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Executive Summary
To: Ms. Alisha
From: KACK Enterprise
Subject: Paradise Spas
Date: November 10, 2014

Critical Assumptions:
· Paradise Spas is a successful company as seen in its rapid expansion over a short period of time and speculated bright future. 
· One employee, Sally, feels that her promotion is not as significant as that of her coworkers which has lead to tension within the company.
· Paradise Spas’ high turnover rate has put a damper on the company and has lead to the creation of a new organizational structure. 
· The poor behavior of Sally has lead to a negative effect on the performance of the company.

Primary/ Central Problem:
Ms. Alisha is aware that there are personal conflicts within Paradise Spas and understands  that it has lead to the team neither functioning properly nor efficiently.  Although Ms.Alisha has recognized this issue and where it stems from, she is not entirely sure how to create an adequate solution for the problem that the company faces.

Alternatives:
· Paradise Spas could implement a Matrix Organization in order to resolve the problem at hand.
· For the sake of resolution, the company could choose to use adapt the Z theory.
· Paradise Spas could lastly choose to implement a Committee Organization.

Facts Considered:
· Ms. Lynn the leader of the headquarters team moved to another company 6 months ago.
· Ms. Lynn appointed Ms. Alisha as the new leader of the headquarters team.
· Three of the original employees at Paradise Spas got promotions.
· Sally is unhappy with the promotion she received, compared to the promotions that Sarah and Sam got. 

Recommendation:
The solution that will work best for Ms. Alisha is to adapt a Theory Z attitude in the company. Theory Z suggests that in order for a company to be successful in their industry they must have an effective team. 



Critical Assumptions:
1. Paradise Spas is a very successful business. This is determined by the fact that within 5 years, the company has expanded to 8 separate locations proving the company to have competent employees, good customer service and high degree of consumer attraction. Paradise Spas is also recognized as a leader in their field by recent business forecasts who speculate  the company’s market share and profitability to continue to increase in the upcoming year. Having a successful business creates a favourable perception of the company which attracts customers but also allows them to hold the company to higher standards. In this case, if Paradise Spas were to disappoint consumers the reputation could quickly deteriorate therefore severely harming the business.
2. Sally feels that her promotion was not as substantial as her coworkers’ due to the idea that she believes that the promotion was not as much of an improvement compared to the others who received one. This has lead to Sally’s apparent unhappiness with her job and lack of respect to her peers, Sarah and Sam. The fact that she feels this is unfair is compromising her work ethics and overall performance in her field. In addition, since she feels like her work is not as appreciated as Sarah and Sam’s, she will not put forth as much effort in her duties as she would if she felt as appreciated and recognized as her coworkers.
3. Paradise Spas has a high employee turnover rate due to the fact of the recent expansion of the company. This has lead to Ms. Alisha’s recent decision to promote three of the eight original employees of the company, which in turn has sparked conflict within the employees, in particular Sally, Sarah and Sam.  This considered, Ms. Alisha feels the responsibility to fix the situation brought forth by her decision to promote these three employees. This new found organizational structure has currently caused a lot of tension within the company and therefore could potentially lead to an even higher turnover rate which Paradise Spa’s cannot afford at this point. 
4. Sally’s poor behaviour is affecting the overall performance of the company. Sally projects her unhappiness with her career on fellow employees which has lead to an overall uncomfortable work environment. The negative business atmosphere has lead to the decrease of morale within the workers and compromised the overall productivity of the group. This overall poor environment could potentially worsen leading to the complete deterioration of relationships within employees. The lack of cohesiveness could lead to further employee turnover and creating further problems in the future.
Problem Analysis: 
Satellite Problems
1. Ms. Alisha has recently implemented a new organizational structure in which three of the original eight employees have been promoted by receiving new job descriptions and titles. This new structure, though positive in theory, has created a lot of tension within the company, in particular, stemming from Sally’s unhappiness. Sally feels as if her peer’s promotion was extensively more substantial than that of her own and is firm in her belief that she deserves a greater status in the company.  
2. Sally’s recent unhappiness due to Ms. Alisha’s new organizational structure has put a damper on her relationship with Sarah, Sam and the company in general. Sally is also acting unprofessionally towards her coworkers, involving herself in unnecessary gossip and refusing to work with both Sarah and Sam, thus creating an uncomfortable work environment. Also, since Sally believes that she is entitled to a higher status, her current work ethic has diminished and is affecting the overall performance in the company. Her declining work ethic is making her employment a liability to the company and could result in even more employee turnover in the company. 
3. The growing tension in the company has resulted in a declining morale of the workers. This is compromising the overall productiveness within Paradise Spas and leading to even greater unhappiness within the company, not only to Sally but to all employees. The unhappiness within the company can lead to financial loss because the overall declining employee satisfaction will greatly impact the productivity rate. This low morale could potentially result in a substantial loss of satisfaction within the consumers of the company as well as possibly leading to a worsened reputation and a decreased profitability of the company.

