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1. Introduction 

After these different and bad times that all citizens are living through, in my work area it has affected us more than it should, creating a series of problems of fatigue, stress and anxiety among all my employees.
After several weeks of work I have received similar complaints from different people on my staff. I have decided to analyze the situation carefully, studying the problem and the different solutions that could make this whole situation improve.
After giving a lot of thought to the different options that I raised myself, I opted for two of them, which I consider to be the most correct and the ones that can help me the most to improve the environment in my work area and those that can the most also help me achieve my goal of keeping my team strong and focused.
Later, I propose how, when and in what way I would like to convey the message and the new changes that are coming to my employees.


2. Scope and impact of the problem 

Due to the current situation and due to other reasons in my work area a series of problems have been created which I must solve.
I work as a manager in the restaurants and cafeterias of the Natural History Museum, so I am aware that before COV-19 all the team members were tired and stressed due to the large sum of weekly hours they worked and because of the hard work that they had to do each hour of their shift because the Natural History Museum is very busy every day of the year. The current problem is similar to the previous one but has been created for different reasons.
The current problem in my work area is due to the current situation that unfortunately is affecting all of us in some way.
After the quarantine implanted in the United Kingdom, the Natural History Museum was forced to close for five long months and this has produced many monetary losses for the company for which I work, therefore, more than 50% of the employees of this company they have been laid off as the company cannot afford to keep so many team members.



This requires that in a work day in which previously we were between twelve and fifteen members of the team working in the same shift, now we are three or four, so these four members have let me know after several weeks of work that they feel too tired and stressed since in each work shift we are short of team members, each of them has to cover more than one position at the same time, they also all have more responsibilities and the days in which the cafeteria-restaurant is busy have than running around non-stop during all the working hours of their shifts. They have also let me know that they would like to have more time for themselves since this situation is creating anxiety and problems outside of work since it does not allow them to have a social life outside of it.
So these problems were created prior to COV-19 but this harsh situation is causing the problem to become even more serious than before, so after several complaints from team members and after several meetings with each of them I have decided to raise an analysis of the problem and start looking for solutions before the problem gets worse.


3.  Cause and Effect Analysis

After receiving frequent complaints from my team, I have decided to carry out a cause and effect analysis in which I can clearly see what is the basis of the problem which must be solved, the causes of said problem and what are the effects that said causes are causing my employees.
The basis of the problem is:
 Team members feel tired and stressed.
The causes are:
· Reduced staff
· Longer shifts
· More hours
The effects are:
· Lower performance
· Tired employees
· Ansiety




4. Alternative solutions

After studying the problem carefully I have decided that from now on I will create a clan control, I will teach my team to work from trust, I will make everyone trust each other, and that my employees see me as a person close to them who is there to help them always.
Before making this decision, I have decided to review it several times before making it known to my employees, identifying the risk of this new decision and the quality of the risk on a scale of 1 to 10. After identifying the risk and its low scale, I have made the decision to want to apply this new control to my team.
Before letting them know about this new change I have proposed myself different solutions to the problem before making a clear decision apart from applying clan control.
The different solutions that I have reconsidered are:
· Propose to the general manager a shorter opening and closing hours.
· Change the employees' forty-hour contract to one of thirty.
· Implement a maximum capacity of customers within our cafeterias-restaurants during this new normal.
· Add one more break during work shifts to each team member.
· Leave my office work to do at home and help more to the team members in their work shifts.
· Change timetable reducing the shifts of each of these employees by rotating to each of them in the openings and cloosings.
· Teach employees how to do more things in this company to motivate them to come to work.









