Name: Jalal Ahmed

Student Number: 1712852

Module Title: Problem Solving and Decision Making

Assignment 1

Module lecturers: Mushfiqur Rahman, Tanja Nathan, Yasjesh Kumar


Contents
Introduction	3
Background theory	3
What is actually a problem?	3
Problems in a business context	3
Problem solving methods	3
Rational decision-Making model	3
My problem	4
Defining and explaining my problem	4
Finding out more about the leak	5
Proposing possible ways to fix the problem	5
Displaying the problem using alternative methods	5
Analysing the solutions and their impact	6
The first proposed solution: closing the restaurant	6
The second proposed solution: solving the leak ourselves	6
The third proposed solutions: move to the small kitchen	7
The fourth proposed solution: having some staff cooking and some working on continuous cleaning	7
Deciding on what to do and implement the solution	7
Changing the proposed solution to meet with changes in problem	8
Conclusion	8
Works Cited	9



[bookmark: _Toc8161951]Introduction
In this module we talked about what a problem is and how they affect everyday activities. In class, we learned about decision making methods to tackle these problems. Among the decision making methods we learned about fishbone diagram, Porter’s fire forces model and we revised decisional making tools that we had learned earlier in the year, namely SWOT and PSTLE analysis. 
For the purpose of this report I have been asked to prepare a problem that I would face in a work environment and analyse and propose solutions to it using the theories and methods that I have learned in class this semester. 
[bookmark: _Toc8161952]Background theory
Before we start discussing how to solve a given problem it is worth going over the definition of a problem and what the methods and theories actually are. 
[bookmark: _Toc8161953]What is actually a problem?
The word “problem” without any context attached to it, means simply that, a problem. A well defined dictionary definition of the word says that it refers to a seeming gap in the currently available and desired condition, or a diversion from the normal standard or what had been the status quo. Despite many problems as described above, having reasonable solutions, these can be can become problematic to implement where the nature of said problem is complex and involves multiple issues what they themselves branch off and require different solutions. (BD, 2019)
[bookmark: _Toc8161954]Problems in a business context
A problem in a business environment is likely to be well defined and with some research it should be able to pinpoint the source of the issue and address it. 
The nature of problems in business setting also tend to be more serious, usually with money being made or lost somewhere along the process. And problems involving real life conditions and often also involving people are likely to be complex problems to which it can be difficult to find solutions. (BusinessBalls, 2019)
Some common problems that a business can face include:
· Disagreements or conflicts between different departments or teams within a department;
· Customer being dissatisfied with the support service provided or generally unhappy with high failure rate of products;
· Bureaucratic processes that do not add unnecessary complexity and interfere with the process mentioned above; 
· Problems when trying to expand the business and trouble finding new customers;
The key thing in business problems is that, solving them often creates opportunities for growth and success, if proper care is taken on how to solve them.
[bookmark: _Toc8161955]Problem solving methods
In the introduction we talked about a few of the methods that we studied in class. Let’s give a brief introduction to what each of these types of problems solving methods work in actuality.  
[bookmark: _Toc8161956]Rational decision-Making model
The model it self is very straightforward, it follows set of rational steps that one would follow when trying to solve any given problem. It’s stages are as follows.
· Identifying a problem – this step is the starting point that can often be missed by those in charge and consequentially end up with a bigger and more complex problem on their hands. At this stage what is not in line the normal standard would be identified and reported as an anomaly that needs to be addressed; (AllMindTools, 2019)
· Gathering information – at this stage, the personnel involved are aware of the problem and are actively looking to collect relevant information that will help them solve the issue. This kind of relevant information could be figuring what and how much has gone differently from the normal standard, if this will continue getting worst or is the situation stable, how many more people or businesses will this problem directly affect, etc.; (Uzonwanne, 2016)
· Situational Analysis – at this state the staff tasked with solving the problem will go through the information they gathered in the previous step and try to find any connections and relations. This is also the stage where they will likely try to see if the effects of the current problem will cause any future problems and if it can spread. This kind of complex analysis will influence the decision making considerably. 
· Brainstorming possible solutions – at this stage the team in charge of solving the problem will try to come up with a variety of different possible fixes for the problem. During the brainstorming stage not much though is given to the applicability of the solution, that comes later. 
