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Making decisions is an important part of our everyday life. Every day we have to make decisions, from simple decisions like what we will eat, to what we can do to solve a workplace problem that is stressing us out.
 Decision making techniques fall into three major categories: random; intuition based; or analytical. (Mind tools, 2018) ONLINE.
Some of the techniques can combine intuitive and analytical elements to take advantage of our cognitive capabilities, even though we may not have a complete understanding of how our minds work. (Decision Innovation,2018) ONLINE.
For a workplace, the effectiveness in making decisions when comes to business, determines the success of the company and ensure a healthier environment for all the employees. Every decision taken for a business directly affects the company and produce effects. 
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I work for a European grocery as Assistant Manager and I am taking decisions every day. I consider that without having clear mechanisms for managing, communicating and reviewing decision process and implementation is easier to lose the control and lose profit.
At a first point, even if the grocery is a small/medium business with seven employees, the turnover increased from £600000 last year to nearly one million this year, with a prediction of increasing with 20% annually. Some of the decisions we make are part of a daily routine, for example where we should position the wine to increase the sells or what we can do to sell the products that are nearly to expire to avoid throwing them out. Meanwhile, there are important decisions which should be taken by following appropriate techniques, such as bookkeeping, stock control or training for employees.
At a second point, a small/medium business like ours is hard to manage as the number of qualified employees is small because of the limited space, but all the important decisions should be taken sometimes without a brainstorm or without consulting a professional in business administration. Some of the decisions I have to take in my workplace involve uncertainty, complexity, high-risk consequences, alternatives or interpersonal issues.
During the time and before enrolling in this course I felt challenged when comes to decision making, but I can gladly say that throughout this module I have gained several skills and knowledge that provided me with the opportunity to further develop my skills.
There are seven steps that I will take into consideration for this report:

· Identifying the Problem. 
· Defining Goals.
· Brainstorming. 
· Assessing Alternatives 
· Choosing the Solution. 
· Active Execution of the Chosen Solution.
· Evaluation
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The problem I chose to discuss in this assignment/report is one of the problems I sorted out in the grocery I work as Assistant Manager.
The problem I identified is the increased level of stress of the employees due to the decreasing level of happiness caused by a lack of social life during the shifts. The employees were unhappy because they have to take the lunch break alone and they do not talk with each other due to the higher amount of work they have to carry out.
Workplace stress is the harmful physical and emotional response that occurs when an employee is not able to cop up with the job demands. (Uselegal.com,2018) ONLINE. I consider this problem very important for the business growth and I treated it with maximum of responsibility, being a sensible issue as work place stress leads to psychological disorders like depression, anxiety, post-traumatic stress disorder and other types of emotional strain. (Uselegal.com,2018) ONLINE. These conditions lead to poor work performance or even injury. Workplace stress is also associated with various biological reactions that may lead to chronic physical diseases. 
I have identified this problem by periodically asking the employees on our monthly staff meetings and also by seeing it in daily shifts.
The impact of this issue might affect the customer service by having small, but unwanted behavioural consequences on the customers. As an example, they will suddenly shout to a colleague “come to serve this customer as I don’t have time” or “you can find the bread, I am not here to put the bread on your basket” and many other not rude, but nonprofessional bad behaviour. There are also small conflicts between the team who is staying at the tills and the team who is serving the customers as they are saying “Oh, I work harder than you” or sometimes “I want to speak with that person as I am not friend with you”.
There are cultural things involved in this issue, as well as age differences and different mentalities so it’s harder to find a way to make everyone happy due to the pressure we have during the shifts.
The shop is divided in two parts, and there are two teams per shift.  The first team is formed of two persons who will always stay at the tills to scan the products and receive payments. The second team formed of four persons will serve the customers. 
The first team can do the second’s team tasks, but the second team is not able to do the first team tasks due to lack of experience or language barriers. Being a small environment there are friendships created between the teams and some of the people from first team are friends with the people from second team and they are frustrated because they don’t have time to socialise with each other or just because they are not working together as a team.
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Once I identified the problem; I have conducted a SWOT analysis.
A SWOT analysis is a strategic planning technique used to help a person or organization identify strengths, weaknesses, opportunities, and threats related to business competition or project planning. (Wayne state university,2019).
As I have learnt in previous modules, the strengths and weakness are frequently internally-related, while opportunities and threats commonly are related to the external environment. I conducted the SWOT analyse to information and identify the impact of the identified issue to gain enough information to be able to make a decision.
Purpose: Workplace stress
Scope: Gain information and better understanding of the issues that causing stress and finding suitable solutions
	Strengths
	Weaknesses