Primary Problem
Ms. Alisha is aware that there are personal conflicts within Paradise Spas and understands  that it has lead to the team neither functioning properly nor efficiently.  Although Ms. Alisha has recognized this issue and where it stems from, she is not entirely sure how to create an adequate solution for the problem that the company faces.





Implications 
Implications on the organization
1. If the problem persists, the company’s employee turnover will continue to increase to make up for the loss of Sally and those employees who were negatively affected by her unprofessional work ethic and the overall uncomfortable work environment. The turnover of employees worsens the reputation of Paradise Spas and causes the company time and resources in order to properly hire and train new employees. Due to the fact that the problem was instigated because of the high employee turnover originally, the problem will likely recur eventually. 
2. As this problem continues to grow, the reputation of Paradise Spas will quickly decline if word about the business’ uncomfortable environment becomes common knowledge. Potential employees will become hesitant when pursuing a career at Paradise Spas or within the same area of business. This knowledge would also decrease the attraction of the company to consumers due poor customer service that resulted from the low employee morale. Recovering from this low state of perception would be time consuming and costly, therefore Paradise Spas would suffer immensely. 

Implications on the personnel 
1. If the main problem goes without solution, the employee’s morale will continue to decrease therefore ruining the company’s member’s relationships. An overall negative atmosphere within Paradise Spas will no longer solely affect Sally, Sarah and Sam, but the entire work community as well. If employees on the lower end of management see the unprofessional work environment of those with higher status, employees will lose respect of those running the company and as a result, not put forth the required time and resources necessary to execute their job properly. 
2. The conflict within Sally, Sam and Sarah will eventually ruin their own professional lives within the company as well as destroy Ms. Alisha’s new found organizational structure. Because this structure is what originally caused the tension within the company, the people involved with it will most likely be the first to have the lowest morale and drop, therefore destroying the structure and the careers of those who hold titles under it. The failure of the organizational structure would also greatly affect Ms. Alisha considering this is her first big move in the company, making her hesitant to pursue future business strategies.

Alternatives: 
1. Matrix Organization
One of the alternatives available to Ms. Alisha is to implement a matrix organization to the business. A matrix organization is one where employees from different parts of the organization work together to work on specific problems. (Boone, Kurtz, Khan, Canzer, 2013, p. 205) By using this method organization in the organization, the employees will have more shared roles which can help Sally’s outlook in the business to reduce her negative attitude towards others. 


Pros & Cons
	Pros 
	Cons

	· This allows employees a creative outlook for creativity and initiative. (Boone, Kurtz, Khan, Canzer, 2013, p. 206)
· The matrix organization allows easier communication through the business which leads to improved productivity, quicker resolution to problems, faster decision making, and a better overall customer service. (Donovan, n.d.)
· Using this method of organization helps to improve the company morale and motivation. (Donovan, n.d.)
	· This method of organization is expensive to maintain and may require additional managers. (Donovan, n.d.)
· A matrix organization may create conflicts of interest between members of authority. (Combating the Challenges of a Matrix Company, 2011)
· In order for this organization system to be successful, employees must initially be able to cooperate. 



Analysis 
By looking at the advantages of this method of organization we can see that in general, the matrix organization would bring the chance for creativity and initiative among employees, provide easier communication between employees to help them work more effectively together, and improve the company morale and motivation. When looking at the advantages, we can see that the matrix organization will help bring an overall more positive environment for employees and customers in this organization. However; there are a few problems with this method of organization, a few being that it is expensive to maintain as more managers would need to be hired, it can create conflicts between members of authority as shared employees would be unsure as to who to follow, and in order for this method to be effective, employees must already be able to cooperate. 