· Analysing possible solutions – at this, once the brainstorming is complete, the team will start  to question the validity of the brainstormed solutions. Among the things they are most likely to check against are the cost of the solution in terms of money, time and human effort. They are also likely to analyse how well the brainstormed solution will fix the given problem and to an extent predict for how long will the solution hold and thus by how long can a future problem be deferred. (BrightHub, 2019)
· Deciding on a solution – once the solutions are analysed, the team can move on to deciding which is the best option. At this stage only a few of the original brainstormed solutions are left and the team chooses one that they think fits their problem best. 
· Making the solution happen – after the final decision has been made the team gets on with implementing their solution.
This is a simple step by step implementation of the rational decision making method. And while in this case I based my examples on a team working on the solution because that is often the most common situation in a business. This method can just as effectively be applied to someone solving a problem on their own. 
[bookmark: _Toc8161957]My problem
[bookmark: _Toc8161958]Defining and explaining my problem 
I work in a restaurant as an assistant chef, my tasks involve preparing food and making sure all the deliveries are sent out time so that customer do have to wait too long. This means problems that affect the kitchen, affect me. 
This happened some time ago. Our kitchen plumbing broke down and soon after it started leaking. 
Under normal circumstances this would be the job of the facilities manager to look into and call what ever service provider was needed to fix the issue. 
During this time of the year, the person in charge of taking care of the building was away on holidays and he had told us to try to take on any small things that pop up on ourselves. 
This broken plumbing pipe was causing the water from the kitchen sink to flow and spread into the whole kitchen area and this was dirty water. The situation was getting bad, if we did not clean up the kitchen we would have to stop cooking in there or be in violation of food safety standards laws. 
This at the end of the day would greatly affect how much of deliveries we could get done on time and not and late or cancelled deliveries leave a terrible cost in bad reviews and general client dissatisfaction and the loss of future orders from those clients. 
Until we had gathered more information on the problem and analysed it wasn’t fully possible to tell if the situation would get much worst or not.
[bookmark: _Toc8161959]Finding out more about the leak
This at first seemed like to be a small issues that some strong adhesive tape could fix for the while we wait for next day for someone to fully inspect the damage. However, when one of colleagues got fed up with water all other the kitchen floor making it very dirty, smelly and slippery, he got a light and went to inspect what was happening under the sink. 
To our surprise and sadness, it wasn’t even the sink. It was the pipe that connects the drainage to the sink. So, in essence the water flowing into the kitchen wasn’t just slightly dirty tap water. As time went on and more of the drainage water mixed with the sink pipes, the smell got too bad and we had to stop and leave the kitchen. 
At that time it was very late and we did not know of any plumbers that offered emergency night services. We looked at the leak again, this in more detail and while tying to find a reasonable fix for the situation. 
[bookmark: _Toc8161960]Proposing possible ways to fix the problem
After our second and more detailed look at the piping we talked amongst ourselves and game up some interesting ideas. We tried to emphasize to each other that we needed to try to keep the kitchen open even it was in a smaller capacity just so we could get the deliveries going. 
The issue was made worst because that night we had a particularly high amount of orders and had already accepted pay for most of them.
The ideas that we came up with were the following:
· Closing the restaurant until the kitchen problem is sorted by professionals;
· Trying to solve the problem ourselves using tape or anything else of that sort to stop the leak;
· Move to the old smaller kitchen in the upper floor;
· Assign a few staff to constantly keep the dirty water from getting in the kitchen by mopping it out while the rest keep working;
Some of the newer and younger staff saw this as an opportunity to try to make an excuse to close the restaurant early but the majority or the staff didn’t want that because they knew the sort of negative impact that would have on the long run.
[bookmark: _Toc8161961]Displaying the problem using alternative methods
In class we also learned about fishbone diagrams. Next is an illustration of a fishbone diagram applied to our particular problem at the restaurant. 
[image: Resultado de imagem para fishbone diagram simple]Restaurant closed due to leaking
No clear policy to follow when restaurant needs to closed and orders refunded 
Staff not fully trained for such emergency and no backup building manager do deal with emergencies when main person goes away
Lack of good
Repairs, a problem that kept getting delayed because of worry about interrupting work
Bad piping from the original building that had not ben updated in many decades

