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I. Introduction
The act of observing what is happening in your environment, identifying things that can be changed or improved, diagnosing the reasons why the current state is what it is and the forces and factors influencing it, developing approaches and alternatives for influencing change, deciding which alternative to select, taking action to implement the changes, and observing the effects of those actions on the environment are all part of the problem-solving process.
In this work, the focus will be on Restaurant bar do Guincho, which is a very successful company in Portugal, a company that had a total of 35 employees, but which is currently experiencing a problem of lack of employees in the kitchen. 
I.I. The workplace Problem
The company is facing a problem of lack of staff, which has had a strong negative influence on the company's work environment and on the quality of service provided to its customers, due to the lack of employees in the kitchen, the employees have been suffering from work overload, which has affected the work environment due to the constant stress, the waiting time of the customers has only increased.
We are facing a problem that will affect the company's image and success, as it may lose the number of regular customers and of course, it will have financial problems if the same happens

II. Analysing Information 
In this section I will analyze the information obtained about the problem and then demonstrate the root causes.







         II.I. ROOT CAUSE ANALYSIS (RCA)
Fig. Fishbone diagram
[image: ]
In the figure above, we have the fish bone diagram, made with the objective of analyzing and demonstrating various ways of understanding the problems and their causes. In this case, we are facing a problem of dissatisfaction of a kitchen employee at Bar do Guincho, who is dissatisfied due to the workload in his sector, for better analysis, I chose factors such as People, tasks, environment, and management.
People - In relation to people, we have demotivation, excess of tasks and tiredness, which are factors caused by the lack of workers
Tasks - There began to be a lack of interest, loss of quality and less productivity, all caused by demotivation and the workload   
Environment - An unhealthy work environment, no appreciation, and unhappy customers, all caused by the lack of interest of employees, their demotivation, which leads to labor conflicts and consequently affect the work environment.
Management - Bad management, as one of the main causes of the lack of employees, the accumulation of tasks and all the other consequences, such as, demotivation, loss of quality, low productivity, and tiredness.                                                                                                                                                                                                                        

II.II. APPLYING SITUATIONAL ANALYSIS MODELS
In this section I will do a pestle analysis and SWOT analysis to know the strengths and weaknesses of the company and pay attention to everything that surrounds the company, to keep the company in line.
PESTLE
Political - Politics plays a big role in a company's performance. The environment in which this sector operates is always changing, government rules can also change with time and to respond to these changes and manage their business plans properly, companies must be adaptable.
The restaurant industry is most affected by health and safety regulations. Businesses that perform cooking, packaging, and delivery activities must maintain cleanliness and hygiene practices to adhere to health and safety regulations.
Taxation that impacts cost and standard also impacts the industry. There are variations from country to country. It is important for companies to carefully plan their financial resources.
Economic - The increase in people dining out results in higher sales for the restaurant industry. There was an impetus for increasing people's disposable income.
The restaurant business may be concerned about rising labor costs. Homeowners will make less money as a result.
Likewise, fluctuating taxes on ingredients and raw materials can lead to high product prices. Consequently, this has an impact on menu prices. Another danger to the sector is a slow-growing or erratic economy
Sociological - Growing consumer interest in organic food could be a social element, according to the PESTEL analysis of the restaurant industry. In the coming years, this could have an impact on how fast the restaurant business grows.
People's reliance on prepared foods rather than home cooked meals has increased because of their hectic lifestyles. It has proven to be good for the economy of the food industry.
Other societal issues that directly or indirectly affect the restaurant industry include population growth and its corresponding increase in demand, as well as sensitivity to transgender personnel.
Technological - Technological advances such as smartphone payment acceptance, online food ordering and mobile CCTV camera control have created new revenue streams for the restaurant business. The future of the restaurant business is automation.
Adopting the newest accounting software can result in fewer errors and higher revenue for businesses.
Technology has also given companies the freedom to experiment with their marketing tactics to quickly reach more people and make a lasting impact.
Legal - Legal considerations are crucial for the restaurant industry, especially those operating internationally. Companies must change their plans for growth and expansion in response to changing legislation.
Food quality and hygiene standards are two essential criteria that fall under the legal elements of product safety.
Environmental - In the restaurant industry, cleanliness is the main criterion. Companies should also create waste management and recycling programs.
The restaurant industry and the government must cooperate. This will help reduce the possibility of environmental damage because of them.
To reap the greatest benefits, the organization must put PESTEL data to work. It can be inferred from the PESTEL analysis of the restaurant industry that the corporation has lost some of its former luster. To be strong against the competition, you must improve your flaws and focus on your strengths.

