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INTRODUCTION

Based on the requirements of the program I will apply a technique called fishbone to find the causes and the effects regarding a specific problem and then try to come up with appropriate solutions. Using a real problem at my work place, I will analyse and apply the seven steps analysis, which is related to problem solving and decision-making. The technique emphasizes on the root causes by visualising the most relevant issues and then concludes on the reasons why the problem is still there as well as on possible solutions.

2-PROBLEM DESCRIPTION

Case study: Covid-19 and Restructuring Internal Procedures
 
Due to Covid-19 my company decided to make some changes with regards to my working hours. So, in line with these changes, they offered me to be responsible for two different stores in order for me to maintain my full-time employment. They also reassured me that they would not amend the terms of my contract with regards to remuneration. 

The pandemic had an unexpected impact on the company’s finances, including a very limited budget for the current year. As a result of COVID 19, there were financial challenges in several aspects, which incurred a high risk of closing down the store department. As they were already on administration, COVID 19 was devastating for business. Being a retail concession [i.e. a business/store operating within another business premises], we have been negatively affected.   
Once the changes following new government regulation were implemented, the management companies adopted new actions to follow, both internally and externally, preparing for the reopening of the retail stores.
 
My schedule was modified as follows; two days in a completely quiet environment with not even a high demand of the service that we provide and the remaining three days at another store, which was very busy.

Given the current situation, there was not enough staff to provide a good standard of customer service and support on the structure to deliver the final results in relation to the stock. The lack of poor scheduling and staff shortages were both evident.

One of the main problems was having fewer workers at the stockroom. This department delivers all the stock that we have on display at the shop floor. We need to have enough quantity of merchandise in order to hit our sales targets. At the same time we have to follow specific requirements in terms of classifying products, pricing, assigning the corresponding coding, restocking, security tags and moving the inventory from one stockroom to another. These procedures are of course influenced according to the season, and the shop floor displays need to be ready every day.

3-EFFECT OF THE PROBLEM ON PEOPLE 

Procedures SKU adjustment
As a consequence of the recent changes and the lack of employees, the store department decided to manage new stock requests in a different way. According to these adaptations, they created new rota to show on what day the action called ‘Stock-Keeping Unit [SKU] adjustment’ will commence for each brand. For our brand it would be the week prior to our scheduled order so that we could make sure that the file would be accurate. Furthermore, we had to send the file on the relevant day the week after. Considering that we had to submit the file the night before, we had to be extra careful not to modify any figures after the shop was closed.

The process was 
-Type on excel document and sent it back to revise that everything is accurate from REX program. 
-Form must be sent over by the end of the day before the planned adjustment 
-Quantities must be checked in stockroom as well as shop floor. 
-If we miss the SKU adjustment slot, I needed to wait until my next planed day or week to ensure that we receive the stock.

4-FISHBONE SERVICES  
· Fishbone root for cause -analysis helps to identify possible factors or causes of a failure procedure, pros and cons helping to understanding and developed more effective solutions, a diagram used brainstorming and useful ideas to categorized a specific problem, once is structured is more effective to find solution emphasizing the reason why is this happening. (Overhead 2017) 

People
Place 

-Location
-Unorganized procedures
-Lack of technology
-Stock
-Standards  

Covid 19 implementation
-Rotas changes
-Lack of employees
-Stress
-Management
-Salary 
-Workload 
-







COVID 19
CHANGES






 
-Speed
-Implementation
-Government covid 19 regulations 
-Initiative 
-Communications 
-Internal and external problems
-Prices, labels, security tags 




-Service problem
Frozen stock 
-Suppliers
-Sales
-Sales line
-restocking 
-standars 





Product  
Procedures  


I will try to analyse and identify the causes of my problem based on the diagram. Once I structure the possible effects and the reasons why we found ourselves in this challenging situation, I will aim to provide for an acceptable solution. 

According to the previous instructions, I had to follow the format of the main system called ‘REX Program’. This shows on detail all the product information.
Taking under consideration that this was a new requirement, I did not account for possible setbacks. I asked one of the stock managers to help me in finding a better approach to the process, especially with regards to the implications of a delayed product request, which could affect my replenishment. As a consequence if the file is not accurate, it would not generate orders automatically, it was one of my concern that could affect sales company.

It took me time to learn and collect all the data. It was a quite complicated process, which demanded a lot of time on top of my daily responsibilities. As a result, I was feeling anxious to finish the training, but I could not manage.

