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INTRODUCTION 
(JamesT, 2001)
1.1 Problem solving skills and examples. 
Problem solving skills help identify the root cause of a problem and find effective solutions to it. Problem solving is usually perceived as something else, but other related skills contribute. As a result, effective problem solving may also require industry or job specific technical skills. For example, police officers need active listening and communication skills when working with people. As a department, police need to know when to consult a supervisor or judge to overcome the confinement 
To effectively manage and run a successful organization, leaders must guide their employees and develop problem solving techniques. Finding a suitable solution for issues can be accomplished by following the basic four step problem solving process and methodology outlined: Define the problem, generate alternative solutions, Evaluate and select alternatives and implement and follow up on the solution. 
To solve a problem effectively, you will likely use a few different skills, for example, analysis, decision making, communication, dependability, etc…  

1.2 Background of the organization. 
That is why the Pull&bear company has called me to get to the de root of the main problem of a Lack of motivation during the last two months. It has been affecting their job as a designer and producers. This company has an international mission and intention to dress up young people who care about the environment, live in society and relate to each other. A young person with a casual taste. To meet their needs, Pull&Bear takes the latest international trends, mixes them with influences found on the street, and modifies them for style and comfort. and easy to wear garments 1991. 
This company have been settled in oxford circus, London, W1D 1BS. The department of the main problem (design) has around twenty workers, all the workers are qualified for this position and have all the necessary skills and qualities that are needed.  
Current hours are nine per day six days per week, just having two days off and a single month of holidays plus of course days off for emergencies. 
1.3 The Workplace Problem. 
The designers have been having issues with their motivation at the workplace since two or three months ago for an unknown reason. The director wants to know the main reason and the root cause as soon as possible for this big and important problem and how he can fix it so they can carry on with the designs they are expecting for next month. (Lack of motivation problem found at the company). 

1.4 Definition of the problem. 
After having a meeting with each worker in that section, I have realized the problem is they have so much pressure and endless projects at the same time, that they are not sleeping properly, they do not get much time off ( two days per week) and they feel like all their time even their days off are been taken away, because of all this pressure and much hours at the office. They have mentioned an increase in salary if this keeps going like this, or they could quit if this keeps this way much longer.  As a main and potential problem, the company may lose workers that have already experience in the sector which makes the company not get the products on time by the deadline, which is another main problem for the company right now, because of this lack of motivation at the workplace much other problem can show up later on.  

ANALYSING INFORMATION
ROOT CAUSE ANALYSIS (RCA) (FISHBONE DIAGRAM)
 
   PEOPLE                     METHOD                      MEASUREMENT                    
Lack of motivation             Lack of planning                        Did not track progress         LACK OF MOTIVATION AT THE WORK PLACE


 Absent people                     Poor prioritization                      No long time goals 
Lack of communication                                                           No shot time goals 

Slow computers                        Poor fluorescent lights                    Out of pens 

Broken coffee machine              Office too cold                            Unstable desks
Poor internet connection         Noisy environment                          Out of toner 
    MACHINE                       ENVIRONMENT                     MATERIALS 

[bookmark: _Hlk133412066]This is a fishbone diagram made by Andrea of a lack of motivation at the workplace.  


SITUATIONAL ANALYSIS MODELS (SWOT ANALYSIS) 
Weaknesses: 
Loss of workers. 
Break of the security data. 
Favouritism.  
Strengths:  
Hand making products.
Good team working.  
Good price for good quality. 


 

INTERNAL

NEGATIVE

                    


Threats:  
Workers leaving to another Brand. 
They could sue the company.
It will damage the image of the company.  
Lifestyle fluctuations.
Opportunities: 
New rules that give more freedom in an environment.
A new and better timetable. 
Proper times off and sick leaves. 
Longer breaks during lunch.  


POSITIVE

EXTERNAL



This is a swot analysis diagram made by Andrea of the lack of motivation at the workplace.  

RANGE OF ALTERNATIVE SOLUTIONS
“Currently timetable: Six days per week, nine hours a day” 
• Solution 1: Give them a new contract with all they ask for (high salary and fewer hours).
• Solution 2: Give them a better timetable (8 hours a day and 5 days per week) but not a higher salary. 
[bookmark: _Hlk132882713]• Solution 3: Get more staff to join the team so the pressure and work are distributed among more people, leading to a better work environment with less stress, and a better timetable (Monday to Friday and just 5 days per week) but keeping salary as is now.
Solution number 3 is the best solution for this problem, less pressure and stress are
e what they ask
EVALUATION OF ALTERNATIVE SOLUTIONS  ( PMI )
	
	GOOD
	BAD

	SOLUTION 1
	- Happy staff members 
- Better atmosphere in the office
- Keep the staff at the company 
	- Spend more money on salaries
- Not getting the product on time because of the lees number of hours of work



	
	GOOD
	BAD

	SOLUTION 2
	- Get the product on time
- More holidays for staff 
- Better timetable 
	- Not increasing the salary as they ask
- Stressed & angry staff



	
	GOOD
	BAD

	SOLUTION 3
	- Less pressure on staff
- There is an option to give a better time during work for staff
- Get the product on time
- Happy & relaxed staff members 
	- Having to pay more for new staff salaries and training 
- More noise
 



