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[bookmark: _Toc81000310]Problem Definition 
The restaurant I work for is managed by a partnership between the head chef and the main manager and who are therefore also the only two owners of the restaurant. The organization is a hybrid business that therefore combines manufacturing, merchandising and service. This is because the restaurant offers food cooked directly on the spot, sells drinks or wine to customers and tries in every way to satisfy customers. The restaurant offers the main Indian specialties including all the taste typical of Indian food. The organization also takes care of organizing catering, where the preparation of food and drinks and the management of it is entirely the responsibility of the restaurant. The restaurant is divided into two departments: the front of the house and the back of the house. The front of the house, where I work, is the part of the dining area where we welcome and seat the customers at the tables and then we have the back of the house which is made up of the kitchen, the chef and his helpers and the kitchen porter. In the restaurant we have the main manager who manages both the front of the house and the back of the house.  He is at the top of the hierarchy and is also involved in marketing, restaurant promotion, budget management, payroll and orders supplies. And then we have the assistant manager who manages the floor and the drivers works. After them we have other employees such as the waiters, the barman and the driver who instead work in the front of the house. 
The department in which the problem arose is the front of the house, that is, the department managed mainly by the manager's assistant. In this department there are five waiters, the barman and the driver who occasionally acts as an assistant to the barman.
Two months ago when I started this job, I had another manager who supervised me and the other employees working on the floor and we never had any problems with him. Instead of him we now have another manager who supervises us but does not do his job properly and does not have a correct attitude towards employees. The assistant manager is unable to have a civil conversation with his employees. If a problem arises, he does not try to solve it and is unable to delegate the work correctly. The first problem arose when the assistant manager assigned a colleague of mine far more tasks than he could complete, including some tasks that he himself had to do on his own. After this happened repeatedly, they had an argument during business hours. But that's not the only problem they have in the restaurant. In fact, a few weeks ago, checking my working hours and the sheet they give us at the end of the month, I noticed that I have not been paid for a few hours and that therefore the count by the assistant manager was incorrect. Since it can happen that there is an oversight, I tried to have a confrontation with the assistant manager. I didn't get any help from him, instead he kept telling me that the hour counts were right. Comparing with a colleague of mine, I noticed that she also had the same problem and that therefore I am not the only one who has noticed this error on the part of the assistant manager. One final problem that all employees have had is the fact that we are unable to get days off during the week. Sometimes, when the restaurant is not busy, there is the possibility to ask to finish earlier or not to come to work at all, but since we can't get them from him we have to contact the main manager.

[bookmark: _Toc81000311]Tools used to evaluate the current situation:
[bookmark: _Toc81000312]SWOT analysis 
	STRENGHTS
	WEAKNESSES

	· united team
· support from the general manager
· most people have had the same problem
· most of the employees are willing to find a solution together
	· no experience in solving these types of problems
· some employees are afraid to come forward
· vulnerable to vital staff leaving
· long working hours

	OPPORTUNITIES
	THREATS

	· opportunity to grow professionally
· Loyal returning costumers 
· Healthier working environment
· Change in company policy
	· loss of customers
· restaurant management can be negatively affected
· fail to solve the problem
· not enough staff



[bookmark: _Toc81000313]PESTLE  
· Political: the company must ensure that all employees receive all working hours paid correctly as they will have to pay the current tax at the end of the month 
· Economic: make sure not to put the restaurant's economic growth above the well-being of its employees
· Sociological: ensure that all its employees are treated equally regardless of religion, social origin, culture and lifestyle
· Technological: using technology and researching online to understand how other companies in the same position are dealing with the problem and employees should have a special device for counting working hours.
· Legal: the company must comply with all laws that protect employees, follow labor and employee safety laws, costumer safety and discrimination laws
· Environment: make sure the restaurant recycles the garbage properly

[bookmark: _Toc81000314]Cause and Effect Diagram (Fishbone Analysis) 
Below I have used the Fishbone Analysis which is a diagram that allows me to identify the problem and analyse its causes and effects. In this case the problem, that arose 1 month ago, is employee dissatisfaction. The causes are due to the fact that he is unable to carry out his work, there is no room for communication or discussion and we are not recognized for the payments of working hours.
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The first solution I identified would be to report the assistant manager to the general manager. Illustrate, with the help of the cause and effect diagram, why we are doing this report and how they have been affected by this problem.
[bookmark: _Toc81000317]Solution 02 
The second solution I identified would be to assign the assistant manager to take a week off from work so that he can reflect on his behaviour.
[bookmark: _Toc81000318]Solution 03
Firing the assistant manager without asking for an explanation or reason for his behaviour.