	· Possibility to employ new people
· Training funds available
· Friendly environment
· All the employees speaks the same language
· Monthly staff meetings
· Box for anonymous complaints and suggestions

	· Language barriers
· Lack of qualified workers
· Just one day off per week
· Higher volume of work for a small number of employees
· Conflicts when come to lunch breaks 
· The issue can affect the turnover and customers satisfaction

	Opportunities
	Threats

	· The wages will increase in April 2019
· More than half of the employees are enrolled in part-time customer service courses or qualifications

	· Brexit
· Complaints from customers
· Changing of laws and regulations
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After conducting this SWOT analysis I created the form with questions which I gave to all the employees to fill out.
The form helped me to confirm that the problem identified by me is real and everyone is concerned about it. It also provided me with the opportunity to hear their voices as the form was filled out in private and put in a box; thus the confidentiality was kept. Also, this form helped me to identify other problems that may cause workplace stress.
The questions are:
1. Are you feeling happy during your shifts? 
a. Yes
b. No
c. Sometimes
d. I am not happy at all
2. How many times a month you felt like you want to leave the shift immediately?
a. More than five times a month 
b. Once a month
c. I didn’t feel the need of leaving the workplace during a shift
d. Only when I don’t have somebody to chat with
3. Are you happy with the shifts rota?
a. Yes
b. No
c. Sometimes I feel that I want to work with a different team
4. Are you happy with the lunch break timetable?
a. Yes
b. I don’t care
c. No
5. How many argues you have had with your colleagues last week?
a. I didn’t have any argue
b. One
c. More than two
6. Do you feel like you are the only person who is working hard?
a. Yes
b. No
c. Sometimes
d. I do what I have to do and I don’t care about competition 
7. What would you change in the environmental culture?
a. Shifts rota
b. Lunch breaks
c. Some of the staff members
d. Nothing
8. How do you describe a normal day shift?
a. I like the job and time flies quickly
b. I feel  tired after a shift
c. I feel bored after a shift
d. Usually I forgot everything related to the workplace after finishing the day
9. Do you think that there is enough support for you in the workplace?
a. Yes
b. No	
10. Rate your job from 1 to 10. One means you totally dislike the job and 10 you are very happy to work here.


The results are:

Four persons said that they are not happy which makes me urgent the decision to avoid any loss of business that may occur from employees workplace stress.
	
	
	
	



Just one person didn’t feel the need of leaving the workplace during a shift which is confirming me the level of unhappiness during their daily shifts and also the level of stress they accumulated. Four persons said that they feel the need of leaving the workplace just when they don’t have somebody to chat with. These statistics shows me the need of a change the importance of the decision I should take.

The answers I received to this question showed me not just the level of unhappiness, but the need of making a decision that provide the employees with the opportunity to have a dynamic perspective when comes to teamwork.

The answers to this question helped me to focus the decision on changing the lunch rota.


The majority of the answer indicates that there are more than one conflict a week between the employees.

The answers showed me the level of competition between employees and also indicated me that my feeling of having concerns that the two teams are arguing for the volume of work is true.

The decision should be focused on changing the lunch breaks.


All the employees are either tired or bored after a normal day at work. There is a need to make a change.

Even if there are plenty of support available all the employees doesn’t feel that they have got support. Probably they didn’t got the question properly, however the decision I should take should show them not just the willingness for support, but the ways to get it.
I have discussed with the Managing Director the identified problem and the proposed ways of sorting them out. After that we decided to organise a staff meeting to discuss the problem, proposing solutions and voting them.
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As I have learnt through this module I used a fishbone diagram to analyse the causes of workplace stress. 





Cause                                                                                                                           EffectWork load

Pressure in doing work
Lack of communication
Limited number of employees
Higher volume of work
Technology

Lack of ICT functional skills

                                                                                                                                                                
 

Workplace stress

Other problems

Lack of experience
Language barriers
Lack of training or support
Insufficient/minimum wages
Personal problems