Due to the fact that Sally is unable to cooperate in a professional manner with Sarah and Sam, it may be difficult for Ms. Alisha to implement this organization and it may not be the most effective method of solving the primary problem. In the long term this may be able to solve the issue of employees not cooperating, however it would require lots of effort initially and in the short term it may not be effective. 

It is likely that this organizational structure will eventually solve the problem of employees not cooperating; however there is also the possibility that more conflicts between employees will rise with shared authority. There are more effective solution that will resolve this issue more quickly.


2. Adapt Theory Z Attitude
A second alternative available to Ms. Alisha is to adapt a Theory Z attitude to apply to the business. Theory Z is an attitude used to describe the managers outlook on running the company where they believe that worker involvement is essential to increasing productivity for the company and improves the quality of the work like for employees of the business. The firms that adapt his attitude tend to ask workers for suggestions to improve jobs and give authority to implement changes in the business. (Boone, Kurtz, Khan, Canzer, 2013, p. 205)  If Ms. Alisha were to change her outlook on the organization, and begin to reward her employees more for their efforts, employees will be able to cooperate together creating a more positive business environment.

Pros & Cons
	Pros
	Cons

	· Conflict in the business is reduced to a minimum and employees can cooperate fully in order to achieve the objectives of the organization through trust, integrity, and openness. (Chand, n.d.)
· Providing career planning for employees helps to ensure that every employee is properly placed which results in a more stable and conductive work environment. (Chand, n.d.)
· By involving employees in related matters, Ms. Alisha will be able to improve the commitment and performance among employees. (Chand, n.d.)
· This management outlook puts emphasis on the job rotation which improves the understanding about the interdependence of all tasks.  (Chand, n.d.)
	· Employees of this business may be reluctant to participate due to the fear of criticism and lack of  motivation. (Chand, n.d.) 
· For this attitude to be effective, Ms. Alisha must have a high degree of confidence in the workers. (“Ouchi’s Theory”)
· A theory Z attitude has the tendency to underestimate abilities of the workers (Chand, n.d.) 



Analysis
There are many advantages to this method of thinking, which includes reduced conflict so employees can cooperate more easily as Ms. Alisha will focus on abilities of the employees as a whole rather than individual employees, career planning which helps to place employees properly into positions within the organization, there will be improved commitment and performance among employees, and the emphasis of job rotation helps to improve the understanding of task interdependence. When employees feel that they have more of an impact on the business, they are willing to do more for the business, which can help the business environment. Despite all these advantages, there are some disadvantages within this method; employees may be reluctant to participate due to criticism, Ms. Alisha must have a high degree of confidence in her employees, and managers with this outlook have the tendency to overlook the abilities of employees.

Taking in all of these factors, it is clear that the pros outweigh the cons. By implementing this alternative, Ms. Alisha will be able to solve the conflicts between employees within the organization. There will be more emphasis on making employees more knowledgeable in several tasks rather than specific tasks and they will have a greater understanding of the importance of their tasks. If Sally is more aware of the importance of her job within the organization, she will become less bitter about her job and will be working with a more positive attitude, improving the business environment in general. However; with this attitude, it is very easy for managers to only focus on the general abilities of employees rather than specific ones, once again making Sally feel as though her promotion isn’t as great as the promotions of Sarah and Sam. In general, this alternative will be effective in solving the primary problem of this business.

This alternative is the most effective way of solving the primary problem. It is possible that with this alternative, Ms. Alisha will recognize the general talents of employees in the organization and Sally will have a more negative outlook in the organization, however this is very unlikely. 
3. Committee Organization
A third alternative available to Alisha is a committee organization. A committee organization is one where the authority and responsibility is placed in a group of individuals rather than an individual manager. (Boone, Kurtz, Khan, Canzer, 2013, p. 205). By implementing this type of organization, Sally will feel as though she is impacting the business, resulting in a more positive attitude during her work.  