5.  Appropriate solution

	Solutions
	What is good
	What is bad 
	What is interesting

	Shorter opening and closing hours
	The employees would work less hours
	The company would lose money since they would open their bussiness less hours 
	The employees could thanks this option

	Change the contract of the employees for one of thirty hours
	They will work less hours than usually
	Thirty hours a week are not enought for the employees
	The company could be happy because they would save money

	Implement a maximum capacity of customers
	The employees would be less stressed 
	The company would make less money
	The costumers can feel more confortable 

	Add to the employees one more break during their shifts
	They could rest 30 minutes more
	They could lose money since the breaks are not paid 
	The employees could work more focus on their work since they would rest a bit more

	Leave my office work to do at home
	I could help and support to the employees 
	I will work at home too
	I would be more time with my employees and we could make a strong team all together

	Change timetable reducing shifts and rotating to each of them
	They would have different shifts almost everyday and would do less hours than now 
	Just two people could close the cafeteria-restaurant 
	Their work shifts will be less monotonous

	Teach employees how to do more things
	They could find their motivation on the company
	They would have more responsabilities and is not the right moment to do it because they need to be less stressed 
	They can promote at work as a teamleaders 




After asking myself different solutions and after many hours thinking about finding the best of all of them, I have decided to offer my employees two solutions to try to improve our work team, the performance of my employees and thus also be able to create a good work environment .
After giving it a lot of thought, I have decided that from now on I will spend much less time in the office and all that time I will transfer it to work as another employee in our cafeterias-restaurants, I will leave all my office responsibilities and all my computer-based work to do at home in my spare time or on my days of rest since I consider that I can be a great support for the employees in the strong hours of work and thus I be one more employee in the work shifts.
In addition, from now on I will make the schedules differently reducing the hours of each of the employees and adding the opening shifts to me, thus being a support for them.
From now on, only two employees of the four that are in total will open, so the two who are on the opening shift will not be on the closing shift since from now on I will be in all the openings being thus one more employee in All of them. The other two remaining employees who have not been on the opening shift will be the ones in charge of closing it.
These four employees will be rotated so that they do not always have the same shifts and it does not become monotonous.
These changes will be made in order that each of them have a reduced sum of hours throughout the week and that in the work shifts they can be more focused on it and perform more productively, create a better Ambiete among all and also be able to reduce the fatigue and stress of all of them adding also more free time outside of work to reduce their anxiety.


6. Plan to implement the solution

I consider the communication plan and strategy of great importance, therefore, after thinking carefully how, when and in what way I wanted to get my message to the employees, I have created a list with all the points that I want to make them know.
The first thing I am going to do is send an email to all of them thanking them for their great and hard work in all these difficult weeks and also letting them know in this email that I will reunite them all in a meeting to propose the next changes.
Once we are reunited, the first thing I will do again is to thank them for their hard work during this hard period and thus apologize for the stressful days they have had to suffer.
Secondly, I will offer my help for everything they need, showing myself so close to them to let them know that I am there to help them, thus creating confidence and thus maintaining a strong team.
Later, I will communicate to them showing great expectations, the new changes in the schedules, the rotation between all of them, their reduction of hours and my help and support as another employee during this new normal.
I will try to deliver this information to them in a way that they can trust in these changes, so that it can convey motivation, team participation, goals and new activities so that they feel involved in their work.
Finally, before ending the meeting with all of them, I will ask them if they have doubts, also ask them if apart from all these problems there is something else I can do for them, if not, thank them again for their work and trust.


7. Conclusion 

After hearing frequent complaints from my team, I decided to carefully analyze the scope and impact that this problem has had on my employees, myself and my work environment.
My conclusion is that the problem came before all this situation created by the COV-19 but I also have to admit that this has made it seriously worse, so I have no choice but to study the basis of the problem, the causes and the effects, once I was clear about all these, I looked for information about all the types of monitoring that exist, I decided to study them and analyze which of them would be the most correct, I made the decision with the help of the revision method, identifying the risk that this I would have a new control in my work area and its quality on a scale from 1 to 10. Later, I asked myself different solutions in order to reconsider which of them would be the most correct. Once I had studied all of them, I decided to also study how I would like to let my employees know all this new information, once they were all gathered I let them know all these new changes trying to convey confidence and motivation.
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