Thinking about the family they left at home
Family problems
Poverty 
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I have proposed the following solutions:
1. Employing more people
2. Train all staff to the same level
3. Toolbox talk for health and safety and food safety issues
4. Two employees taking the lunch break in the same time instead of one
5. Two days off a week for all employees
6. Cutting the daily working hours
7. Increase the hourly pay rates
8. Teambuilding once a year
9. Staff party for Christmas and Easter paid by the company
10. Organising a team by adapting to their skills
11. Organising team working workshops/games after the working hours or during the staff meetings
12. Playing music on the shop during the opening hours
13. Offering discounts for employees when buying from the shop
14. Free coffee fir all employees
15. Public spread sheets to all employees with working rota, break and holidays
I have tried to find SMART objectives. The SMART acronym comes from Specific, Measurable, Achievable, Relevant and Time-Oriented.
Specific answers the questions "what is to be done?" "how will you know it is done?" and describes the possible results I can get by making the decision. 
Measurable answers the question "how will you know it meets expectations?" and defines the objective using assessable terms (quantity, quality, frequency, costs, deadlines, etc.).  All the decisions I want to take should be evaluated against a standard.  
Achievable answers the questions "can the person do it?" "Can the measurable objective be achieved by the person?" "Does he/she have the experience, knowledge or capability of fulfilling the expectation?". It also important that the decision I want to make can be done with the available resources, without losing profit. 
Relevant answers the questions, "should it be done?", ”why?" and "what will be the impact?". The decision I make should prevent the consequences of the identified problems and identify the impact of the decision.
Time-oriented answers the question, "when will it be done?" . (Wayne state university,2019).
There are plenty solutions identify, but the decision I will make should be time effective as well. 
On the below table I will analyse the impact of the solutions I found:
	No
	Possible impact
	Required Time
	Implemented?

	1
	The employees could feel less stressed by having more colleagues to help them with their tasks. This will also enable them to take more holidays or to have the possibility for two days off a week. This is also good for the workplace environment. I also proposed to focus on employing British people to help the employees getting familiar with British cultures and values and improve their English skills.
	During the time there are no applications from British citizens to work in our grocery; thus the estimated time to achieve it can be more than six months.
For EU citizens the process cans length up to two months, including the probation and training period.
	If the problem is not solved with the actual solutions.

	2
	As I mentioned above, the first team can do the second team work, but the second team cannot do the first team work. Operating a till can be tricky if the people are not trained and there is a risk of losing the stock monitoring or losing money. There is also a possibility of losing customers satisfaction by offering a wrong change or slowly scanning their products. I have also mentioned above that there a language barriers between employees; thus not all of them speaks English proper or at an appropriate level to deal with a =n English speaker customer.
By training all the employees to the same level can lead on having one team doing the daily tasks, having a dynamic job, getting rid of boredom, and equality in difficulties of daily tasks.
	Up to two months
	Yes

	3
	The second team is dealing with cutting machineries, thus a health and safety discussion is more than welcome within the team. All the staff is trained and inducted at appropriate level in health and safety and food safety, however, periodical discussion will decrease the probability of health and safety incidents to occur. There is also a opportunity to equalise the staff competences.
	1h/week
	Yes

	4
	There is a need of having two employees on lunch break at the same time. This can have a positive impact at their level of happiness. They have the opportunity to socialise more and increase their team working skills.
	As soon as possible. Up to one week.
	Yes

	5
	Having two days off a week will help employees to rest more and increase their productivity during the working days.
	As soon as possible. Up to two week.
	No

	6
	By having shifts with less working hours they will have more time to improve their knowledge and skills and also rest for the next working day. An employee currently works 8h/day – 4 days, 5h/day – 2 days. My proposal is to have a schedule of 6h/day – 4 days and 5h/day – 1 day.
This will have a positive impact by offering them time to rest and to think about their personal life.
	As soon as possible. Up to one month.
	Yes

	7
	I proposed to increase the pay hours from the minimum wage to £9/h. This will increase their satisfaction and will motivate them to put more effort in their daily tasks.
	As soon as possible. Up to one month.
	Yes

	8
	A teambuilding organised once a year will increase their team working skills and their relationship will improve considerably.
	As soon as possible. Up to six months/ after submitting the next accounts.
	Yes

	9
	This will increase the satisfaction and will let the employees know that the company appreciate their hard work during the year.
	As soon as possible. 
	Yes

	10
	This proposed solution will increase the productivity.
	As soon as possible. 
	Yes

	11
	This proposed solution will increase the productivity. It also provides them with the opportunity to gain and improve their team working skills and to have a dynamic environment as they told me they want.
	1h/month 
	Yes

	12
	This solution has an impact on increasing the productivity of the employees as well as increasing the customers satisfaction.
	As soon as possible. 
	Yes

	13
	This solution will prove that the employees get support from the company and also will increase their satisfaction. Plenty of big retailers offer discounts for their employees and because they use to buy from the shop, a discount for them is always welcome. The company can also afford it because we have a small number of employees.
	As soon as possible.
	Yes

	14
	This will increase their motivation and satisfaction. 
	As soon as possible.
	Yes

	15
	This solution shows the support we offer them as well as proving that the company is transparent and has no treating their employees different. All the employees are equal and their voices should be heard. As an example, an employee who has a baby will prefer to start working in the morning one week and the other week to start working in the afternoon.
	As soon as possible.
	Yes



The decisions were communicated on the last staff meeting. I was happy to receive congratulations from the employees and also to see a smile on their cheeks. I am monitoring the implementation of new rules and also I am asking for feedback from the employees.
I also monitor the progress and effectiveness by direct observing their performance within the workplace.
In the below table I have summarised the process of identifying the problem and making decisions to solving it.