Figure 1 – example of a simple fishbone diagram showing the causes and the effects that lead to out problem (adapted from (EIB, 2019) )
[bookmark: _Toc8161962]Analysing the solutions and their impact
As can be seen from the disconnect between the thinking of the senior and junior staff, once they saw an early night the solution to the problem became also a somewhat political one. When selecting which course of action to take we would also have to take into consideration any discontent that it could cause among the younger staff. 
[bookmark: _Toc8161963]The first proposed solution: closing the restaurant
The senior staff did not want to go down this route at all because they knew the impact that it would have for the business in the short term and the long term disappointment with the restaurant owner for closing without trying anything at all first was also something the senior staff had very clearly in their minds. 
Many of the staff we concerned if their bonuses would be affected if they acted in a way that made the boss disapproving of them which is a worry that the junior staff generally do not feel. 
Also given that no one knew who to call for professional help at that time of the night, we could not go down that avenue. Which meant that professional help could take as long as the next day to arrive. 
Given these factors, we decided to not go ahead with the first idea.
[bookmark: _Toc8161964]The second proposed solution: solving the leak ourselves 
Our investigations into the source of the leak had helped us gather some information about where the water was coming and if it were possible to do something about it. 
A few of us had some experience from fixing simple plumbing problems at home and were confident that we could apply that experience in the restaurant. 
We would still need to gather more information if we were to try to fix it our selves. We would for example need to find if we had the right tools to close the leak, depending on if the amount of water leaking had increased or not we might have had to find the main valve to the building and close that while we worked, etc. 
As can be seen from the information that we would still have to gather, this might be long and complex problem to solve. Also, if we have to make changes to the main building valve for water, we would have to let our neighbours know and get their permission. And we were not sure if this would cause any legal issues, this is if it was allowed for us to go as far as handling the main water source. 
We weighed the options for this solutions and came to the conclusion that if after more information gathering it becomes visible that we will have to make changes to the main valve, then maybe we should quit trying to fix our small leakage problem or we might cause a bigger more serious and expensive problem for the whole building. 
We concluded that if this solution required too much work we would have to abandon it otherwise it could work and give a temporary break until next day. 
[bookmark: _Toc8161965]The third proposed solutions: move to the small kitchen
We had done some renovations to the restaurant a few years and as a left over from those renovations we had the old kitchen room still upstairs. The problem with this kitchen was that it was very small and could not comfortably fit all of the staff, working in a hurry in that kitchen would be hazardous. Not only that but most of the electricity and gas lines had been diverted from there. Restarting the connections would not be difficult as I was trained on how to make changes to the appliances if we ever needed extra capacity. However, this was a process that was supposed to be done during daylight with specialized equipment to measure if any gasses were leaking and it was also a very lengthy process to get it all up and running. 
As I said, the idea of keeping the original kitchen was to have extra capacity for when needed, not to replace the main kitchen in an emergency. 
I explained to the rest of the staff and the shift manager that, yes, I can get the kitchen working but by the time all the necessary work is done it will be over our closing time, so this option is not the most practical one. 
After explaining the problems with this solution everyone agreed that it would not be worth it tonight. However, if the problems continued tomorrow then some us would start early and get the smaller kitchen working. 
[bookmark: _Toc8161966]The fourth proposed solution: having some staff cooking and some working on continuous cleaning
The idea of this problem solution was to have some of the staff constantly mopping and keeping the kitchen clean enough to allow the rest of us to cook there. 
It seemed like a good idea on paper but after a bit more thought by the team we realised that it would create a serious tripping hazard. And only the chance on tripping on wet floor on over each other but we would also have less staff on preparing food which would delay many of our deliveries. 
It was concluded that was not the ideal solution and would require too many things to work in synchrony to be successful. 
[bookmark: _Toc8161967]Deciding on what to do and implement the solution
After we all got together and proposed ideas and went over them to pick which one was the best we decided to try to do small fixes and see if things could be brought back under control. 
I told everyone what their task would be during while we fix the leak. 
Some of us went into the service room and picked up the repair tools we had in there and others went to the nearby taylors shop to see if they had any spare bits of clothing that could be used in dampning a leak.
 Once they go back we started to clear up the kitchen equipment from the area where the leak was and tried to fill in the leak with some heavy clothes and tape it with strong tape and make a temporary water tight seal. However, we soon realised that the water pressure in the leak was to much to for us to be able to get a heavy cloth around it.
To make the evening worst, during our attempts close the leak we ended up enlarging the leak by good amount. Now it wouldn’t be possible to go to our second plan which was to have some staff constantly clean the floor while others cook.
At this point the only solution left was to stop the mains water pump and this we had discussed not to attempt by ourselves without any professional around. 
[bookmark: _Toc8161968]Changing the proposed solution to meet with changes in problem
At this point we had no option left but to inform the restaurant owner what had happened, apologised, and told him that we had no alternative but to call the fire department. 
The water leak was now flowing outside into the back of the restaurant where there is shared car park and access to other businesses. The other people sharing the rear park were starting to notice the water and the smell and at that point there was really no option but to call the fire department before the situation became any more serious. 
The fire department people came to our restaurant very quickly and the first thing did was close of the water supply from the street to our block. Then they closed the water to our building only to test if the leak was limited to us only. At which point they found out that it was actually the leak was coming from under our restaurant the main pipe was buried next to the restaurant. There was no way around this and Thames water would have to be called for an emergency service the next day. 
After this the problem escalated to beyond our control and we had no option but to cancel all the orders and close the restaurant early. 
The shift manager and I explained to our boss what had happened at the restaurant, as he was away in Manchester with family. We explained to him that we tried our best to keep the kitchen open by trying to temporarily fix the leak but that it wasn’t possible because of the amount of water that was coming through it and that at the end the fire brigade had to come in and fix the problem, so it was from the beginning a very difficult problem to solve. 
[bookmark: _Toc8161969]Conclusion 
In this module we studied about how to solve problems using a systematic approach. However when looking over and analysing the methods we learned in class, it became visible that although a clear planned approach to problem solving is very helpful, in real life problems sometimes change while they are being solved and if the decision making process is fixed in stone it can be difficult to nicely solve a problem in time. (Sharma, 2016)
As seen in the example I provided, although we had made a plan involving all the rest of the staff, when things got bad we had to make changes or the whole building could have been damaged by water. 
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