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[bookmark: _Toc26817781]Introduction
My name is Marin and I live in the UK since 2015 working with many job roles but none satiated me. Then I found a job that engrossed me, and I have the opportunity to learn and develop my skills by engaging with this job role that is a Regional Building Services Support Manager (RBSSM). In this job role, my responsibility includes identifying problems and also find a solution to tackle the problem through effective decision making. Problems are usual in daily life that can influence the natural working state of an individual. But, problems in the workplace are complex as in a business place different backgrounded people work together towards a common goal. Problems are present in inadequate situations that prevent to achieve the goal or objectives of an individual or a team. Problems have their own kinds that are simple and complex but in an organisation context simple problem are easily handled but the complex problems create a problematic situation that needs critical thinking, teamwork and decision-making ability for the solution of particular problems. The common but complex problem workplace faces such as meeting organisations targets and deadlines, employees are not able to work with different types of people, communication problems and poor performance from employees and so on. As a RBSSM in the company, I also identified some problems in my workplace and the most complex one is the lack of staff. In this report, I will discuss the cause of this problem and the solution to this problem.



[bookmark: _Toc26817782]Definition of the problem
Virgin Active in other word gyms for ensuring good health of the individual that has 43 clubs in the UK. As a RBSSM in this organisation, I identified the organisation faces the problem of lack of staff. Chalkiti and Sigala, (2017) stated, this kind of situation arises when an organisation face greater employees turnover due to change in organisation infrastructure, change in management structure, undesirable working condition, poor relationship with the line managers or supervisors and lack of training opportunities or career development option and so on. So, the scope of this report is to discuss employee turnover issues in Virgin Active, its impact and analysing the problem by collecting data, using SWOT analysis and the Fishbone concept to propose a possible solution to the employee’s turnover problem.
Human resources are the most precious part of my organisation as they drive business success and assess in achieving the organisation's goal. Without staff, no department can be operated in an organisation such as the management department, technology department, finance department, and HR department and so on. Holston Okae, (2018) argued, employees, engage with an organisation not only to assess the organisation to achieve its objectives and goals but also to achieve their career goals and objectives. I think an employee has his own career goal that is career development to work in higher posts. But my organisation does not provide training opportunities as it anticipates it will increase the cost of the organisation. In my organisation, the HR manager considers employing expertise employees, but it does not resolve the problem because the marketplace evolves with times and it is hard to bide with the past skills and knowledge. So, employees consider continuous professional development as the only solution to this problem. But without the consent of the management of an organisation, it cannot be said that this is the only solution to employee turnover rather an organisation has to ensure an alternative solution so that it can decrease its cost and ensure a good profit margin. As a supervisor of Virgin Active, I identified my organisation also faces a similar problem so considering my organisation I will discuss the phenomenon of this problem and I will also consider the solution to this problem. The reasons for employee’s turnover and lack of staffs in Virgin Active are as follows:
Inappropriate communication
Employees need satisfaction from the working environment. In the organisation, employees need to communicate with different departments as all of the departments are interrelated with each other and my organisation is also not far behind from this need. But, the employees are failing to communicate appropriately or do not understand the communication whether verbal or non-verbal so they lose the inspiration of working.
Poor relationship with the supervisors
Regional Building Services Support Managers are the people which leads teams of up to 10 technicians. But I identified there are many factors that can cause poor relationships with the RBSSM and one of the major factors is personal differences. As a RBSSM, I identified being from another culture employee has difficulties in understanding me. Besides, different people have different theoretical orientation so do I and employees struggle to understand it and it creates dissatisfaction and a poor relationship with supervisors. I found many employees also have hopes they will get to learn from the experience of their supervisor but the deficiency in the expectations of the supervisor experience also leads to poor relationships with the supervisor (Ross, 2017). Besides as a supervisor I found if the employees find the supervisor is close-minded then the employees have difficulties to work so they leave their job role in search of better organisation.
Lack of career development option
Career is important for any employee and all the employees want to develop their career in order to get promoted or for a better working opportunity. So, my organisation Virgin Active can face employee turnover as I identified the organisation does not provide any career development option. Cargill, (2017) said, in a career development option an employee receives the adequate training of developing personal skills and knowledge such as communication skills, problem-solving skills, critical thinking skills and technological knowledge, managing knowledge and so on. Lack of continuous professional development creates deficiencies not only in the skill but also in the knowledge of an employee. So, I identified employees find this problem as a major issue for suppressing their careers. Besides, due to the lack of career development options, most employees cannot survive with the change of time. So, employees change to another organisation in searching for a career development opportunity and better training scope.
[bookmark: _Toc26817783]Data collection
Data collections are the term used to gather and evaluate information that assesses in solving a problem by enabling one to answer relevant questions and finding outcomes. Data can be collected by using different methods and it is important for finding an appropriate solution and deciding. To find the problem of lack of staff in Gym clubs I will collect data from the employees of Virgin Active as it is my organisation. With the assessment of the survey, I will ask relevant questions to the employees to find the answer and interrogate the actual problem of staff lacking in the Gym club (William, 2016). For this purpose, I will select 30 employees from the organisation and will analyse their response to provide a solution to this problem. Below a questionnaire is provided to take employees concern about the lack of employees in the Gym club-
Questionnaire
What is the reason for the lack of employees in the Gym club from your point of view?
Lack of qualified employees
How can the organisation solve this problem from your point of view?
a) By providing a skill development opportunity
b) Ensuring training program
c) By recruiting expertise employees
What do you seek from the organisation?
a) Better remuneration
b) New experiences
How do you like to be getting trained to develop your skills?
a)  Engaged with a training program
b) Learn from line manager
C) Continues professional development in the organisation
[bookmark: _Toc26817784]Cause Analysis
Cause analysis is the process to know why the problem is causing (Bazerman, 2016).  The problem of lack of staff in a Gym club can cause a different reason but I identified my organisation is currently facing the problem of not ensuring a training programme for professional development. In the data collection phase, I designed some questionnaires to assess me to find the actual cause of the problem. So, I conducted a survey of 30 employees of the organisation to see what other employees are thinking about the problem. Below an analysis is showed based on the survey-
	What is the reason for the lack of employees in the Gym club from your point of view?
	Frequency

