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1. INTRUCTION.

 To introduce these terms the first thing to consider is the distinction between problem-solving and decision-making, many people confuse the two terms when they are different, and not interchangeable.  Problem-solving is a process, whereas decision-making is an action based on insights, gained via the problem-solving process.  Making decisions is a necessary aspect of the process going hand to hand, but not always a success in it automatically lead to a guarantee of success in the process, you can make a decision but maybe you are not able to completely solve the problem. Let see some definitions and important points on this matter:

·  Problem-solving is an analytical technique for determining potential solutions to a given scenario. It is a complex process that necessitates making judgement calls (or decisions) along the way.

·  Decision-making is the act of implement the right solution to a complex problem (determine which option is the most appropriate for the situation). This decision is always conditioned to different aspects within the context in with they occur and the circumstances, where budget, time and resource constrains might play a factor. Many options for action will present themselves, and a decision will be made that will have to result in a positive conclusion.. Quick judgements do not always result in the best possible outcomes.

 Leader and managers will, of course, have to use their decision-making abilities to decide which potential solution to pursue for a specific problem, and determine which option is the most appropriate for the situation. They will also need to confirm, set and communicate to stakeholder the next procedures for resolving the issue, and make a close tracking of it with the finality to ensure that everything is going well, the problem in question is solved, and does not occur again.
 Problem-solving and decision-making have a lot in common and they are necessary talents for leaders to possess. Both involve critical thinking, which I will briefly explain bellow:
 Critical thinking is the process of questioning your own and others’ assumptions working to choose the best course of action to solve an issue. Frequently consists in a combination of investigation, analysis, questioning, and exploration of new ideas in order to get a deep understanding of a problem, free of the subjective opinions of peers or the current status quo. All this boils down to one thing: When faced with a challenge, break the problem down into manageable components to make concrete decisions. 

 Let see now how we can apply problem-solving process, using the tools and techniques we will need in a real situation at work, evaluating possible solutions and finding the best outcome. 


2.  A REAL SITUATION.
 
 I recently started in a new job on a company doing private charters by Thames River. They own three boats, and they do different events in them, from birthdays parties to fine dining. I was excited with the idea of work in a vessel. One day, in my second week, something happened that surprise me. They were having a busy week, as it was summer and the sun shining. One day, in a wedding event, we were chatting with two customers, me and another barman working that day, about how good was the prosecco served  in the reception and how fast it was gone, sadly some people did not even try it because we run out prosecco in the first 20 minutes, which was not usual. We finished that day happily, but I went home concerned about what we spoke about the disponibility of that special prosecco.

2.1. Description.
 
 Next day I realised what happened, to my surprise I found several boxes of the mentioned prosecco stacked behind a counter in the cloakroom, so I went to spoke with the jobmate who was in charge of picking up the deliveries, to listen the story and gather information. What happened was a simple human error in which a person collected the order from the pier to the ship, leaving some boxes on the counter and others on the floor behind the counter. At the time of taking these boxes to the ship's warehouse, for another person, only those that were in sight were collected and not those behind the counter, being forgotten there. 


        2.2. Nature, scope and impact.

 There are many reasons why this problem could have happened and many solutions to avoid it, actually there are few of them implanted already, but there will always be thousands of different situations and contexts in which the day to day is conditioned. We will have to try always to follow a standard in the way to work to success. Let’s take a deep look in the situation with the tools we have to solve problems like a Fishbone diagram to spot the possible causes and collect some data:
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 As we could see in the diagram there were two factors that intervened, people and procedures, in the mistake. The lack of communication between the two different guys moving the boxes, the missing knowledge of how many boxes were, the unfortunate decision to put the boxes separate and some of them in a place with poor visibility, the fact of not do doble check in the place to be sure all the boxes were carried…, these are human factors that can happen, but there were also failures in the procedures that, in my opinion, are more relevant, as they are not individual failures of a person but would make anyone fail, regardless of the ability or success of each person at that time. I am speaking about the procedures, to do things right a company need a good control of the stock, an organized storage and a trustfully looting system.
 For a best understanding of this I will use bellow a SWOT analysis to see the impact that have in the business a bad system:






	                        STRENTHS
	                    WEAKNESSES

	
· Less work time.
· Less effort.
· Less worry.
 
	
· More time spent searching.
· More effort spent searching.
· Less stock accuracy.
· Possibility of not finding.
· Waste of space.
· More hassle.
· Chaos.