	Steps in the problem solving process
	What I have done

	Identifying problem
	Brainstorming
Questionnaire for employees
Fishbone to identify root causes 

	Generating and evaluating ideas
	Brainstorming
Analysing the questionnaire answers and making charts
Research
Voting

	Implementing ideas
	Made a public spread sheet with lunch breaks and rotas
Trained all employees at the same level, enabling them to carry out every kind of work
Staff meetings
Observation

	Reviewing the implementation
	Staff meetings
Observation



I used the fishbone diagrams to identify the problem and make a cause-effect analyse. I consider that fishbone diagrams are excellent ways to explore and visually depict the causes of a problem6. Also a fishbone diagram enables the root causes of a problem to be determined. This helped me to be more effective by focusing my actions on the true causes of a problem and not on its general symptoms.
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I have conducted an 8D Report which provided me with having a problem-solving approach for the problem I have identified and the process of improvement.
	D1: Team members

	The team who will participate in making a decision to sort out the identified problem is formed of the Managing Director of the grocery and me as Assistant Manager. Also, all the staff will be involved by participating to staff meetings being directly involved in brainstorming and vote the identified solutions.

	D2: Describe the problem

	The problem is the tension caused by workplace stress. The problem occurred during the time as the grocery started to grow annually and the volume of work increased considerably. Being a small-medium business, there are a limited number of employees and they have no choice than to undertake multiple responsibilities which cause them stress.  There are employees who don’t speak English and they are not able to undertake cahiers responsibilities and the people who speak English barely undertake physical work responsibilities. There is also a lack of skills between employees and all of these factors have a negative impact and create conflicts which cause stress as well.

	D3: Interim containment action

	There are small actions that can be taken such as offering them extended lunch breaks of short cigarettes breaks. However these actions are not enough to decrease the level of stress accumulated during the time. Some of the employees are enrolled in a form of education, either degree or level 3 diplomas which help them in getting new workplace skills.

	D4: Identify the root cause

	Identify all possible root causes that could explain why the problem occurred. Methods such as the fishbone diagram or the 5 whys method can help. Why was the problem not noticed at the time it occurred?
Please see the above fishbone diagram.
The root causes identified are work load, technology and personal problems.

	D5: Developing permanent corrective actions

	What permanent corrective actions can be developed to solve the problem(s)? What are the deadlines? What is the proof of effectiveness? 
After conducting a brainstorming the identified solutions are:
1. Employing more people
2. Train all staff to the same level
3. Toolbox talk for health and safety and food safety issues
4. Two employees taking the lunch break in the same time instead of one
5. Two days off a week for all employees
6. Cutting the daily working hours
7. Increase the hourly pay rates
8. Teambuilding once a year
9. Staff party for Christmas and Easter paid by the company
10. Organising a team by adapting to their skills
11. Organising team working workshops/games after the working hours or during the staff meetings
12. Playing music on the shop during the opening hours
13. Offering discounts for employees when buying from the shop
14. Free coffee fir all employees
15. Public spread sheets to all employees with working rota, break and holidays
The implemented actions after the development of the action plan will be monitored in the next six months to measure the effectiveness. 




	Lunch  break schedule

	Mo
	Tue
	Wed
	Thu
	Fri
	Sa
	Sun

	11:30-12:30

	11:30-12:30

	11:30-12:30

	11:30-12:30

	11:30-12:30

	11:30-12:30

	11:30-12:30


	12:00-13:00

	12:00-13:00

	12:00-13:00

	12:00-13:00

	12:00-13:00

	12:00-13:00

	12:00-13:00


	13:00-14:00

	13:00-14:00

	13:00-14:00

	13:00-14:00

	13:00-14:00

	13:00-14:00

	13:00-14:00


	14:00-15:00
	14:00-15:00

	14:00-15:00

	14:00-15:00

	14:00-15:00

	14:00-15:00

	14:00-15:00
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After implementing the above described actions there is a visible change in employees’ attitude. They seem more relaxed and they come at work with pleasure. 
The effectiveness will be measured in the next six months and they will receive new questionnaires. There are also positive feedback received from customers and some of them are saying that the environment helps them to feel like home. Also the homier environment helps all the employees to be more confident in doing their daily tasks.
I consider that the decision I have taken is valid, reliable and has achieved the purpose.
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