Swot Analysis
Strengths: 
· Good food
· Excellent service
· Good location
· Great interior design
· Brand loyalty
· Pricing power
Weaknesses
· High supplier cost
· Poor online presence
· Competitors
· no online orderings
· no marketing teams
Opportunities
· Offer online ordering
· Train Staff
· Increase loyal guests
· Social Media Campaigns

Threats

· Economic downturn
· Lack of employees



III. RANGE OF ALTERNATIVE SOLUTIONS
After doing all the analysis, I opted for these three solutions to try to solve the problems found: 
· Hire new employees
· Invest in training
· Give rewards


I decided to choose to hire new employees because the company was going through a bad period due to the lack of employees in the kitchen, and we would need to reduce the workload and increase the team's self-esteem and performance, and make an investment in training so that all employees do the dishes the same way, maintaining the same consistency and performance at the same level And finally, give rewards to employees for their performance, thus increasing their motivation and healthy competitiveness within the company, which will lead to greater employee retention and loyalty to the company, thus increasing overall performance and success.


III.I. EVALUATION OF ALTERNATIVE SOLUTIONS
Fig.2. Weighted decision-making matrix 
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After evaluating the three solutions, I decided to go ahead with the investment in training the team, as the team suffered a lot from poor management, which led some employees to leave the company and consequently led to a load of tasks on the employees, thus resulting in a poor performance, reducing service quality, and risking loss of customers and business decline.
I believe it to be the best solution to attract new employees, and taking big steps towards solving the problems presented, it would be a more viable way despite the high cost and taking some time, we would increase productivity and we would have strong improvements in the management sector.


IV. IMPLEMENTING THE SOLUTION
Fig.3. Gannt Chart (Training plan)
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Using the Gannt Chart, I set a goal of 8 weeks to implement the chosen plan. In the first two weeks we would start with increasing engagement and attracting new talent to the company, in order to bring new ideas and different concepts and generate healthy competitiveness, from the third week, after already having greater engagement, a mixture of new ideas, we would move on to the phase of increasing employee performance, something that would take 3 weeks to reach consistency, thus being the first milestone in the transition from the fourth week to week five.
Then, from week five to week seven, we would start to increase the efficiency of the business as we were already consistent, thus aligning employee loyalty and retention over the course of week six to week eight, thus successfully finalizing the plan.

            IV.I. Communication plan with stakeholders
A stakeholder is a party with an interest in a business that has the potential to influence or be affected by it. A typical corporation's investors, employees, customers, and suppliers make up its main stakeholders.
Stakeholders can be internal and external, in this case we have employees, managers and external such as customers or suppliers.
Stakeholders can be internal and external, in this case we have employees, managers and external ones such as customers or suppliers and within these two we have the primary and secondary ones, and the primary ones are vital for the business, such as customers, suppliers, employees, investors and the community, and the secondary ones, such as , media, business partners, competition, etc., which may vary according to the type of business.

	
· Customers
· Suppliers
· Bank creditors
· Owners
· Manager/Staff
	
· Manager/staff
· Owners
· Customers
· Bank creditors
· Suppliers
· Media
· Local Government/Ministry of Health

	· Local Residents
· Media
· Local Government/
Ministry of health
· Competitors

	




 +
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+



	Stakeholders Communication Plan



	Stakeholder
	Power/Interest
	Key interest & issues
	Communication Vehicle
	Frequency
	Comments

	Customers
	5 / 4
	· Try new dishes
Evaluate the service and quality and see if they are satisfied
	· Social media
· Personally
· Phone
	Every Day
	Check the food type, quality, and services

	Owners
	5 / 5
	· Create conditions and a good working environment to achieve success
	Meeting/ Report
	Every Month
	Check what information they want, issues and risks on project

	Manager/Staff
	4 / 5
	· Ensuring work gets done and customers are well served
	Meeting / Report
	Every Day
	Review all tasks and follow the plan

	Bank creditors
	5 / 3
	· Ensuring restaurant stability
	Formal email
	Monthly
	Ensure cash flow and sufficient funds

	Suppliers
	4 / 4
	Ensuring product quality and meeting delivery times
	Doing Inventory
	three days a week
	Food and drinks quality and Quantity

	Local Government/
Ministry of Health
	5 / 4 
	The entity that will determine the tax rate and whether to grant future planning authorization is called the Planning Commission
	the objectives of the project and the products that were made
	prior to beginning the project
	

	Media
	2 / 4
	Advertise the restaurant, show customers the space, food, and quality of services
	Video calls / electronic newsletters, social media
	Monthly
	provide information on progress and changes and their impact

	Local residents
	2 / 4
	Quite reserved space, next to the beach, not affecting residents at all
	greetings personally
	Every Day
	

	Competitors
	2 / 5
	Food quality, price, and location
	pay regular visit
	before and after starting the project
	













V. CONCLUSION
Finally, I can conclude that the entire process of solving a problem, whether simple or complex, has a lot of causes behind it and it is always advisable to go to the root of the problem itself for the best resolution of it.
In this case, we were faced with a lack of employees in the kitchen sector of the restaurant bar in Guincho, something that affected the performance, productivity, and quality that the restaurant had before the problem, thus presenting the causes and root of the problems and the appropriate solutions for its resolution.
There was also talk about Stakeholders and their importance for the restaurant in this specific case, it was a lot of learning work that will certainly help me in the future to deal with any problem that appears in the workplace.
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