	                OPPORTUNITIES
	                           THREATS

	
· New way to organize.
· Restock.
· Fresh inventory.
	
· Lack of stock control.
· Bad customer service.
· Waste of money.
· Waste of products (expired)
· Loss of competitiveness.
· Bad image.
· Loss of peace of mind.




 The number of weaknesses and threats that we can get out of this analysis gives us a useful vision of the importance of a nice organization, and an efficiently control of the stock in a busyness, for effective operations. Making receiving, removing, picking, and shipping easier and smoother for everyone. No less important is to keep it in a regular maintenance and cleaning to ensure the continuity of this state.
 Further analysis like PESTLE would not be necessary, since they would focus on external aspects (macro-environmental) that are not relevant to the problem in question, and would not be of great help in this case (micro-environmental).


      2.3. Solution, planning and implementation.

  After study deeply the situation I wanted to discuss the case and try to find solutions, so I turned to my first-line manager. I showed him what happened, and we made a brainstorm with the rest of the job mates to come with the best outcome for everyone.

  Some of the ideas were rejected as not viable or shared by the majority, so we have to do an effort to reconcile all the parties involved in the changes that would be necessary. 
We weighed the most important parts, the least and the ones that were interesting to really see what we would have to focus on. In the end everyone was happy and satisfied with the decisions taken, so we went to the next step to implement them.
 Let me show you how we were working before (1),  what were the new ideas generated with the brainstorm (2), and the final working method that we implanted after the changes (3), with some mind maps:


(1) Flowchart:

[bookmark: _Hlk92204628][bookmark: _Hlk92204672][bookmark: _Hlk92204718]Ask for delivery  →  Receiving   →   Checkout items   →   Split in warehouses   →   Pick up for event


(2) Idea map:
                            
[bookmark: _Hlk92204963]                             Send deliveries straight to right warehouse. (PLUS)

                             Label everything coming into receiving. (PLUS)

                             Place orders for next day close to the door in the warehouse. (INTERESTING)

                             Avoid the manipulation of orders to new staff. (MINUS)

Brainstorming      Avoid the manipulation of order to workers without knowledge. (PLUS)

                                   Use warehouse software. (INTERESTING)

                            Create a daily checklist for managers. (INTERESTING)

                            Prevent transferring the orders in two phases by two different people. (INTERESTING)

                            One person controlling steps from picking to leaving in storages. (INTERESTING)

                            Implement cycle counts. (INTERESTING)


(3) Concept map:

                                               
                                                               Delivery receiving


                                                                    Check out


             Listing 1                                                        Listing 2                                                                   Listing 3
  
            Storage 1                                                      Storage 2                                                                 Storage 3

         Group orders                                                Group orders                                                             Group orders

        Place by FIFO                                                Place by FIFO                                                           Place by FIFO

        Doble check                                                  Doble check                                                             Doble check

                                                                   Present to first-line manager


      2.4. Evaluating.

 To evaluate the new work line we implemented we have to see, in details, what we wanted, and how we wanted, to ensure its comprehension and due performance. We start with the delivery receiving every Monday, where we carry out a previous count to see that everything is in order and the orders have reached our hands. Our manager agreed to give us a list that would refer to the event, the date and the specific order for each ship (warehouse). It would be distributed to the assigned warehouses where we would separate the orders of the different events, ordering them by date, the first ones that would go to the front, and the later ones behind (FIFO, first in first out for generics), leaving the list of each order pasted above from the top box in view. Finally, we would do a double check on each order for each event, and we would present this list to our first-line manager including any anomaly or absence that had occurred during the course.
 In this way we would avoid the mistake made and many others, having absolute control of the stock, and the security of having everything necessary on the day of the event, giving us security and reliability, and being able to dedicate ourselves to other jobs the rest of the week, with the ease and mental health that a preparation well done gives.


      2.5. Monitoring and review.

 By keeping track of this storage and control system, we were able to see the benefits quickly. At first it was difficult to incorporate and adapt it, as it was a system that had not been used before in this company, or had been forgotten, as it was a small company with a not very high volume of work (events).
  The best way to monitor this system was with the supervision of our first-line manager, at the beginning, who was aware every Monday of how we followed the steps and reminding us when someone skipped. Later on, we did it ourselves with each other, like a game, to see who did it better. Finally, it is something implanted and standardized that comes naturally to us, being able to enjoy, now, a less stressed and more relaxed and smoothy work.
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