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PROBLEM SOLVING AND DECISION MAKING


Executive summary 
This report has focused on effective management activities which involved the act of identifying the cause of issues, defining the issue along with providing particular solution over it. In order to run a significant organisation and manage it successfully, it is important to enhance problem solving activities rapidly. In addition, SWOT and PESTEL analysis along with development of decision making technique for identifying particular solution has also been done in this report. On the other hand, it has been identified that the employees of John Lewis has faced several issues due to their poor management procedure. John Lewis has suspended their staff bonus policy for the first time due to poor financial condition of the organisation. 
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[bookmark: _Toc17906632]1. Introduction
In this present era, problem solving is one of the most effective management activities which involved the act of identifying the cause of issues, defining the issue along with providing particular solution over it. In order to run a significant organisation and manage it successfully, it is important to enhance problem solving activities rapidly. Moreover, this process is also beneficial for both the organisation and individual life for reducing maximum issues. It has been identified that the employees of John Lewis PLC has faced several issues in their workplace and thus the overall income has decreased in a negative manner. In this respect, the problems and its impact on business field has been evaluated in this report. In addition, SWOT and PESTEL analysis along with development of decision making technique for identifying particular solution has also been done in this report. Besides, communication and solution plan has been taken under consideration.    
[bookmark: _Toc17906633]2. Organizational overview
John Lewis PLC is one of the most famous and popular UK based supermarkets established in 1929 (Johnlewis.com, 2019). The name of founder of the organisation is John Spedan Lewis. The concerned organisation delivers both banking as well as financial services along with retail activities to their customers. As commented by Serpa (2016), various high quality products including clothing, household accessories, furniture, giftware, photography, banking and financial services and computing and electronic gadgets offer to their customers. In addition, John Lewis deliver high quality own brand products at reasonable prices thus, most of the customers are interested at their stores. As a result of this, their overall sales rate and profit margin is increased gradually. 
John Lewis PLC is basically third largest private organisation in UK and target middle to upper class people (Johnlewis.com, 2019). Apart from that, more than 83000 numbers of employees are involved with the organisation. In spite of having a huge involvement of employees, the net income of this organisation is downward that may hamper their overall business value. It has been seen that the revenue of the organisation is approximately £10.4 billion by the year 2018 which is increasing (Johnlewis.com, 2019).        
[bookmark: _Toc17906634]3. Define problem
[bookmark: _Toc17906635]3.1 Identification problem faced by John Lewis
It has been reported by Wood and Bulter (2019), the employees of John Lewis has faced several issues due to their poor management procedure. John Lewis has suspended their staff bonus policy for the first time due to poor financial condition of the organisation (Johnlewis.com, 2019). As a result of cut off staff bonus facilities, most of the employees are frustrated and did not continue their role as an employee within the organisation. As commented by Fahmi et al. (2018), in order to maintain a proper profit rate and increase the business value globally, it is important to satisfy the employees as they are motivated to perform better in their job role. In this respect, most of the employees were under pressure as they were belonging in low financial background.
As mentioned by Martin et al. (2016), in spite of being deliver high quality brand items to their customers, their overall profit rate has downward since last three years. As a result of this, their financial and operational conditions have been decreased gradually. In this respect, the organisation John Lewis could not provide staff bonus facilities to their employees [Refer to appendix 1]. It has been identified that the rate of employee turnover has been enlarged by 2% by the year 2019 within the organisation (Johnlewis.com, 2019). In addition, the profit rate has been previously deceased in this present year due to poor customer demand. During the period of Christmas in the year 2017 there has been an up gradation of promotions to rival retail companies by 30% identified by the authority of John Lewis organisation (Johnlewis.com, 2019). Furthermore, Hesse et al. (2015) has stated that the upper hierarchy of John Lewis was gradually reduced the payout slip of employees since 1950. As a result of this, a huge number of employees did not get involved with the organisation. Moreover, their satisfaction level has been reduced accordingly. Due to less involvement of employees and poor financial conditions, the overall business value became decreased rapidly (Johnlewis.com, 2019).                
[bookmark: _Toc17906636]3.2 Theories related to employment satisfaction
In order to satisfy the organisational employees and provide them with various opportunities, the organisation John Lewis needs to follow some theories related to employee satisfaction. Following theories are strongly effective for managing employee satisfaction.      
Maslow’s Needs Hierarchy Theory
Maslow's hierarchy theory is one of the significant theories which provide important job satisfaction towards employees. Fernandez and Moldogaziev (2015) have commented that this theory involves in five different stages including safety, love, physiological needs, self actualization and esteem. In addition, this theory helps in order to explain an individual's motivation. It has been observed that this theory is highly beneficial for the John Lewis organisation for motivating their employees and satisfy them by providing bonus process. Thus, the organisation John Lewis needs to follow this theory and satisfy their customers’ expectations (Johnlewis.com, 2019). Thus, the employees are capable to give better performance in their workplace.  
Herzberg’s Motivator-Hygiene Theory
Along with Maslow's hierarchy theory, another effective and significant employee motivational theory is Herzberg Hygiene theory. According to this theory, hygiene as well as motivation factors are involved in this theory. As opened by Shuck et al. (2017), in hygiene factors various qualities including quality of supervision, physical working, job security which gives more job satisfaction to the employees. In this respect, the organisation John Lewis needs to focus this theory for providing employee satisfaction properly (Johnlewis.com, 2019). Thus, the employees could provide their better job performance in their workplace. On the other hand, Ritter et al. (2016) stated that motivation factors such as promotion, opportunities for personal growth can be highly advantageous for giving employee satisfaction in their workplace. Thus, the concerned organisation needs to maintain this theory and provide huge opportunities mainly give bonus offer to their employees (Johnlewis.com, 2019).      
Job Characteristics Model
According to this model, job satisfaction may occur when the organisational environment is highly attractive and encourage intrinsically motivated to perform better. As commented by Izvercian et al. (2016), organisational environment is one of the effective factors for performing more in the workplace. In order to satisfy their employees and encourage performing better in their workplace, the organisation John Lewis needs to follow this theory for delivering huge opportunities to their employees (Johnlewis.com, 2019). Moreover, this model helps to increase job satisfaction and provides huge opportunities to the employees. 