[bookmark: _Toc81000319]PMI Decision Making tool
Solution 01-Report assistant manager behaviour and 1 weeks off from work
	Plus Points
	Minus Points
	Interesting Points

	Chance he will change his attitude (+4)
	be fired by the assistant manager (-4)
	Healthier working environment (+4)

	Payment of all working hours (+5)
	the report may be useless (-3)
	Better treatment (+3)

	Work correctly delegated (+5)
	
	Customers will receive better service (+3)

	He will learn to delegate correctly (+4)
	
	

	Total Plus Points=+18
	Minus Points = ( -7)
	Interesting Points = (+10)



Final Value for solution 01 = 18+10-7 = 21

[bookmark: _Hlk80887874]Solution 02- firing the assistant manager
	Plus points
	Minus Points
	Interesting Points

	More days off (+5)
	The main manager will have to take care of all the work(-4)
	Less pressure at work (+3)

	Work correctly delegated (+4)
	Search for a new assistant manager(-3)
	Possibility to grow professionally (+5)

	Payment of all working hours(+5)
	Adapting to a new assistant manager(-2)
	Happier workers (+4)

	Healthier working environment(+3)
	
	

	Total Plus Points=(+17)
	Minus Points = (-9)
	Interesting Points = (+12)



Final Value for solution 02 = 17+12-9=20

Evaluate and define the best solution
Considering the two solutions that I have proposed, and which will then have to be approved by the general manager and examined the final value of the solution, I believe that the best solution would be to report the assistant manager's behaviour to the general manager.

[bookmark: _Toc81000320]Action plan:  
1. Introduction: The main problem is the incorrect behaviour of the assistant manager, the fact that he does not perform his job correctly, has a superficial and incorrect attitude towards employees and is unable to solve problems that arise in the restaurant. I have proposed two solutions, one of which would be a radical solution which would involve the dismissal of the assistant manager. I did not opt for the proposal of this solution because with the dismissal the assistant manager would not have fully understood his mistakes. Instead, by opting for the first solution, we will have the opportunity to have a confrontation with him and understand the reason for his non-constructive behaviour towards the employees of the restaurant. 
2. Management Overview: I hope my colleagues and I will receive full support from the general manager and that we will have the opportunity to have a meeting with him, without the assistant manager, so that we can expose all our problems. 
3. Major Tasks: I will request a meeting with the general manager as soon as possible so that I can present my solution to the problem and why I think it is the best decision to make. I will highlight all the problems that the assistant manager has caused to me and my colleagues, and why we can no longer work this way. I expect this whole process to take around 3 weeks. In the meantime, the restaurant will face some difficulties due to the absence of the assistant manager. All employees will have to refer all problems to the general manager and at the same time he will have to take on all the work that the assistant manager normally did.
	
4. Implementation Schedule: 
	Task
	Duration
	Resources required

	Prepare forms to help identify all problems
	1 day
	Restaurant computer and printer

	Meeting with other employees
	1 day
	Break room, forms

	Arranging a meeting to point out the problem and solution  to the manager
	3 days
	Manager office, computer, notes

	Arrange a meeting with the assistant manager
	2 days
	Manager office, computer, employee schedules

	Arrange a new meeting to establish progress
	2 weeks
	Manager office, computer and notes



5. Security and Privacy: After collecting all the forms, I will write a single anonymous summary document, to protect the individual employees who have come forward.

6. Implémentation Support: Resource list is listed in implementation plan


7. Documentation : Written documentation will always be compiled at the end of all meetings in order to keep track of all changes and the implementation of our solution

8. Monitoring Performance: After the first three weeks, weekly meetings will be scheduled with all employees supervised by the assistant manager to determine if there have been improvements or worsening in the worst case. And in the worst case we will have to implement new and better interventions to solve the problem.

9. Acceptance Criteria: By reviewing the PMI tool and analyzing both solutions I concluded that the first option is the best solution, because in this way the assistant manager will have the possibility to change his attitude and improve it. 


10.  Plan Approval: the draft implementation plan will be produced and presented to the general manager.

11. Review meetings: meeting with all the stakeholders involved to share information.



[bookmark: _Toc81000321]Review implementation process 
A general meeting was held with the employees, and then the forms were distributed to all employees and some customers to check how and who was affected by the assistant manager's behaviour. The forms will be reviewed and then brought to the attention of the general manager. Several meetings have been set up to examine the problems and illustrate the solution that we believe is the right one to implement.
The general manager will then decide whether to implement this solution or not, here we will know later if we will have his approval. After the report to the general manager, the assistant manager will not come to work for 1 week. During that week of absence, employees will have the opportunity to present the draft with the probable solution to the general manager.
Meetings will be held to establish the assistant manager's progress.
Other forms will be distributed to stakeholders to determine if there has been an improvement and to have feedback from them. 
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In conclusion I think that it will never be possible to satisfy all the problems that arise in the workplace, but it is always important to try. As for the assistant manager, with his change of attitude, we will have the opportunity to balance work and private life, the working environment will be healthier and coming to work will no longer be a problem. We will receive payment for all our working hours. More importantly, the assistant manager will learn the correct way to treat his work colleagues, I am more than convinced that the solution chosen is the right one because by firing a person there would be a double loss, ours that we will then have to look for a new person to replace him and a job loss on the part of the assistant manager.
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