     Bbbbbbbb                                                                                         Problem Solving and Decesion Making2

[image: ]



STUDENT NAME: ANCUTA CHIRITA
STUDENT ID NUMBER: 1605755
COURSE CODE: BMSK4004_LON
COURSE NAME: PROBLEM SOLVING AND DECISION MAKING
LECTURER NAME: ZE ZOOKS
WORDS COUNT:  3867 WORDS





















Contents
INTRODUCTION:	3
MAIN BODY:	4
CONCLUSIONS:	19
References	20



















[bookmark: _Toc523212689]INTRODUCTION:

From our early childhood, we have to take decisions. From which toy we choose to play with, who person like us and who dislike us, easy or hard, we take decisions. At the beginning of our life, we take simple decision, without think about too much, we evoluate, we start to think about in the morning what would be like to have it for breakfast, or what clothes we will wear it in that day, according to the weather, all the environment help us to take decisions. Even so, sometimes the environment is changing and we do not have the possibility to change our decision, and we have to face the consequences. If it is start to rain and we do not have a raincoat because in the morning the day looked like shiny one, we assume that we will became wet, or , we have to quickly adapt to try to avoid the consequences or , at least to diminuate it. In the real life, it is almost the same, we have to face a problem, to analyse the environment, to try to find the best solution, having also a backup solution, and assure that is applied until the problem it is solved. When we have to make important decisions, with big implication, we should follow the theoretically system, for being sure that we made our best way to the best decision. It does not means all of us should be experts in problem solving and decision making, it just means we are doing our best to avoid complications or bad implications for us and the important persons from our life. Some decisions that looks like are the best for now, in the future could looks like do not be the best one, but the most important thing is, in the moment that we taken it looks perfect. It is very important to learn how to be critical thinking, to be able to detached, have a step back for a different point of view, and also it is important to be creative, for having the courage to do things differently, being unique, clever, innovative and original.
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Nowadays, in the information age, people are focused and put a big importance on the problem solving and decision making skill, and they are permanent concentrate in how to improve it, inside of a team (e.g., Nickerson, Perkins, & Smith, 1985; Stice, 1987; Whimbey & Lochhead, 1982). It is considered that the strategies used in these processes like a primary outcome in modern education. The prescriptive steps to be used in problem solving, are permanent increasing, there is less consensus on specific techniques to be employed at each step in the problem solving and decision making process. The secoundary reasearches showed us that there is a big relashionship between personality characteristics and problem solving  and decision making strategies (e.g., Heppner, Neal, & Larson, 1984; Hopper & Kirschenbaum, 1985; Myers, 1980). As a conclusion from these researches, we can say that if we want to understand the dynamics of problem solving and decision making process, we should strongly consider the individual differences (Stice, 1987). The attencion should be directed both, to the problem solving process and the specific techniques associated with important personal characteristics.That means, if we are capitalize on these are of research, individuals and organizations, should have specific techniques according to individual styles, and also, a problem solving process.
However, most of the problems we face in the real world do not meet the required conditions to allow complete rationality (March, 1994). To have as result, invariably, an optimal solution, we should have to complete application of the sequence of problem identification like define the problem criteria, evaluation and alternative generation, and implementation. Than, we should ask an inevitable question, why, if it will lead to the best results, do not we use the rational decision process all the time? Even in our daily life when we need to take a decision? Because people does not like problems. Definetely, not even people who solve problems for the others, or, for companies, who are professional in solving problems in the business environment, they do not like problems, even if they have time to study, resources to accomplish all they desire to do, they do not like frustration bring it by problems. Our natural tendency is to select the first reasonable solution that seems to save the situation and solve the problem (March & Simon, 1958). But, unfortunately, the first solution that looks like to save the situation, and meets our needs, it is not the better or best alternative, so it is not a solution. Even the professional problem solvers, being human, they have very real limitations in their thinking abilities (March & Simon, 1958; Simon, 1957). Simon (1990) defined the term “bounded rationality” to explain why, the decision makers are trying to make the most optimal solution, they are bounded by some factors:
· Missing informations, or not fully accurate;
· For having a full image of the situation, and all options, they need to invest time, resources to search for all informations required, and cheaply have all of these very rarely;
· Even if they are full dedicated to solve the problem in the best way, they also have the inability to keep more than a small amount of relevant information in the memory;
· Their ability to find the most optimal outcomes are limitated and inhibited.
That is why, people need just to find out a solution that satisfied and be reasonable, instead to continue to search for the best solution (March & Simon, 1958). If a solution is marginally acceptable, we are ready to implement, instead to look for perfect or ideal response. The question is “why”? Because we do not want to consume time and resources more than is necesarly, and we just prefer to choose a good enough adequately,   cheaply addresses our needs (Conlisk, 1996). Professional people who are decision making  said that between thinking and accuracy, there is a compromise (Pitz & Sachs, 1984).
In the next table, we see that, when we think there is a problem, we always compare the situation with another one  quit similar for us, we choose only criteria that we consider the most important, based on our own preferences and self interests, we choose just a few alternatives preferred by us, we evaluate until we find out a satisfactory and sufficient solution, and allow corporate politics and the implementation power to measure all the decision possible results.
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(Anon., n.d.)

