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Introduction

The purpose of this report is to define a complex problem in the workplace including its scope and impact. However, I will analyse information on the identified problem, to help inform the decision -making process.
Based on my information and analysis of the complex problem I will propose a range of alternative solution to the problem. I will apply a decision-making technique to evaluate a range of solutions to identify the most appropriate option.


Once the complex problem is defined and analysed, I will develop a plan for implementing the solution. However, I will communicate my plan to the stakeholders and afterwards I will assess appropriate monitoring and review techniques to ensure successful implementation of the solution. 


Complex problem in the workplace 

I will use my own experience based on my pervious job to define a complex problem in the workplace.
Two years ago, I started my career as a supervisor for a big company called Itsu. For me it was a good experience because I started as a team member and after two months, they offered me the training and a lot of support from my manager and the company based on courses to help me improve new skills. 

During this two year I noticed how things are changing gradually.
After few months working as a supervisor, I have seen my workplace getting very busy day by day. Recruitment team it was sending new team members to the shop monthly.
I can confirm that the main problem of the company it was, lack of employees. 
Most of the staff does not want to work for the company longer than five months, some people even less. 
However, this situation caused a negative impact to the management team and the remaining team members as sometimes they struggled during their shifts as they had to do double tasks or work long hours.


Management team it was the most affected as they are the responsible of what happens day by day in the shop. I saw the general manager starting early in the morning and spending all they at work due to this problem. Me and the other supervisor working six days per week, only one day off and doing shifts of more than ten hours per day. I remember the day when even my co-worker gave his notice because it could not handle those long shifts and that many hours per week.  



Analyse information on the identified problem 


By carefully analysing the information of the complex problem I found out that the whole team in general is struggling at work and the main problem is the lack of employees. 
The employees of this company are working long shifts and few of them can only enjoy one day off per week.

Management team, work every day under pressure spending long hours at workplace in order to provide support and run the business.
This is a serious issue which personally affects and make them leave their job. 
I believe if this company does not start to take any actions soon, it will face a huge problem in terms of keeping employees. 



Propose a range of alternative solution to the problem 

Based on my analysis of the main problem – Lack of employees I will propose a range of alternative solution.
First at all I will let managers to work on it as they have the knowledge and experience to manage the team.
Let’s begin with these four steps in order to help the management team and team members.


· The management team to find the time and be supportive with employees 
Check rotas see if could be adjusted to provide training daily.

· Adequate employee training
It is very important to provide an adequate training in order to keep the employee motivated.
A good training it will make the employee to gain knowledge and confidence.

· Take in consideration employees’ opinions
Organize a meeting with each employee every three months for example and ask them questions about how they feel and if they are happy with their shifts. 
Take actions if notice that employees are unhappy.

· Recognize employees for their hard work 
In order to keep employees motivated, say often Well Done today! Thank you or even offer the opportunity to a promotion.



Use a decision – making technique to evaluate a range of solutions to the problem 


To evaluate a range of solutions and identify the most appropriate option I will use a Cause and Effect Diagram.






People 
Management 

Lack of knowledge
	Lack of motivation

Low priority 	Lack of training 

Too busy 
Roles not defined 
 	

									
Lack of employees 


					Always short staff  

Large number of tasks assigned to an employee  					

			Long shifts 



 Environment







 

Based on my Cause and effect Diagram analysis I would like to explain how this serious problem has been developed and why the management team can not control it. 
I believe that when a new team member first start it is important a good training from the manager or any other member of staff which oversees training employees. However, the problem of this company is that the management team is too busy to train employees.


Due to the lack of employees the management team must cover shifts, work long hours and sometimes they only have a day off per week. However, this daily situation causes a negative impact in terms of training the new team members because they do not have the time to spend training people or the training that has been provided is very poor. As the team member have not been train properly gets stressed during their shifts. 

Analysing all this situation I found out that employees are leaving the company because they have not been trained which affects them by causing stress at work. However, the long shifts also increment the probability to leave the company as no body from the management team asked their opinion or suggestions. Another reason is the high number of tasks assigned to the team members.