Pros & Cons
	Pros 
	Cons

	· This organizational structure improves the planning process and employee morale as decisions made reflect the different viewpoints in the organization. (Boone, Kurtz, Khan, Canzer, 2013, p. 205)
· All members of the small business receive information in the same time using the same methods.  (Muir, 2008)
· This type of organizational structure improves communication between employees which can eliminate negative outlooks on the business. (Kuldeep)
	· Some employees may not have large impact in decisions made for organization if they are not part of majority. (Kuldeep)
· Individual opinions not taken into account when making decisions. (Kuldeep)
· Employees must agree on decisions, making the decision making process longer. (Kuldeep)



Analysis
Overall, the advantages of this method of organization are that it improves employee morale within the business as decisions reflect the thoughts and opinions of everyone in the organization; thus, employees are more satisfied, all employees receive information at the same time using the same methods, and there is improved communication between employees. However; some disadvantages of this are that some employees would not have as large of an impact on decisions made so this alternative may not solve the primary problem. Other disadvantages of this alternative are that individual opinions of employees may not be put into consideration in decisions of the business, and all employees must agree which makes the decision making process much longer.

By analyzing these pros and cons, we can see that there is a chance that the issue of Sally believing she has less of a promotion will be solved as she will be able to help with decisions of the business. However, there is more of a chance that her individual opinions will not be put into consideration and she will be more frustrated with her job; therefore, acting more negatively. This alternative would not be the most effective way to solve the primary problem.
Recommendation:
Though there are many different alternatives to resolve Ms. Alisha’s problem with her employees. Taking into account all the advantages and disadvantages of all the different possible alternatives, KACK Enterprise believes that the solution that will work best for Ms. Alisha is to adapt a Theory Z attitude in the company. Theory Z suggests that in order for a company to be successful in their industry they must have an effective team. One main issue that many day-to-day businesses have is the human systems and how effective they are.
 
Theory Z focuses around three major attributes; trust, subtlety and intimacy.  Employees must be able to trust each other in order to be able to work well together, if there is no trust within some members from the company, the company will not be as effective as it could be. If all members in the company are able to trust each other and work well with each other there will be a huge decrease in conflicts. Everyone has moments in their life where they are more vulnerable than others. In order to avoid conflict of misinterpretation members of the company should have some subtleness towards others. Being able to understand others will help the effectiveness the employees, which will result the company to be more effective. Being subtle also includes being sensitive towards co-workers. A company whose employees are unselfish and supportive will have the most efficient type of companies. People who are selfless work better with others; this is because their greediness won’t get in the way of helping others. (Chand, n.d.) 

By implementing Theory Z in the business atmosphere it will decrease the tension between the employees that was caused because of their positions within the company. Theory Z will solve the primary problem by releasing the tension that there is within the employees. By implementing Theory Z not only does the productivity and efficiency of the company increases but the quality of life for the employees increases as well. One important factor that Theory Z includes is that it gives the employees the possibility to express the opinions to the company, and the company takes them into consideration. This will help the atmosphere of the company, which will result in an increase in the effectiveness of the company.

Even though employees may be reluctant to participate because they are afraid of criticism and lack of motivation. The involvement of the employees in matters that relate to the company will improve the commitment and performance of the employees, which will benefit the company as a whole.  Although the involvement of the employees will definitely slow down the decision making process it will help the employees since a chance to express their opinion on the matter and will reduce the conflicts occurring in the company. This is because the employees will be able to cooperate completely with each other in order to achieve the company’s objectives. There will be strong relationship between the company and their employees, this will be useful when helping the employees create their career plans and assuring them that they will be properly placed. 

By implementing Theory Z into the company it solves all of the satellite problems that were stated in the problem analysis. Sally, being one of the three original eight employees that were promoted by receiving new job descriptions and titles, is unhappy with the promotion she got. Theory Z will resolve this problem by giving the employees the opportunity to discuss their career plans with the managers of the company. This will also then result in the creating a comfortable working environment once again, which will solve the second satellite problem. Once all the staff members are working well and the conditions of the workplace are comfortable once again the morale of the company will be increased once again and the reputation and profitability of the company will be salvaged. 