	a) Lack of qualified employees
	9

	b) Virgin Active does not provide enough opportunity for employee skill development
	13

	c) Virgin Active does not provide trainee to develop employees
	8

	Total
	30



From the above graph, it can be said the employees that are currently working in the organisation ponders due to lack of enough opportunity for employee skill development employees are losing interest to work in Gym clubs. 9 employees ponder the organisation also has privation of skilled employees and 8 employees said my organisation does not provide trainees to develop employee's knowledge and skills.
	How can the organisation solve this problem from your point of view?
	Frequency

	a) By providing a skill development opportunity
	8

	b) Ensuring training program
	15

	c) By recruiting expertise employees
	7

	Total
	30




The illustration shows 15 employees ponder by ensuring the training programme my organisation can solve the problem of the staff’s privation. 8 employees ponder my organisation needs to provide skill development opportunity and 7 responders ponder my organisation needs to recruit skilled employees to solve this problem.
	What do you seek from the organisation?
	Frequency

	a) Better remuneration
	5

	b) New experiences
	18

	c) Works under a professional
	7

	Total
	30




The graph shows 18 of the employees seek new experience by working in an organisation and 5 employees ponder employees look for better remuneration. 7 employees responded that staffs want to work under a professional.
	How do you like to be getting trained to develop your skills?
	Frequency

	a) Engaged with a training program
	7

	b) Learn from expertise supervisor
	7

	c) Continues professional development in the organisation
	16

	Total
	30




The diagram shows that 7 employees show interest to engage with a training program for skill development, 7 employees show interest to learn from expertise supervisor and 16 employees showed interest in CPD in my organisation. So, the majority of the responder provided their opinion.
Based on the survey and from my opinion below a fishbone diagram is showed to show the cause of the problem lack of employees in the Gym club that I consider-
 




John has lack of skill
Jane is not productive
Sally just does jobs
Mark needs motivation

Management
Manager’s relationships with employees are not good
Absence of CPD 
People
Environments
Poor maintenance process of machines
Email down for a while 
Equipment’s
Managers are less concerned about employee’s skill development
Different backgrounded employees
Lack in collaborative environment
Organisation does not have training programme


Lack of staff in health club


Figure 1: Fishbone Diagram for cause analysis
(Funke, 2017)

