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1	Introduction
In my current job as a water quality technician in the maintenance area of ​​a building complex in central London, I have been working for this company for about a year, which has 1300 apartments for rent in 10 different buildings in one area. 3.5 acres also has a hotel with 250 rooms, a restaurant with capacity for 50 clients, a Moroccan spa, a gym and aesthetic clinic. My job is in the maintenance area, with a team of 6 people between plumbers and duty engineers. Before the pandemic I was working from 8am to 5pm Monday through Friday. We oversee any problem that tenants have in their flats.
Regarding the current situation with covid19, the company closed the restaurant, the gym, the spa and the clinic to the public, while the hotel kept working to a minimum because it had a reduction of 90 percent of its visitors.
This happened in March in the month of April, all the personnel received a load from the general manager informing us of different actions that the company would take in relation to the pandemic. They were not clear, but they let me understand that they would cut staff.



2	Define a complex problem  

During the month of April, I was intrigued by the insecurity of being able to remain without work due to the economic situation that the company was going through, after some meetings with our direct manager, my colleagues and I told him that from our part we were willing to adjust our work schedules if it was necessary in order to help the company, and then they effectively changed our schedules to 12-hour days for 4 days a week, with 4 days off.
At the beginning, we understood that this was a change due to the current situation, and we felt that it was a way of helping the company to cover the incident service hours for the tenants of the building. Our mistake was probably not asking how long this change would last. 
After July 15, when the lockdown ended, we were informed that these work schedules would continue in this manner until further notice, in this case we find a problem of workload allocation excess.

This situation with long 12-hour working days was reflected in the work productivity of me and my colleagues since it was affected, some of my colleagues became ill, in my case, during the month of May I was infected with covid19 having to quarantine for 2 weeks.



3	Analyse information on the identified problem  

In my case, analysing the situation is quite simple, we had a regular work schedule of 40 hours per week, from 8am to 5pm with an hour for lunch, this was changed by mutual agreement, due to the current situation and the needs of the company. to be able to cover their maintenance services in their schedules established. After this changes we were working 48 hours a week, that is 20% more than usual. However, once the lockdown ended and the company started operations again in its business units that had closed before, our schedules did not go back to what they were before.  

We identified the problem as overwork in our area, this was added to a request to delay our vacations as much as possible due to the short amount of staff that we have insufficient to cover a vacation of a colleague in our area.
This added to the fact that the tenants' stay in their homes due to the lockdown substantially increases our work dealing with incidents.


4	Possible solution:
1	One option to find a solution that we expected at the beginning was to have a date to know when we would return to having our schedules as they usually were before the pandemic.  

2	Another solution will be to hire a temporal collaborator to help cover our team's vacations until go back to our usual workload.

3	Look for a collaborator from another area in the company who can cover the holidays and help reduce the workload that was increased due to the prolonged stay of the tenants in their homes due to the lockdown. 

4	An increase in our salary, it would help us to feel that our effort is well rewarded, by the increase in working hours and by the increase in the volume of work, most of us have relatives who lost their jobs and we support them.

5	Send a communication to the tenants informing them about our incident service hours would be reduced due to the reduction of staff regarding the currently situation.
5	Use a decision-making technique

Swop analysis

Strength 
1. A work team committed to the company.
2. Employees who know their workplace.
3. Open to negotiate a solution. 
4. Technicians with more than 2 years of experience. 
5. We know most of the tenants of the buildings. 
6. We know what the most common problems are and how to solve them. 


Weaknesses
1. The main problem is that employees are tired from those long hours.
2. We do not see that our efforts are recognized economically or emotionally.
3. We could demand our workday per week that we have by contract.
4. In these months, the general manager has not met with us to express his interest in negotiating a solution


Opportunities
1. The biggest opportunity is that I and my colleagues want to negotiate a solution that benefits the company and us.
2. We do not need someone outside to reach an agreement.
3. We only need a conversation to reach a solution.
4. My colleagues and I are involved in our work and we want the best for ourselves and the company we work for. 

Threats 
1. The closest threat is that before the end of the year all the personnel in the maintenance area must take vacations.
2. It is necessary to organize our team for this and prevent it from affecting the maintenance service of the buildings.
3. Staff can start to have health problems due to excessive working hours
4. If the manager does not do anything to find a solution, we could go to the union to ask for advice and that would mean bring a third party to mediate.
6	Plan to implement a solution

Current situation
It remains uncertain between the maintenance area and the general manager, since there is no communication from their part, in order to reach an agreement that allows us to work in an adequate way with fair schedules that allow us to have enough hours of rest and schedules our vacations overdue.
From our side, we have requested to be able to meet to talk about returning to our previous hours of 8 hours a day and on weekends off, we have also made different proposals and alternatives to cover the increase in work flow and maintain the quality of our service .
However, to date we have not obtained a concrete answer, only promises without a date for a solution. Currently all the maintenance staff is exhausted since we have 12 hour shifts and the workflow has increased by 20% compared to before the lockdown. 


Transition

We need to find a balance between the general management and our direct manager where we can perceive that there is a desire to solve this situation, in the short term, it is necessary to reach an agreement since most of our team has not yet taken their vacations and before If we finish the year we must do it or we will lose them.
Definitely all this time until the general management makes a decision they will have to make plans to know how it will be during the next months and next year, since according to government projections indicate that we will be with the problem of Covid19 for several more months.
From the moment that changes are made and we can return to our usual schedules, we will go through a stage of adaptation since there have been several months with a different schedule that has changed our work and personal dynamics, it will probably take us a few weeks to return to adapt to return to the earlier schedules.

After analysing the different solutions, it was decided to look for a person who currently belongs to the company but who works in another area, for example in the hotel, where the work flow is even less, to collaborate with us covering vacations and day’s off of our colleagues. In this case, the company would not be affected by an increase in its personnel budget since it was not hiring a new person.


Future situation.
At the beginning, the person who will support us in the maintenance area will have to go through a small training process that will be carried out by each of us since he will cover us in our absence, so he will spend a week with plumbers, the duty engineers and with me the water quality technician to know the basic tasks we perform, and each different work procedures.
At the beginning, the person who will support us in the maintenance area will have to go through a small training process that will be carried out by each of us since he will cover us in our absence, so he will spend a week with plumbers, the duty engineers and with me the water quality technician to know the basic tasks we perform, and each different work procedures. 

7	Communicate the plan to stakeholders 

Once the process to improve the maintenance service has started, all tenants will be informed of the changes and improvements that will be made in the maintenance service all these will be through email and letters , it will be communicated that it will continue to cover the service hours that are from 8am to 8pm and On weekends emergencies will continue to be attended to. We will also inform the security area that we will have a new colleague from another area so that they can manage their access cards to the maintenance area.
The manager of our area will closely follow the progression of this new collaborator to know how he does his job and be aware of how he feels with his new responsibilities.

Feedback from the steak holders.
After the first month of work of this new collaborator, our manager will have to carry out an evaluation of his performance to the general manager to know if we can continue to count on that collaborator until the end of the year, to cover the vacations of the other colleagues in the maintenance area.





8	Conclusion
After a thorough analysis of the problem and the possible solutions, a decision was made considering the pros and cons of the different solutions. The best decision was made considering the interests of the company and the maintenance staff.
I have been able to understand the different steps that I have to follow in order to choose an adequate solution to any problem in the professional area, always analysing all the existing alternatives. 
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