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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	Q1
1. Acknowledge that conflict exists
2. Identify the real conflict
3. Hear all points of view
4. Together, explore ways to resolve the conflict
5. Gain agreement on, and responsibility for, a solution.
6. Schedule a follow up session to review the resolution.

A supervisor should get involved when; 
· Employees who are in conflict ask for help
· When other employees come to you and ask you to step in 
· When productivity and/or morale are dropping because of the conflict
· When not dealing with the conflict is starting to make you look bad as a supervisor.
Training and motivation will help to maintain discipline because it promotes appropriate behavior. Managers must adhere strictly to the company’s protocols to efficiently lead those looking to them as examples. Employees will know expectations as well as penalties for committing infractions.

The supervisor is responsible for maintaining and enforcing discipline by molding and teaching employees how to act inline with company policies, work practices, rules and regulations. A supervisor must also check progress of work against the time schedule, recording performances regularly and report any deviations that may prevent efficient and timely task completion. It is also important that a supervisor can handle any grievances and problems that employees may have. The supervisor would need to act as mediator and counselor to reach a compromise or agreement in a healthy manor.
A supervisor needs to lead employees and mold them into a team that will work together to reach a common goal.

Q2
Phase 1 – Problem Identification

Identify apparent problem – Where I work there are a number of conflicts that stand out. There is a conflict with employees prioritizing KPI’s over housekeeping processes and vice versa. Defective stock is often left in location by many employees, managers have received many complaints about this. 
Seek and analyze the causes – I have analyzed this for sometime just by watching and asking employees about picking behaviors. Many of our employees will not address stock issues and will leave defective stock in location rather than taking it to the trouble shoot desk, which is part of the process. Stock often has Lot number or damage issues, or have not been booked on properly and thus will not scan. It seems the cause is because employees believe taking stock back to trouble-shoot will affect their KPI targets or that it is not their responsibility. Ultimately, the conflict arises between the pickers who follow housekeeping requirements according to their contracts and those who don’t, causing those who do follow procedure to often fall behind in their KPI’s. Trouble shooters have a log that records issues with stock and using the system we can find out who is responsible.
Define the real problem – There are two reasons why defective stock is not taken to the trouble shoot area as I have discovered when asking employees why they don’t do it. The first is because stock is multi-scanned which causes invariances with lot numbers, so certain lot numbers will appear in location that no longer exist on the system and can no longer be scanned. The second is the pickers responsibility over house keeping and believing it is not their problem. The real issue would be that there are pickers who are not following processes, this causes a domino effect which causes problems for pickers who follow on from the initial cause. 

Phase 2 – Decision Making

Identify alternate solutions – A number of solutions have been discussed, we could set up stock bins in designated areas where pickers can drop off faulty stock and trouble shooters gather the stock from them. Pickers could report to trouble shooters that there is an issue with stock with location details etc. Pickers could be retrained with reiteration of contracted practices and processes. Pickers could be asked to sign an agreement to cooperate according to their contracts and individuals who do not follow this will be subject to disciplinary. 
Choose the best solution – We decided that the best solution would be to have the pickers to sign an agreement to follow, this would be complimented by retraining and an ongoing improvement program. 







Phase 3 – Planning & Organizing

Plan a course of action – The first plan of action would be to write up a document with all the details of the process’s pickers need to follow every time there is an issue with stock. Because we can check scanning records, we are able to check who has picked from a specific location. Any faulty stock left in location can be tracked to the time It was last picked via lot number so any pickers picking from that location from the last time it was picked will be held responsible. Also, we will designate an experienced picker who knows and understands all processes in picking. They will understand not only how to scan stock into orders properly, but also understands how the system processes stock when it is scanned. The experienced picker will also have full knowledge of problems that often occur and how to deal with them properly. 
Implement – First implementation would be to go through the agreement with employees to which they will sign and agree. Each picker will in turn be retrained by the nominated experienced picker who will shadow them and talk through what should and should not be done while picking. Any one who is responsible for not following the new process will be taken to a disciplinary and will be reassessed and retrained. Reassessment and retraining could take between two days and a week to complete.
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