The fishbone analysis shows an important link between the problem and with the management, people, environment and equipment of my organisation (Richardson, 2017). With the assessment of the analysis, I found employees such as Jane, John is not productive, and they also have a lack of skill to do the work and also they need the motivation to develop their skills. Through the analysis, I also found the managers are less concerned about their employee’s skill development and they also do not have good relations with the employees so from my view it is a major cause of lack of staff in the Gym club. Besides, the environment also is a factor as my organisation does not have a collaborative environment, so employees do not have the opportunity of proper interaction among them. My organisation also has problems with the e-mail system so employees cannot communicate effectively so being dissatisfied they leave their job role and it creates the problem of lack of staff in my organisation.
[bookmark: _Toc26817785]Solution planning and implementation
Creating solution planning is not easy and implement the plan in the organisation is also hard. But I will try my best and will develop an effective plan that can be easily applicable to my organisation. Below a plan is developed for the solution of the problem-
Creating a WBS structure
Work breakdown structure is the process to break down the whole task in small parts so that it can be easily manageable (Brunell, 2015). For this purpose, I will create a Gantt chart that is a graphical illustration of the planning processes.
Assign Tasks
After planning the project tasks, I will find the appropriate expertise to assess me solving the problem. I will also find out skilled trainees so that they can motivate the existing employees to work well and influence other employees to join the organisation.
Evaluating the plan with my team
After completing the plan, it is time to check if the plan is actually applicable to the problem or not. Getting review from the employees and taking feedback can assess me to understand the success of my plan (Taatgen, 2015)
.
Planning the solution
To ensure the success of the problem and implement it appropriately I need to plan effectively. Lack of staff in my organisation obviously a critical problem and it needs critical planning and decision making to solve the problem. The following question will assess for effective planning and that is-
1. Plan of action making
1. The required actions
1. Scheduling the action
1. The resource for the actions required
The required action 
I identified the following actions for the solution to this problem-
· Outlining the objectives
· Goals lists that need to be ensured by managers
· Measure the plan
The actions and goals greatly depend upon one another and the sequence of the action depends on numerous factors. Generally, one action or a variety of actions has to be completed before another one will begin like before creating a wall birth foundation comes first. The resource like time, cash and also the staff's area unit restricted, that the consecutive action ought to be used with the out their resources (Pizlo 2016). In a different way, one will use the actions at the same time by giving the team members completely different tasks with differing types of apparatus and resources to use and assess. Using a diagram is extremely wise even for the best set up as a result of the arrangement of the actions is often measured and the way the actions area unit causative to the objectives. The diagram helps to spot the areas of conflict within the actions additionally it helps to suit the actions all at once as close as doable. So, that the resource wastage reduces and completes in time.
Scheduling the action
First one has to determine action time that one action has to complete, and so I will produce a time schedule for the actions. It’ll confirm the relative start, end time, the full time that may be required to finish the action time. When distinguishing the action time info, diagrams are often portrayed to point out the schedule of your time terribly handily (Proctor, 2015). Easy plans are often shown by bar charts, flow charts, etc. One will prepare the action one when another terribly expeditiously by creating the most effective use of resources and time. Diagrams may also show the delays within the actions.
The resources for the action required
The following resources are required for the success of the plan and for the solution of the problem-
Time 
Time is one of the major resources that need to be overlooked by defining some simple questions like –
· What is the deadline for achieving the goal, action or objectives?
· Is the time schedule compatible?
· What time required for each action?
· Will the normal working hours enough?
Manpower 
Manpower is the resource that drives the success of the plan and they are the main resources of any organisation (Kotler, 2017). To solve a problem the following question will help to determine how much human resource will be needed:
· People needed to complete the action
· What will be the skills, qualifications, and knowledge that will be needed for the action?
· Where and when will be they needed?
· Availability of the resources
· Length of time that will be needed to use the resources
· Training and briefing needed to efficiently carry out the task.
Money 
Money is the most vital asset that is needed for the implementation of the action plan. Before implementing the action, one needs to answer the following question according to the problem which is:
· The amount of money needed
· The form of money like cash or cheque
· The process of acquiring the money by loan, the grant of the endowment
· The source of the resource like the profit from the business or merchant bank or local or central government bank
· When will be the money needed?
· Is it available now?
· Does it need to be repaid?
· Is there any additional cost?
Materials 
There are various materials needed for ample action like raw materials, equipment for temporary and permanent use. One should define the materials by answering the following question:
· Types of tools needed for the action
· Size and quality of the materials needed
· Materials depletion that may occur throughout the action
· What qualities of materials are needed?
· When will the materials be needed?
· Is there any transportation needed?
· Will the staff able to handle the materials on their own?
· The storage needed for the materials
Information 
Without information, human resources cannot work efficiently because an expert can use the manpower to reach the objective of the action plan with information very quickly. The action plan should include the following questions of information:
