



TECHNIQUES AND STRATEGIES FOR SOLVING WORK PROBLEMS
for Problem Solving and Decision Making


Name: Vera Ursu
Student ID:1918683
Course: Cert HE T3G2_GRP
Lecturer’s Name: Yajesh Kumar






CONTENTS:


Introduction………………………………………………………………………………….3
Identification of Complex Problems………………………………………………………………3
SWOT Analysis…………….………………………………………………………………………4
Fishbone Diagram………………………………………………………………………………….6
PESTLE Analysis…………………………………………………………………………………..7
PMI Tehnique………………...……………………………………………………………………..8
Find Solutions to the complex Problems…………………………………………………………9
Stakeholder communication………………………………………………………………………10
Conclusions…………………………………………………………………………………………11
Reference list……………………………………………………………………………………….12





INTRODUCTION
  My name is Vera Ursu and for this report I decided to describe a complex of problems at my workplace. The company I work for is called Wenzel's the Bakers. This company owns a network of shops in the west of London plus a factory that produces products and semi-finished products that it supplies to these stores. The most popular products that are successful with customers are: bread, sausage rolls, hot slices, breakfast and lunchtime sandwiches, donuts, and other sweets. I would like to emphasize that the company attaches great importance to the quality of the products sold and delivering them with outstanding customer service. (Wenzel’s,2021)
  A few years ago, I was hired in the lowest position as a Sales Assistant, but, over time, I showed enough knowledge, skills, and commitment to be promoted to the position of Shop Manager.

IDENTIFICATION OF COMPLEX PROBLEMS
  This promotion coincided with the application of the first lockdown due to Covid-19. I would not have thought that this lockdown would create a chain of problems for me and the team I lead. Since Wenzel's sells essential products, the entire chain of stores was open throughout the lockdown. People were panicking and buying absolutely everything from store shelves. At that time, as a manager, I was faced with the problem that I did not have enough ingredients and products to meet customer requirements. My staff had to work under great pressure to deal with the large number of customers and online orders. If the problem of increasing the requirements for ingredients and products was solved relatively quickly, then the other problem related to the company's employees was not paid attention at all.
  To meet the demands and needs of the shop, the entire staff had to work overtime every week, sometimes receiving only one day off. At the same time, the company froze any attempts to hire new people, because it was worried that the business could be closed due to the recession. Of course, no one was happy about this situation, but everyone was willing to work hard to avoid closing the business and losing their jobs.

  At the same time, there was tension and concern about the spread of the virus. Because we did not have a clear knowledge of how the virus spreads, all employees panicked at every sneeze or cough heard in the shop. We did not have masks, gloves, visors, or disinfectant gel to protect us, and at the same time we served over 300 customers daily. Of course, everyone was worried, we all have families, and this put even more pressure on stressed employees.
  In the end, these problems led to the fact that my whole team and I even ended up being physically and mentally exhausted, dissatisfied with the lack of attention and respect from the leading managers.

SWOT ANALYSIS
	INTERNAL FACTORS

	STRENGTHS (+)
	WEAKNESSES (-)

	
- my shop was open, while others like it were closed
- I did not lose my job, compared to many other people who had to stay at home
- I quickly learned how to manage time
- I created a united and strong team


	
- my team and I are tired
- I do not feel safe facing Covid-19 pandemic
- I do not feel appreciation for our efforts
- no bonuses
- every day is a challenge to deal with stress and pressure

	
	

	EXTERNAL FACTORS

	OPPORTUNITIES (+)
	THREATS (-)

	
- due to the closed restaurants and shops, we won more customers
- the business prospered instead of failing
- customers appreciated our commitment to continue to serve them at the highest level

	
- without the appreciation from the management, both me and my team will lose the enthusiasm to come to work every day
- if we are not protected from the risks of the Covid-19 pandemic, we will be vulnerable together with our families
- if I continue to be treated with indifference by the management, I could resign




   In the swot analysis above I tried to complete the list for all 4 categories. I would like to mention that this tool is helpful, and now that I have completed the template, it is easier for me to see the situation as a whole and try to solve problems. (Berman ,2016)
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Cold in the shop
Air con not working properly
Noisy equipment
Location on High street
Tired staff
Demotivated staff
Long shifts

  The Fishbone diagram is one of the Cause and Effect tools that I used to find and explain the reasons that led to the creation of a major problem. And this is: unhappy staff about to resign. I find this diagram created by Professor Kaoru Ishikawa to be very effective in identifying even the smallest causes, not just the obvious ones, that can lead to one or more problems. (Mindtools, no date)

