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INTRODUCTION
This report talks about a complex problem found last year at my workplace.
First after an analysis, I identify the problem and then I write down the different possible solutions.
Using a decision-making technique, I evaluate the range of solutions to identify the most appropriate solution.
Then, I develop a plan to implement the chosen solution, communicate it to the stakeholders.
I review all the techniques to ensure a successful solution implementation.
Finally I end this report with a brief conclusion.

IDENTIFIED PROBLEM

During the past year I was working in a cafeteria as a supervisor and since I started in that store things have improved notably but in the middle of the year there were certain changes in the team's staff which significantly affected the performance in general.
Until then I had a happy and motivated team every day, and after the new incorporations I noticed that this motivation and happiness in my teammates had disappeared. The days at work were getting longer and longer and the results at the end of the month kept getting worse.
The owners of the store fell on me, so I had to do a little extra work to find out where these negative changes came from and try to solve them in the best way.
After doing an analysis of the monthly results, I discovered a notable deterioration after the incorporation of one of the new girls on the staff. I decided to take a look at the recordings of the security cameras and after hours of videos I discovered bad attitudes and responses from this employee towards her colleagues.
Said employee did her work extraordinarily when I or the owners were present, for which she obtained a leadership position within the team which led to negative influences on the rest of the workers.

ALTERNATIVE SOLUTIONS
Before giving this information to the owners of the store, my responsibility was to find the different possible solutions and later after a specific analysis using problem solving techniques to find the most appropriate solution.
-One of the solutions I found was to let the bosses know the information I had and then schedule an individual meeting with each employee. By this means, I would seek to solve with each one the incorrect attitudes they were having and with said employee tell her that after a follow-up we have seen attitudes and responses that are affecting the rest of the team and that later, no matter how good work she does when the managers are there front does not balance the damage done previously.
-Another solution was to schedule group meetings one day a week in order to lift the spirits and keep a team motivated and eager, obviously for this solution it was necessary to have a private talk with the employee who caused all this.
-Another alternative was, after communicating to the bosses where the bad results come from. The immediate solution of the problem, dispensing with said employee and also sending a message to the other members of the team so that they realize that everything is valued and bad actions end up where they deserve.
-Another alternative solution was to give a position of responsibility to another member of the team and let her know the bad behaviours that we are aware of about said employee and then see how after a person organizing from within all day can change or eliminate these attitudes negative.

APROPPIARATE SOLUTION
To find the most appropriate solution to the problem, I analysed the different options using the PMI tool. (Plus, Minus, Interesting).
This tool is used to examine ideas and concepts from different perspectives through critical thinking.
I attach to this report the table that I created to analysed the options.



	
	PLUS
	MINUS
	INTERESTING

	INDIVIDUAL MEETING
	-Improve personal mistakes
-Can inspirate employees
-Might solve the problem directly
	-Team do not know what really is happening
	-Problem solved
-Motivated team

	WEEKLY GROUP MEETING
	-Identify problem quicker
-Collaboration
-Might solve the problem nicely.
	-Opposite effect
	-Better stakeholders relationships
-Motivated team
-Problem solved

	FIRE RESPONSIBLE EMPLOYEE
	-Can solve the problem directly
-Can advert other employees
-Fastest solution
	-Intimidated team
-Pressure to employees
-Might cause bad vibes

	-Fastest solution
-Message to the rest of the team

	DELEGATE LEADERSHIP TO OTHER EMPLOYEE
	-Might solve the problem from inside
-Might create a better environment 
-Can motivate all employees
	-Opposite effect
-Might cause worse results
-Bad vibes
-Can cause discussions

	-More knowledge from inside
-More control



DEVELOPMENT OF PLAN
After analysing the different options through the PMI tool I found that implementing a group meeting once a week would be the options with the best opportunities to positively contribute to the team and also to the final results.
After analysing it several times and before proceeding with this information and alternatives to my bosses, I thought it appropriate to add a first individual meeting with each member of the team because I believe that they all have great potential that only has to be encouraged and encouraged a little psychologically. In this personal meeting, what I would seek is to identify the personal problems of each one to be able to remedy them one by one and in a more sincere way by which I can obtain a better relationship with each one.
The weekly meetings that I want to propose are to motivate the team to open up with others and through small activities that will include moments of fun, create a better work environment and relationships between them, with the ultimate goal of getting a team of motivated workers and wanting to go to work.
Obviously these meetings apart from including moments of fun, will take part for an individual and collective analysis in which each employee will have their moment to contribute their ideas or constructive criticisms towards the team, likewise we lead to make a team easier since they will feel more accomplished and integrated within the company, their opinions matter.






MONOTORING AND REVIEWING
Better performance
Better results

An appropriate monitoring and reviewing was also carried out, where the need for the change was assessed.
First, it was found that there was a problem which was poor performance and the worsening of results, after an investigation it was found that these problematic changes arose as a result of the incorporation of one of the new employees.
The next step was to decide on the change to make in which he would have to decide or find out what or how the ideal state of the company would be, the decision obtained was that a happy and motivated team as it was prior to the incorporation of said employee could achieve better performance again and also get better results. The main obstacle was that employee who would have to find a quick and effective solution to the problem, the other obstacles were to find the right solution or way in which to get a motivated team again and before the implementation of the plan that idea would have to be accepted by the shop owners.
For the implementation of the plan it was first necessary to locate a range of different possible solutions, then with decision tools making to find out which was the most appropriate and effective solution for the company. After several options and after using the PMI tool, I came to the conclusion that if I wanted to present the owners with the best solution, I should combine two of the possible options that I proposed above.
So to implement this plan, I first proposed an approach to the workers through an individual meeting by which I could listen and understand other opinions and perspectives and also create more complicity with the employees to soon solve future problems in a more rapid and effective way. After the first individual meeting with the whole team, I proposed to implement a weekly group meeting, where the workers would have the day off and we would prepare a meal together and it would be a day in which I would help to get to know each other better and jointly discuss any questions, problem or even propose improvements or constructive criticism for the company. The idea of ​​this weekly group meeting was to find a fun way to unite the team members and also have everyone work in the same direction whose direction is the best for the company.
After these two implementations, and after the first days and weeks, it was possible to observe how the mood of the workers increased positively. After weeks and weeks after these changes, good results could be collected and therefore it could be said that the objective was achieved. We had a strong team and more united than ever, in which they supported each other and rowed everything in the same direction, for which they stopped considering themselves partners to consider themselves members of a family, which made the team recover motivation and desire to work.
CONCLUSION
This report is based on the solution of a problem found in my workplace during the past year where I was the supervisor.
First, after reporting an increase in bad results, I did a study to identify where the problem came from.
Later, I evaluated and evaluated the different possible solutions and using the PMI tool I analysed the most appropriate solution in order to develop the implementation plan for it.
And the most correct way to inform stakeholders in the most effective way without creating a negative effect and impact.
After implementing these measures and acting as planned, very soon, remarkably positive results began to be seen with respect to performance and behaviour on the part of the employees, but later on, the positive change was so great that the owners of the store were completely overturned. with the idea and decided to promote staff parties once a month in which the whole team had the day off and we all prepared a meal together.
After this exhaustive study, we came to the conclusion that taking care of the relationships between workers is an important and fundamental part that any business should take care of properly, with a few small changes we achieved a motivated, happy team that considered itself a family instead of colleagues. This made the company have loyal workers where they always performed at their best and with a smile on their lips when they felt the support of each other.
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