	
	SOLUTION 1
	SOLUTION 2
	SOLUTION 3

	PLUS POINTS
	3
	3
	4

	MINUS POINTS
	2
	2
	2

	TOTAL
	3 – 2 = 1
	3 – 2 = 1
	4 – 2 = 2



Best option       Solution number 3    


IMPLEMENTING THE SOLUTION
[bookmark: _Hlk132746330]Here we have to manage resistance to change to increase the probability of success and reduce transition time. The final answer is that the company will go with “solution number 3” (Get more staff to join the team so the pressure and work is distributed among more people, leading to a better work environment with less stress, but keeping the timetable and salary as are now) ( GRANTT CHART) (Clayton, 2019)
a. Table to Excel managing
b.  time to complete every task 
	TASK 1
	TASK 1
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	TASK 3
	TASK 3
	
	
	
	

	
	
	
	
	TASK 4
	
	
	

	
	
	
	
	
	TASK 5
	
	

	
	
	
	
	
	TASK 6
	
	

	
	
	
	
	
	
	
	TASK 7



1. Task 1: Start doing interviews – 2 weeks – predecessor 0
2. Task 2: Get the training courses ready – 2 weeks – predecessor task 1
3. Task 3: Discuss the contracts – 1 week – predecessor task  1
4. Task 4: Tell the old team to supervise the new teamwork – 1 week – predecessor task 3 
5. Task 5: Setting them in the office – 1 week – predecessor task 4
6. Task 6: Introduce old and new staff members – 1 week – predecessor task 4
7. Task 7: Check on the staff to see if everything is fine – 1 week – predecessor task 6

STAKEHOLDER
Change management is the process, tools, and techniques to manage the people side of change to achieve the required business outcome. “Any group or individual who can affect or is affected by the achievement of an organization’s objectives.” (Freeman, 1984) 
1.1 Stakeholders can be internal, such as employees, managers, union members, and departments, or external, such as customers and suppliers. You can also distinguish between primary and secondary stakeholders. 
a. Primary stakeholders define a company and are essential to its survival. 
b. Secondary stakeholders are those who may affect relationships with primary stakeholders.  CEO customers community bank social media managers 
  (STAKEHOLDER´S MAP)
	INTERNAL 
	EXTERNAL 

	- CEO
- INVESTORS
- EMPLOYEES 
- MANAGERS 
	- CUSTOMERS
- COMMUNITY
- SUPPLIERS 
- BANK
- GOVERNMENT 
- SOCIAL MEDIA 


HIGH

POWER

LOW

	
SOCIAL MEDIA
	
INVESTORS
CEO

	
COMMUNITY
GOVERNMENT
BANK
	
EMPLOYEES
MANAGERS
CUSTOMERS
SUPPLIERS


    LOW                                                          INTEREST                                                     HIGH

1. Stakeholder engagement plan.
Complete the following stakeholder communication plan according to their power and interest identified above.
a. Stakeholder engagement plan
(How works: You have to complete the following stakeholder table using a communication plan according to their power and interest identified in the stakeholder map from page number six) 
	Stakeholder
	Power/Interest
	Key Interest & Issues
	Communication Vehicle 
	Frequency

	Social media
	High / Low
	To meet the company goals
	Post and ads 
	Almost every day

	Investors
	High / High
	To meet the company goals and  objectives
	Personal meetings and Email
	Weekly

	CEO
	High / High
	To meet the company, personal and organization’s goals and objectives
	Personal meetings and Email
	Weekly

	Community
	Low / Low
	Less disturbance (noise)
	Notice board or Email
	ASAP

	Government
	Low / Low
	Payment of taxes regularly 
	Emails or calls 
	Annual 

	Bank
	Low / Low
	

	Personal meetings 
	When is need

	Employees 
	Low / High
	Keep their job and work comfortably 
	Personal meeting and Email 
	Monthly

	Managers
	Low / High
	Keep their job and help others
	Personal meetings and Email
	Weekly

	Customers 
	Low / High
	Happy with the product 
	Publicity 
	Almost every day

	Suppliers 
	Low / High
	Be good enough to be a permanent supplier 
	Calls and Emails
	Monthly




CONCLUSION
My conclusion for this issue is simple. The company must choose the number three option to minimize the long term damage to the company “Get more staff to join the team so the pressure and work are distributed among more people, leading to a better work environment with less stress, changing as well the timetable to a better management of the workers time (five days per week during nine hours per day), but keeping the salary as is now”. The company needs to hire more people to get all the staff happy and working properly so the company can reach its future and short goals as it has been doing since 1991.  
As all the multiple analysis shows the impact of this problem could be truly harmful for the company, indeed ending up with the whole team any time soon. The amount of money the company must pay the new employees (new salaries), will definitely not be bad for the company in the future, because it brings less pressure and less stress to the current designers and fewer hours worked from all the team, but compensate with more people working on it (which is good for the company monetary talking). I believe this is the best solution to solve this issue at the company and keep the morale up in the department now and in the long time and short time future.
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