PESTLE Analysis
Political factors:
· Support for businesses and employees who are forced to stay home during the lockdown due to the Covid-19 pandemic
· Uncertainty of employees regarding their status after Brexit
Economic factors:
· People's incomes have dropped dramatically
· Economic stability at risk
· Customers will seek to obtain good quality products, but at lower prices
Social factors:
· Increasing the number of people coming to the shop due to closed restaurants and fast food
· Employees complain that they do not have enough time to rest or spend time with their families
· Employees hope that after the lockdown, things will return to normal
Technological factors:
· Online ordering and food delivery services, such as Deliveroo, Uber Eats or Just Eat, on the rise
· Possibility to pay contactless
· It is welcome to change the equipment to a more efficient and less noisy one
Legal factors:
· The obligation regarding the social distance and the access of a certain number of customers in the store
· Obligation to wear protective equipment: masks, gloves, visors.                                                             (Pestle Analysis, 2021)
Environmental factors:
· Raise awareness that people need to protect themselves and maintain social distance as much as possible
· Employees work in a very noisy environment due to outdated technical equipment and the location of the store on High Street

PMI TECHNIQUE
 to satisfy the requirements of employees in the shop
	PLUS
	MINUS
	INTERESTING

	additional bonuses
10
	additional costs for new employees
8
	employees are more relaxed and feel more comfortable at work, sometimes making jokes
9

	the feeling of protection
9
	additional costs related to the protection against the Covid-19 pandemic: masks, gloves, disinfectants, visors
4
	

	less stress and pressure
9
	additional costs regarding the replacement of noisy and old equipment with new one
8
	

	high quality customer service
8
	
	


	with extra staff you can serve more customers and make more orders
9
	
	


 TOTAL: PLUS, points - 45
               MINUS points - 20
               INTERESTING points - 9
The technical PMI is a strategic, brainstorming, and critical tool to balance the pros and cons for taking decisions for a concrete situation. A PMI strategy helps in making quick decisions, but not before balancing the minus points and plus points.

Find Solutions to the complex Problems
   Now, looking at the situation, I could suggest some possible solutions to the problems created that would help me and my team feel safe, appreciated, but without affecting the business and the quality of customer service.
Solution1
  First, urgently, it is necessary to hire additional staff to deal with the congestion caused by the large number of customers and online orders. I believe that this can be done without difficulty, since many people have lost their jobs and are looking to be hired.
Solution 2
[bookmark: _Hlk70157535]  The purchase of protective equipment, such as masks, gloves, visors, and disinfectants are necessary according to the law, as well as to protect employees and customers. Of course, this involves additional costs, but safety at work is more important.
Solution 3
  All employees have the right to take two days off per week. And, anyway, physical, and mental exhaustion does not contribute in any way to maintaining high standards of product quality and customer service, but on the contrary. Thus, with the hiring of additional staff, the solution can be easily applied.
Solution 4
  Replacing outdated technical equipment with new ones will partially eliminate noise from the store and stimulate employees to work in a quieter environment. Of course, this solution requires large investments, but due to the fact, the store collects more money, the company can afford these expenses. 

STAKEHOLDER COMMUNICATION
  I communicated all these concerns and solutions to my senior manager. However, he suggested that I attend a meeting with the participation of the top management of the company and other shop managers, like me. Which I did.
   Participating in this meeting, I realized that many store managers face such problems. Of course, the implementation of certain solutions took place immediately. All employees began to receive gloves, visors, and masks regularly. All stores were equipped with stands with disinfectant gel for customers. Informative posters on keeping social distance and wearing a protective mask were attached to all shops. Also, the entire network of stores has been equipped with high-performance card readers that allow contactless payments.
   Some time later, my senior manager informed me that the company had hired two more people for my shop. I was very happy to hear this because it will positively affect our work. Of course, it was still too early to relax because these people had to be trained. This requires patience, time, and effort. Thus, I suggested to my staff to be patient so that we can include the new people in the team, without causing them too much stress. This is the only way we will put together a strong team, able to withstand the challenges.
  Now I am very excited, because I was informed that my store will be completely refurbished. The shop will be equipped with brand new equipment, and the kitchen will be considerably enlarged, which will allow the staff not to crowd.

CONCLUSIONS
  I must admit that all these tools: SWOT analysis, Fishbone Diagram, PESTLE analysis and PMI technique are really effective. They helped me identify the causes that led to unwanted and unpleasant effects for my team. I mean, each tool has its advantages, but when you have a problem and use a few of them to find the right solution, it is identified much easier and faster.
  From my recent experience at work, I realized that when you have a problem, you do not have to keep it to yourself, because over time, it will become more stressful and frustrating. It must be shared with the right people, who can help, support and direct you, giving you an answer or a desired solution.
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