I took the initiative to do it by myself without communicating with my company.
I was spending the whole day doing it, especially because I had to unpack ‘frozen’ stock that we had on the stockroom, to be moved to another one located on the first floor, they have two different locations making harder to accelerate the process, in addition I had to do verification of the stock physical and on the system.

I was highly motivated to solve the requirement of the store, but the consequences of thinking outside of the boundaries had crucial repercussions. 
Afterwards. I do not have enough time to do it. the lack of workers on the stockroom and inadequate resources equipment  make more difficult the process, so I had to prioritize stockroom rather than sales, It was my own risk  but is something that had to be done,  as I mention before the distance  from one stockroom to another slow down the process ,equally we need it support  each other and solve the obstacles proactively beneficial for both parts.
Also I did the changes moving all the stock to the new one by my own, the problem is that I miss one day of sales. For that reason, my target has been affected. 
On the other hand if I would not prepared the stock, our futures sales will be on minus.
And most importantly I haven't communicated with the company about that taking the responsibility, When I mention once automatically they replay that could not move from my location, they assumed wrongly that the store will sorted when it was not the case. my company was delegating responsibilities in others.

I was spending the all day doing it, I was not on the shop floor, because 
I prioritized to update the Sku adjustment from the system on the excel form, but it is required a lot of time specially the volume of the stock. That day I could not finish.

I decided to back the day after in the morning two hours earlier to finish the report, I was worried and stress related to the deadline so I did it, but I did not communicate to my company that I was taking part of my own time to try to solve the inconvenient it was my own risk 
Once it was done I sent it by email to the stock department. In response to the form they found a minimum typing mistake, to be more precise; it was four digits that I duplicate. I had not noticed my error, so from the stockroom department sent back the email waiting to be fix it the mistake.

I was not able to sent it with the correction, because I was covering my another store,and we had the deadline coming up ,my company  already was aware about the email regarding to the adjustment that in theory the shop employees had to do it. 
But I did not mentioned that, I was taking the responsibility to do it, also I assumed that everything was fine  and I would not have any concern about it , but I never think in possible unexpected problems.

I had to called my manager and email her explaining the internal situation emphasising on the deadline the reason why I took the initiative to solve it on my own regarding to the new process and order stock specifying my typing error, and find a solution. 
They kindly appreciate my effort and the long shift that day I was doing ten hours. I was not follow the company organization chart, I should inform to my line account manager to have more possible solutions.

From my perspective support the store that in several occasions they were helping us, was the right and professional way to help each other, was a fair and reciprocate collaboration, in the end all of us we were affected directly for the current situation, furthermore my company did not have anyone to give a solution, it was one of the reason I took initiative to give a solution. Taking in consideration that my line manager never is involved effectively giving me solution, repeatedly occasions I have to sort by myself.


In consequence of an unorganized techniques and lack of coordination as well from my part and the management team in the store influenced all the internal and external structure being affected in scale. Reflected on the sales.

Firstly, SKU adjustment. They could coordinate in different way and organized rotas in the stockroom to follow, being more flexible, and clear for the shop floor to work as a team, and support each other to manage the stock, they should be reconsidering the process because few moths ago we had stocktaking. Was practically double job without people. As a result of a stressful environment and work overload.
Implementation /change
I was stressing myself and perfectly I cold fine alternatives 
I perfectly I could ask my line manager to swap my shift between to stores 
I haven’t think about the repercussions to modify my rota, the all process is affected to my area manager and after HR. to be documented on my attendance report. Based always on norm and culture organization.
Any further decision first with my line manager.  
My company is small I was aware that will be extra responsibilities for the account manager. 
Overwork physically exhausted  
Do not omit any detail about your place of work otherwise can be ending on a huge mistake, even if is something is irrelevant.

Positive cooperation 

THE endorsement and praise of the manager of the store had amazing results benefits for me and my company sale based on the fact that I was supporting them they gave me a strategic space This year to increase my sales which was a success rate reflected on my sales is fantastic.

When the company that are you working for, is committed as part of the business, as a colleagues we have to be supportive to succeed a professional environment. Responding in a reciprocate way. I was adapting myself to the needs of the business
Take sometimes our own initiative without see possible external factors that can affects the results it is a risk. But in this case it was a very positive results 

The fishbone diagram has given me a better perspective to approach a 
problem. Focusing on causes and effects in order to find a better solution.
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