· Basic information that is needed for the problem solving
· Does one need to collect the information from the organization or outside the organization?
· Where can be the information likely to available?
· How long will it take to collect the information?
Estimating the resources needed to implement the answer are incredibly vital as a result of under-estimating the recourses may result in disrupts the implementation completely and may incur penalties presumably (Harvey, 2018). Generally, arrange of actions might vary in step with the capability and therefore the convenience of the resources. Once creating the list of the resources required, a schedule ought to be manufactured from getting the resources from the World Gym Organisation, when, whom and wherever the resources are going to be delivered.
Measuring the solution
Now as I have proposed a solution for this problem lack of staff in the Gym club it is time to measure if the plan works or not. I worked with a team for the solution of the problem and I also used appropriate resources that are time, manpower, money and materials so the problem is easily solved. Besides, I used an action plan that is most appropriate for solving any problems, so the solution is appropriate. I also tear up the part so that my team can easily handle the work so in my opinion the solution is appropriate, and it will easily solve the problem.
[bookmark: _Toc26817786]Evaluation of effects
After making the plan I have to check the plan is effective or not. For this purpose, I need to check the following things to evaluate the effectiveness of the plan-
Review the plan
· All the actions that are listed to achieve the various objectives and goals.
· The time schedule that is workable and can maintain the delays.
· If the resource estimation accurate 
· Managing the plan of the action steps
Briefing the plan
The actual profit of the organisation is a smaller amount than the specified profit of the organisation. That’s why the team leader and therefore the team members have set to cut back the value of the organisation by coaching the staff and creating the staff a lot of economical to use fewer resources like time, materials and create the foremost use of it to cut back the value and increase the profit of the organisation (Goldstone, 2016). The good luck of the answer substantially depends on the interior stakeholders that square measure the interior staff, employees, managers, etc. I consider the following stages for the effective implementation of the solution planning-
· The team members should be selected precisely that have enough skills, qualities, and knowledge to carry out the actions effectively.
· The selected people should be given brief about their tasks so that they can understand the task and things they need to do.
· If they need any training to meet the requirements of the task that needs to be done effectively then the training session should be given.
After choosing the correct people for the action every individual is going to be given the listed tasks to hold out and bring home the bacon the expected results. However, in some aspects, the organisation may have to extend the human resource by recruiting for a lot of acceptable force. However, to extend the force the organization may also provide specific training to fulfil the specified result.
The informing is one in each of the foremost steps that are taken before the set-up of action is enforced. The briefing should be given to the internal stakeholders who will execute the plan effectively and carefully. The internal stakeholders must have to follow the following steps to solve the problem effectively-
· In my point of view, managers need to ensure appropriate communication with the employees.
· The managers need to have a good relationship with the employees so that the employees can work by getting motivated by the managers.
· The managers need to look after employee's needs to work appropriately in the organisation.
[bookmark: _Toc26817787]Standardization
The plan is standard as I have planned it by thinking critically and besides, I also discussed the plan with the stakeholder of my organisation. Taking correction of the matter or conflicting action ought to be taken to measure the issues within the actions. As an example, if the one action takes longer than the opposite actions could need to complete quickly so as to fulfil the point. The minor issues may not need any action however the key issues might have to implement correction so the answer can flip back on courses. Till the set-up is complete these processes ought to be maintained. Besides, I will ensure the following stages to ensure the standardization of the plan for solving the problem in my organisation-
· As a RBSSM, I will always try the employees can communicate with me effectively.
· I will supervise the employees to see what problems they are facing in their daily work.
· I will communicate with the managers to monitor the performance of the employees and focus on the employee groups that need training.
· I will bring the necessary changes to my plan if my plan does not work effectively.
[bookmark: _Toc26817788]Evaluation of the process
To evaluate the process, it needs to measure and analyse the success of the plan. Evaluation of the plan will assess in ensuring the problem is solved and will not occur in the future. The following steps can be followed for the evaluation of the process-
· After implementing the plan, I will ask the manager to organise a recruitment program and if I see many employees are responding to the program it means my plan is successful for the solution to this problem.
· I will take feedback from the existing employees and if they do not complain about any activity of the organisation it will ensure the success of my plan.
· [bookmark: _GoBack]I will supervise the employees and if employees face any problems, I will communicate with the manager so that the employees do not think the organisation does not have concern for them.
· I will try to motivate the employees as per the plan to minimise the employee's dissatisfaction and it will ensure the solution to the problem.


[bookmark: _Toc26817789]Conclusion
Workplace problem is common in the era of the competitiveness,  but the managers and leaders must ensure different strategies to solve the problem. With effective decision making any problem can be solved as it involves effective planning and implementing the plan. If a plan is effective and the manager of the organisation can implement the plan effectively it will assess in solving the problem. Besides, feedbacks from the relating stakeholders can be taken to verify the problem is solved or not.
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