy Our employee retention rate become high and our organization established a brand image which enable s more to join my organization and the candidate pool is always there so there is no employee turnover  and lack of staff is permanently stopped.
These are the effects and their evolution through out the times after implementing the plans for solving the lack of staff problem by me.


[bookmark: _Toc26777928]Standardization 
Standardization a process of developing and implementing the standards based on different parties. To make the plan as a standard practice in my organization. I have carefully created this as a standard and regarded it as a situation which is needed to be always keep that means this is a benchmarking. Standardization would have helped my organization to achieve its goal more smoothly in near future and also it would increase the compatibility, safety, repeatability or quality as well as interoperability (Hicks, 2004). This standardization has paced and eased the commoditization if previously custom process or practices. Now, as I have solved the problem with the solution and that practices, I have also made it as a standard in terms of my organizational practices. 
Firstly, I have complied the practices of the process with my organization’s strategic goal. As a result, he the practice of the solution is a productive and effective process of handling these sorts of a problem. Secondly, I have documented the whole process with proper guideline so that other areas manager or supervisor can also use it as a standard way. Thirdly, a I have decided a benchmark which I have used to measure the current practice of this process whether I am doing it in a standard form or not. To make it more standard I have also structured it in a way that most time efficient information communication can be done through the standard ways so that I can and my organization can achieve the target quickly. 
[bookmark: _Toc26699662][bookmark: _Toc26777929]Evaluation of the process
Th whole process that I have used to solve he program needs to be evaluated as this evaluation of the process would find and help me to find out the problem and the error that I must resolve in the process so that in future I may effective and efficiently solve and make a decision for my organization (Dery, 1983). To evaluate he process I have used two techniques one is content analysis and another one is in house survey of customers. These evaluations provided me with a great deal of insights which showed that the solution that I have planned for this problem in my organization, that is Birds Nest, has been resolved very quickly and effectively. Through the content analysis I have checked the contents of the process by myself. In content analysis I have gained the fellow insights.
1. The process of defining the problem was having some error but the error was fixed and quickly and then evaluated properly
2. The Data collection needs to be mor precisely than this system that I have been doing. so, I have introduced an online data collection system to make it more efficient.
3. In the cause analysis techniques, I have used an effective method but I need to use more tools in more effective way to know the full extent of the problem of my organization.
4. The solution process which I have done critically was effective but I need to be more critical in terms of mor complex problem of my organization.
In house survey analysis.
Through this analysis techniques I have done a survey to gain a knowledge about the things that I have identified and the survey result is very positive from the customer and thus this shows that the process through which and which I have implemented is successful. The customer survey that I have done post soling problem of lack of staffs is give n below.
	Questions
	Customers’ Answer

	1. Do you find the staffs at the right moment when you need the service? 
	Yes

	2. Do you get the service at the right time when you expected or it delayed in its process?
	At the right time


 
These answers of the customers of my organization has provided me the information which shows that the process that I have used is effective and successful in terms of solving my organization’s problem.


[bookmark: _Toc26777930]Conclusion
Problem in organization is common as well as problem in workplace. Organization’s supervisor or manager or leader must solve these problems in order to achieve the market competitiveness to fully gain the success in the market. The steps in solving a problem and also to take decision making is very complex and sensitive it needs to go through several techniques to achieve the solution to solve the problem. Like my processes to solve the problem of my organization.
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