Rational decision making it is a complex process that require time consuming, energy and resources that not everytime we have available or, sometimes, even if we have it, we are not ready to waiste it. A company manager, according to Mintzberg, 1975, perform a different activity about every nine minutes at work (Mintzberg, 1975). Beeing too analytical and too thorough means to be unable to do our jobs in the same time, that is why we prefer to base on our intuitive judgment when it is possible. Using simply strategies or rules by the business people in the most of the time, looks more comfortable than a rational decision making process. Only when the really important decisions are required, we just count it to sacrifice time, resources, energy for crosses, step by step, all the process. Even then, the closer we approximate the rational model, our decision will approach the optimal. Anyway, our ability to make rational decisions are affected by a lot of factors.
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(All, 2005)

Having a rational decision process, requires some fundamental assumptions about the decision maker point of view and how looks at the problem solving informations. The decision making looks at the problems clearly, neutral and without doubts, having a complete informations regarding the decision situation. To the end, having a maximal payoff, the solution should be well defined, the goal also, with no conflict with other goals.

The purpose of this report, is to try to identify, analyse, and find the best solution for Amazon’s customer complains about that many items ordered, arrived destroy in the boxes and it should be replace it, which cost a lot of money for the company. Amazon is a big international business, based, builded on the customer’s trust. It was based on a quiet unique system, revolutionary, and without customer trust, maybe will not exist anymore as a business. That is why, a lot of people from the company, are always charged to check, keep and improve the customer satisfaction. Like each one business, the are always complains, things that are going wrong sometimes, the difference is the way that the company looks to the problem, and also the way that are solved. As a business, it should be profitable also, otherwise there is no point to exist on the marketplace. But this company is based on customer satisfaction, so, this is the main goal for all the team of the company. Like every business, they are counting margins of errors for all services, losses margins are also included in the business plan, but, in the last time, this margins was outdated and, in this report, I am trying to find out why, and how this problem it could be solved, with the minimum damage for the company and customer, in the way to keep customer’s satisfaction the the highest rate. A lot of customers reported in the last two months, the fact that, when the parcels arrived to their houses, inside of the boxes, there are damaged or missing items, so, the company should replace it with no more costs for the other item, for transport, plus, to offer the customer future discounts, for convince them they are valued by the company. In the customers reports, usually, there are mentioned, a pecific kind ofboxedused by the company for packing items, the C5 kind, which is a spaced box, used for A4 item dimension, a foldable type, able to open in an easy way.

Now, following the rational decision process, step by step, I will try to find out the most optimal solutions, and to implement the best one.
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(Anon., n.d.)

Effective use of rational problem solving.
As soon as decide that there is a real problem, defined and confirmed by a few departments, obviously, there is not just an impression or an accident, we do have a real problem to solve it. All the managers from the departments involved or affected, after listened the opinion of the team members, based on facts, where encouraged to come and name the own solution, according with the personal experiences from the department. A person from operational department will have a different point of view and a different solution than a person from customer services or shipping department, because each one have a different experience from a different position of the process. 
According to Whetton & Cameron, 1991, when we define a problem, we should consider some things:
· Make the difference between facts and opinions;
· Mention all the causes and symptoms, and underlying;
· When we state the problem, to be as explicit as is possible;
· To find out any standards, rules and expectations which have been disregarded;
· Establish who exactly own the problem;
· Encourage all the people involved, to participate.
When identifying and weighting criteria:
· Recognize relevant criteria being as complet as possible;
· When it is finded not explicity stated  criteria, consider it irrelevant for the follow decision;
· Be objective and not allow the personal preferrences to influence criteria;
· Keep objectivity when weighting criteria.
When generating and evaluating alternatives:
· Explain as much as is possible when you state selected alternative;
· Delay evaluating alternatives until the generation process is completed;
· Do never forget about to consider potential weakness and side effects;
· Encourage to be involved to all ofthose will be influenced by the decision;
· Always compare the optimal standard with desired results;
· Be focused on desired result and name all alternatives that are consistent with;
· Evaluate all options by being systematic;
· Uses as base and builds on others ideas.
When implementing and following up:
· Establish dead lines for implementation and keepit under control step by step;
· Evaluate based on problem solution rather than side benefits;
· Ask for feedback all the time from everybody involved;
· Create a monitoring system to provide feedback;
· As much as is possible, try to make all the people involved and affected by the solution, to accept it (Whetton & Cameron, 1991).
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(Anon., n.d.)