I will develop an Implementation Plan which it will be based on : the actions that they need to complete, responsible person for that action and a Start and End date very important in terms of analysing again the situation and follow up the improvements.
I will explain to the CEO of the company how the management team must pursue the implementation plan.
 



 


				IMPLEMENTATION PLAN 

	ACTION 
	RESPOSIBLE 
	PRIORITY 
	START DATE 
	END DATE 
	NOTES 

	1. Offer support 
	Management
Team 
	      |
	 15/01/2021
	15/03/2021
	

	2. Adequate training 
	Management Team 
	     ||
	01/01/2021
	01/02/2021
	

	3. Consider employees opinion 
	All Staff 
	     |V
	01/01/2021
	01/02/2021
	

	4. Employees recognition  
	Management Team 
	     |||
	02/02/2021
	02/04/2021
	

	
	
	
	
	
	




However, I will make sure management team understand the procedure of the plan as it is very important to follow every action and to bear in mind the priority of it. The last step it is also important, notes must be written and the end of every end date. By following all this steps, I can analyse again the situation and implement another plan of need or just adjust the timing of the plan. 




Communicate the plan to stakeholders  

 
Dear Management team,

Below I created a communication plan in order to help you to avoid unnecessary leaving of the employees.
As a General Manager I suggest you to always train the new team members, spend at least few days and take notes of their performance. Some people need extra time to learn that’s why the importance of taking notes.

It will be very helpful if you could create a check list employee training as it will be much easier to know how the training is going.
I created tasks for every Stakeholder, the assistant manager it will help you to make sure all the team members in the shop are confident and well prepared to do their job. Re- training if needed it will be provided by the assistant manager like this the general manager can focuses on the business. 

Supervisors will be there to support and get feedback from every employee and it will provide the feedback taken to the General Manager.
By following all this steps, I guarantee that in few months it will be a huge improvement.
Please do not forget to take any kind of notes and comments it will help me to create any other solutions if needed.

I suggest you if during the process of the plan questions arise please do not hesitate to contact me. I would be happy to assess you or take any other actions.
Please stay positive, follow my implementation and plan do not forget to write down any feedback. 






STAKEHOLDER COMMUNICATION PLAN 

	STAKEHOLDER 
	POWER/ INTEREST
	COMMUNICATION VEHICLE 
	FREQUENCY 
	COMMENTS 

	General Manager 
	To provide adequate employee training  
	Verbal 
	Every time there is a new employee   
	

	Assistant General Manager  
	To Re-train employees and supervisors if needed 
	Verbal 
	When needed or when there is a request from the GM 
	

	Supervisors 
	Help employees and get feedback from them 
	Verbal, Written 
	Help employees everyday 
Feedback -Once per week 
	




Assess appropriate monitoring and review techniques to ensure successful implementation of the solution  

Monitoring the plan: 
	
IMPLEMENTATION PLAN 
	
COLLECT FEEDBACK FROM THE MANAGEMNET TEAM ON 16/03/2021

	
STAKEHOLDER COMMUNICATION PLAN 
	
COLLECT COMENTS FROM THE MANAGEMNET TEAM ON 20/02/2021



In order to collect information from the management team and have a control of the situation I created a monitoring plan for myself with the end date of collection , this plan it will help me to analyse the performance of the company and implement a new one if I see is necessary or just add new options . 

However, I will monitor this plan and review the techniques that I have implemented in order to make sure it will be successful by following the collection of feedback from the management team. Once data is collected I will analyse the improvement and I will decide if the same plan has to be extended or any others techniques needs to be applied .








Conclusion 

During my last term at university I found very interesting the subject Problem Solving and Decision Making. I have learnt few techniques which are very useful in terms of solving problems por example Cause and Effect Diagram. 
However, by playing my role as a management consultant I gained confidence and knowledge in terms of solving problems. I applied Cause and Effect Diagram and Pestel Analysis. 
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