KACK Enterprise believes that this is the best alternative since it will benefit both the employees and the company the best. If Paradise Spas were to implement the matrix alternative into their company as the solution there will most likely be more problems within the staff members since it may create tension between the managers in the company. Multiple people serving supervisors can generate conflict when assigning staff tasks. It will also not work as well since the matrix alternative is expensive to maintain and requires a lot more managers. Implementing the Committee Organization would not be as successful or efficient since some of the employees f the company will not have any impact in the decision making process for the company if they are not in the majority. If one of the employees is not in a major committee or in the majority of the staff, their opinions will not be taken into account. Since the employees must come to an agreement in terms of decisions made that will impact the company the decision making process becomes longer. 
Implementation: 
Immediate
· Ms. Alisha must begin to implement Theory Z by organizing herself and creating a game plan on how to pitch this new managerial strategy to all the company’s staff.  
· Once Ms. Alisha is prepared to introduce this new managerial strategy for the company, she should arrange a whole staff meeting in order to pitch the new managerial strategy to them and make sure everyone understands it and is okay with it.
· At the meeting, Ms. Alisha shall introduce the new managerial strategy and the changes that will be caused to the company because of it.
· Once she successfully introduces the changes allow the employees to express their opinions and give some ideas in order to improve the new strategy.
·  If employees express some concern or do not like the new managerial strategy, Ms. Alisha shall take all their feedback and make some changes to the managerial strategy and try to make changes that will benefit everyone.
· If the employees accept the new managerial strategy, Ms. Alisha will need to begin to physically implement the managerial strategy. 
· In order for Ms. Alisha to begin to implement the new managerial strategy she needs to speak with Sally and give her a chance to express herself on why she is frustrated. Once she expresses herself explain to her the reasoning for your decision on the new position for her. Attempt to come to an arrangement that will benefit both Sally and the company.
· After Ms. Alisha comes to an arrangement with Sally, begin to have one on one meetings with the rest of the employees to begin planning their career plans for the future, and give them some tips on how to achieve their goals within the company. 
· Introduce a whole staff monthly meeting in order to be aware of all the problems that are happening in the company and aim to resolve them within the least amount of time possible. 
· Ms. Alisha will need to introduce the job rotation within the company, this will increase the knowledge of all the employees and will give an opportunity for the employees to find the job they enjoy doing and they do best in. Employees will be able to adjust to any changes in schedules or overcapacity issues that may come up, since all employees are knowledgeable of all the tasks that are being provided. 
Short Term
· Once the new managerial strategy begins to work within the company, have a very in depth analysis on how it is working.
· Ms. Alisha shall evaluate the analysis and make the required adjustments in the required places. This will be crucial for the growth of the company. 
· Once Ms. Alisha has evaluated the analysis, she will need to evaluate the employees and ensure that they are working efficiently and are working well together. 
· Ms. Alisha will need to specifically evaluate Sally and make sure she is satisfied and that she has no more frustrations. If Sally is still not content and is not working efficiently with others or with herself, Ms. Alisha will need to have a serious meeting with Sally, in order for the managerial strategy to work and be successful everyone in the staff needs to be selfless and put their personal frustrations aside to work well with other employees in the company. 
· Ms. Alisha will need to review the efficiency and productivity of the company, she will need to ensure that all the company goals are being accomplished and that the customers are happy with all the services that they are being provided.
· Ms. Alisha needs to review the job rotation and its effectiveness. Ensure that all employees are following the job rotations and that they are satisfied with the new learning opportunity.
· At each of the monthly meeting ensure that any problems that occurring are brought up to Ms. Alisha either in the meeting in front of everyone or in person. This will express Ms. Alisha’s concern about the employees of the company, employees will feel like their opinions and problems are being heard and approached.
· Ms. Alisha should meet with anyone of the employees that would like to meet with her to discuss their career plans with her and any improvements that there has been. 
Long Term 
· After a few months of using the new managerial strategy Ms. Alisha must do a very detailed evaluation of the success of this managerial strategy.
· Ms. Alisha shall continue implementing the new managerial strategy and ensure that all staff is following the managerial strategy and understand it perfectly. 
· Ms. Alisha shall continue to evaluate the employees and ensure that all conflicts that may have occurred are brought up to her and solved. 
· Ms. Alisha should arrange a one-on-one meeting with every member of the staff and discuss their career paths, discuss how they have improved and how they can improve more in order to achieve their goals.
· Ms. Alisha will have to review all of her employees and make the required and necessary adjustments, make some promotions or hire new employees for the company. 
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