According to managerial scheme, the customer complains are coming first to the “customer services” department where they are centralized by categories. At this point, there is possible  do not have a problem, just an opinion, because people who are working in this department just registered the complains, and they are able to provide just numbers based on filtered complains about the comun subject. After following the reports on time, there were the same complains for more than 2 months, and a problem start to be present in the company daily activity.  To the daily brief, has been reported that the number of complains about the items that should be replace it, it is increasing in the last period. In the same time, the stockers reported also to the department manager the think that, the requests for replace items it is higher in the last time, that is was provided in the company business plan. In the shipping department, there are a lot of damaged parcels, which should be re-packed, or replace one or more items and re-packed before to be delivered to the customers. To the general brief, the managers from the department involved and affected, adviced each other, and decided to replace C5 type box with a new model, named E4, which offer more spaces for items, even larger than A4 format, more higher, without lateral flaps, which could accidental open it and let the items to fall from the parcel, and also more strongly, which protect the items from inside much better when something heavier is putted under. They decided to try for a while to use that new box type, and see if the number of complains will be diminuated, They also strongly recommended to the packers, to fill any empty spaces from the boxes with plastic bubbles, to assure the items for shocks. Also, implemented a software which recomand to the packers, according with the items dimensions and the number of the items, also by weigh of the total shipment, a type of box to be packed the parcel. Trying this software, the time for packing a parcel was considered reduced, because the packer find on the screen all the system recomandation, there are of course small errors sometimes, the point when the human factor it is involved. At this point, they suggested to the packers to take as the first option the next bigger type of the box, just in special cases, when the packers find out that all the shipment it need a quite bigger boxes than the system recommended or the next bigger one are still too small to put all the items and bubbles for protection, to go to the solve problem department and change the box for that shipment in the system, for not be counted as a mistake. Another options setted up in the software, it was the freedom to added another box for the same shipment, in the problem solving menu from computer, they added an option like “box is full” and the packer could added as much boxes as necessarly, any types. They implement two briefs in each shift, and when managers discuss about quality team, they also specify, every time about all these strongly reccomandations from the company. Now , we are in the implementation period, all the results are monitorized to see which are the result.
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 C5 box type
(Anon., n.d.)
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 E4 box type
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Plastic bubbles for protection
(Anon., n.d.)

The management team also recommended a longer period for training, and also a monitorized period after training, when the instructors should spend all the time with the new arrivals people distributed to the pack department. It is strongly recommended to the instructors to follow each person for a period and help them to understand the rules, to follow it or, ask for help when they meet new situation, before to decide in the wrong way which could involve cost damages for company. In the hand, all the people from departments, by rotation, should learn to do different operation from the system, to understand how we depend to each other and how important is that each one of us to do the job in a serious and professional way, with responsibility, because the operation that will follow it should start in a propertly way. Even the department managers, by rotation, they started to do each operation from their department and even from the other. That helped each one member from the team to have a larger point of view about what is going on from the start to the end of the process, and how important is everyone of us. In the most of cases, workers from a company as Amazon, are the first who observe a problem, and by reported, sometimes it is much possible to avoid real complex problems even before to appear. That is why, there are two briefs in the day shift, and two briefs in the night shift, every day, for be all together and discuss not only what we should do as a team, and how much we should realize during the shift, but also things that does not look good, organizational, structural, operational, about safety and security, quality, etc. People should feel as a part from the team, not only individual, even id there are kind of person which are not very communicative at the beginning, they are always encouraged to speak, to have an opinion, to agree or disagree about every decision that is discussed. Each company should have a regulation of internal order, which should be very clear, and help to have an order at the workplace that offer to everyone comfort, security.


[bookmark: _Toc523212691]CONCLUSIONS:

There are professional people which have as a daily job to solve problems and help business people or companies to make decisions. But in the same time they are human.That does not means they are less professional, or less integral persons. They are just like all other people, they have also problems that sometimes looks like do not have a solution. From the simple to complex problems, from our daily life, inside of our families, to the companies that we owned or to the workplace, where we are trying to do our job in the best way, problems are everywhere. Sometimes we found the best solution, sometimes we do not. Sometimes we change our mind and find a better one than the previous. That does not means we are not able to find a solution, we do not have this ability. But there are factors which affect us, as part of teams, as human, as husband, wives, mothers, fathers, sons, daughthers, etc. Everyone of us change the roles a few time in the evey single day. In the morning we are parents, during the day we are employee, or owners of the business, small ar large, in the same time we are sons or daughters, brothers or sisters, and the big goal is to juggle with all these characters, jump over from one to the other, completely different, to a single phone call, in one second we should find a solution for our kids problem, two minutes late we receive a call or request from our job superior, we have to change all our mood, do not be affected. It looks like a mission impossible for a simple, normal person, but that is the challenge of the life. Rational or irrational, affected by the factors or not, we are permanent try to find out the best solutions for everything around us. Usually, the time is judgeing our decisions and show us how good or bad it was each one. Even if we would like to avoid that, we are not able to do. To fail, it is also part of life. There is no one human been that could say it never failed. When we failed, we support the consequences. We tend to be more indulgent when a decision that belong to us, it does not look good than when belong to somebody else. sBut, if at the end of the day, we can say that we have done our best, that is the most important think, that for a few seconds, a few hours, a few days, we are totally convinced that it was the best decision in that moment for that problem.
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