(Robinson & Garton, 2007)[image: Description: :::::::Desktop:In progress desktop:TRINITY SAINT DAVID:logo:TSD_logo2010.jpg]                                                                                                                                                                                                                                                                                                                                                                                                                                                                       







Problem solving and Decision Making(BMSW4004)





MODULE LECTURER´S NAME:  Nandish Patel

STUDENT NAME:  ANTONIO TORNERO KARCZ      1915291













Contents
1.Introduction	2
2. Problem Description	2
3.Problem Structure	2
4.Fishbone Diagram	3
5.Implementation	4
6. Monitoring	5
7.References	5















[bookmark: _Toc59198491]1.Introduction

Hi, mi name is Antonio Tornero and in this easy I am going to speak about a problem that I had live in my work environment, as is stipulate, I will explain it from my point of view and I will analyse and understand it before start to find a solution that I could apply, this one will be done whit the learnings of the module and with the advise of the lecture, I will try to be the most impartial in the analysis and think in what has to be changed for both parties to solve the problem, including myself.

[bookmark: _Toc59198492]2. Problem Description

Then, the issue that I have select for this report is the lack of a system of communication  trust in the different stage of a company, in this case the company is my actually company, Nando’s and for my experience, I am speaking of the structure of my shop not of the whole company, but as I understand to do some covers or speak with partners of other restaurant or region, is a problem of the big majority, of course with their different opinion which I can’t speak, then I will centre myself in my restaurant and the direct charges related with it.
About what I am speaking, is about the lack of veracity in the communications, I will explain it, Nando’s has a lot of charges, in only one restaurant like mine, that we are in total from the bottom to the top around 20 people, and for that we have 7 stages, in one restaurant, we have, from the bottom to the top, Trainee(first position that you are when starting), Nandoca(when you pass the provisional period of trainee after 3 month ), Buddy trainer(the nandocas in charge of train the new staff), supervisor(is the person in charge of the shifts), second assistant(same as supervisor plus some office work), first assistant(next to the boss, same that second assistant plus be in charge of the shop in case that the patrao is not there) and patrao(bigger power in the restaurant and head of the restaurant), all with some different responsibilities and all with more power that the rest behind them.

[bookmark: _Toc59198493]3.Problem Structure

After showing a bit the structure of the restaurant I am going to explain the problem, and is as you could see, there are a lot of charges and if you have a complaint or there was a problem in a shift or with someone, if you for example are a nandoca, you need to tell it to your next in charge, it is frowned upon to skip charges, then is like the game of the broken phone, you send a message and all the stages are going to change it for their convenience until the final, and because you do not have an answer, you don’t know it, this happen even without you do a complaint, for example, if there was a problem in a shift, and there were problems maybe for the management of the cooking, or for a bad management of the breaks, nobody tells you that after in the meeting that the management team has with the patrao, they put all the blame on you, because nobody ask you opinion and they know that there will not be an investigation.

This is causing an impact of frustration in the buddies, nandocas and trainers, because like is true that these situations arrive to our ears in counted occasions, now, that I am more related whit the manager team, I see it that the times that we are listening about this, were not the only ones, and that is a problem that used to happen. And that is going to still happening due to nobody asks to the staff what happened. Then as we can see the problem is the system were all need to follow the stage and where you only receive or give feedback to your closer in the escalator. 
And this is frustrating because you see how the manager team is doing whatever they want, lees if the patrao is in the restaurant, in that case are the more proactive workers always with the intention of helping and supporting to the team, but after they are not going to do nothing and or at least that you are his friend or you have a good relation with them, they are going to put to you all the responsibility  the fails and problems of the shift, but they don’t going to even mention you in case of that there was a good fact or result in the day.
This problem cause demotivation in the general staff, because the only that they can think is, why I am going to work harder if I don’t going to be rewarded, and with this idea start all the problems, because this one go as well to the different stages in the company, like in the training of the new people that is not properly done and then the new people are more a hindrance, or in the help of each other, If it’s done depends if you are more or less close to the other person.
Then, how we solve this, the main key for solving this is to improve the veracity of the feedback that the patrao or even further receive, adding some kind of surveys or systems that ensure to the employees that their hark work is in knowledge and it’s been valuated.
For this I will said to start for send surveys that the employee can answer anonymously, like that the staff can as well give the opinion and evaluate the work that the manager team is doing, giving to them some pressure to do their job properly, I will think as well in put some system of rewards for the staff like a daily nandoca of the day, and after the nandoca that had more rewards in the week receive a small prize, like this the employee has a motivation for work hard, and they are going to see that effort rewarded.
Of course, that price or merit cannot be only measure in your individual job, if not in the overall, like how you are supporting to the rest or following the standards or, for me the most important, your teamwork. Because see that a message in the WhatsApp group is praising you for your hard work is a motivation for still working hard and helping the others. And as well is a way for that the manager need to delegate a successful day and the merit about that to other person, giving evidence of it.
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In order to analyse the problem and evaluate it to identify the most appropriate solutions I decide to use a decision-making technique give it for the lecture, the fishbone analysis, I will use it to centre my vision in the facts that trigger the problems of the employee, and then I will be analysing one per one to understand better why we have a problem whit that.
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Doing this fishbone analysis, I could see and divide the problem in three parts, the managers, the rewards, and the communication. Inside of the managers part I could said that the principal problem of it is that they don’t have supervision or any system that control what they are doing, or more specific, they are who control themselves, doing of them lazy workers, as well they are like a sector apart that don’t take in consideration the thoughts of the staff.
In other hand we have the lack of rewards to the employees that do that they don’t have motivation for work, but they see how the managers receive the bonuses for his job, as well this give to the employee no motivation to work day per day.
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5.Implementation

And the last is the problem with the communication where as I told before there are no feedback control, or any kind of control doing it unreliable, because in summarising, you can’t complain about the bad gestion of the restaurant to the manager or supervisor that is doing that bad gestion, because when the information go to the next charge is going to be changed.
Analysing all this I am going to start to take conclusions and find some ways or alternatives to solve the problems, As I did, I will attack the problem for sections and I will try to find a solution for everyone, after I will apply it and then follow the results and act in consideration.
The first that I will do could be put a system or a place where all the employees of a restaurant can  send an anonymous feedback where we can as well ask ourselves some particular questions in which ones we will want to know the point of view of the personal, like if they are feel valuated or if they see the restaurant as a family, and more, apart of their own thoughts, this message will be direct to the superior of the patrao, the boss of the restaurant, and he will go to read them and take the conclusions and then go to the patrao with their ideas about it.
Like this, we will change the direction of the system and if someone has a problem, this one will go from the top to the bottom, like this we know that the superior knows what the managers are doing and for the pressure of the person on the top, he will try to solve it and then the problems of the employees will be heard. Solving like that the problem of communication and with the managers, who now, they are as well been watched, and they will have a reason to work and do the work for the employees softer.
As well another idea, in this case for the rewards to the staff is to give a daily report in the group chat of all the employees, and not only for the managers group, give by a manager where you will decide as well some nandoca of the sift, and maybe we could check who was more rewarded with this in a week and give it to him some small price, but more important than the price is that the worker is going to see their name and a good feedback of him where everyone can see it.
This small gesture is going to give a small motivation to the workers who are going to have a motivation for every sift, a part of the motivations more generals of grow up on the business, having every day a small objective and a reason to do a good job.
We will say that I already told to the stakeholders this measure, and they applied, as is logic the first feedback that we receive were all negatives, but whit them, we have a way to follow, they are telling us from where we need to start and where we need to work and give more attention. 
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As well we will see, as the model ADKAR show us, some transitions in the attitude of the workers for example in the managers who are going to see the feedback system as an attack, and an unnecessary change, and that is going to pass time until they decide to change and improve.
Also, with the staff and the new rewards at the start they are not going to collaborate, and maybe someone is going to take this too seriously and in an extreme competitive way, but they are going to finally learn to find an equilibrium.
And the good of this is that we will be available to follow the progressions of this methods thanks to the anonymous feedbacks that we will receive, we could say, every month, and see if we receive more positives or negatives and like this, we will track the progression in order to improve the satisfaction of the workers.
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