Figure 1: Theories related to employment satisfaction
(Source: Izvercian et al. 2016)
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It has been identified from the above discussion; the organisation John Lewis has faced several problems due to their poor financial conditions. Thus, the organisation has suspended their bonus policies to their employees (Johnlewis.com, 2019). As a result of this, most of the employees are become frustrated and did not get involved with this organisation. In this respect, some of their employees are belonging poor financial background. Thus, they faced more problems due to declaration of bonus payment to the employees. It has been identified that it became a wide issue as it may negatively impact on their overall business. As mentioned by Dineen and Allen (2016), employees are playing a leading role and give their better performance to increase the organisational business. In addition, the organisation John Lewis is not able to provide huge opportunities to their employees (Johnlewis.com, 2019). As a result of this, employees become de-motivated and did not work properly in their workplace. Thus, the overall business flow of the organisation has downward and sales rate has been reduced. 
The employees of John Lewis are very much affected with this issue. In addition, due to poor financial condition and less profit margin, the organisation could not deliver high opportunities to their employees (Johnlewis.com, 2019). Thus, the organisation has suspended the bonus policies. Thus, the employees of John Lewis have been de-motivated. As a result of this, it may hamper the overall business value and sales rate accordingly. As stated by Jaber et al. (2015), in order to motivate the employees and manage organisational environment, it is important to deliver high quality brand product at a reasonable price for improving the business rate. Moreover, organisational employees are involved to maintain a healthy and strong relationship with their customers and try to understand their demands to deliver products according to their needs (Johnlewis.com, 2019).            
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The employees of John Lewis have faced several problems due to poor organisational condition. Moreover, during the last few years, the organisation is going through a huge loss in their business. Thus, the authority of organisation could not provide high opportunities to their employees. As a result of this, employees become de-motivated in their workplace as they are unable to take proper job satisfaction. It has been seen that it may have a huge negative impact on employees mind and organisational structure. 
Problem impact on financial activities 
Due to lack of involvement of employees, the organisation has faced several problems including managing customers in a suitable manner. Moreover, their overall sales rate has decreased as most of the customers are interested in other retail stores. As a result of this, the overall profit amount of John Lewis has reduced negatively (Johnlewis.com, 2019). Thus, it may negatively impact on financial condition of the organisation.     
Problem impact on operational activities 
Employees are playing a key role within the organisation for maintaining their potential customers. Moreover, employees are able to understand customers’ expectations and provide better quality products according to their needs. Due to poor management policies, the employees of John Lewis become de-motivated in their work (Johnlewis.com, 2019). As a result of increasing this problem, most of the employees did not want to be involved with this organisation. Thus, it may hamper the overall business rate. Moreover, the operational activities may also hamper due to less involvement of employees. In addition, improper management of the outlets of the John Lewis is increased as less number of employees has been hired in recent years. However, it has been noticed that their overall business activities along with sales rate have reduced in a negative manner (Johnlewis.com, 2019).          
Problem impact on social activities      
Due to improper maintenance of the organisational outlets and poor communication system, most of the customers are less interested with their stores and move to another retail stores. As influenced by Saitis and Saiti (2018), in this current century, the enhancement of customer loyalty rate depends on the behaviour of employees towards them. Thus, it may hamper the overall social activities and negatively impact on organisational business growth.      
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	Strengths
· One of the largest supermarkets in UK delivers a wide range of own brand products including clothing, grocery, household accessories and banking as well as financial services (Johnlewis.com, 2019).
· Increase revenue around £10.4 billion by 2018.  
· Presence of high involvement of employees more than 83000. 
· Offer online as well as international marketing.  
	Weaknesses 
· Limited items presence in John Lewis than other supermarkets. 
· Poor global business experience. 
· Employee turnover rate has been enlarged by 2% by the year 2019. 
· High price of groceries and clothing items (Johnlewis.com, 2019). 

	Opportunities 
· Expand market range by implementing various product selections, network (Jaber et al. 2015). 
· Global market expansion on Scotland, Wales and England. 
· Enhancement of digital technology. 
	Threats 
· Presence of same background retailers including M&S, Primark, Topshop, House of Fraser, Tesco along with ASOS expand their market globally (Johnlewis.com, 2019). 
· Increase cash flow problem due to expand their market on England. 
· Failure of new market due to poor cultural environment. 


Table 1: SWOT analysis
Analysis 
John Lewis is one of the largest supermarket organisations delivers high quality brand items along with banking and financial services to their customers. In spite of having high involvement of employees of John Lewis, it has been seen that employee’s turnover rate has been raised by 2% by the year 2019 (Johnlewis.com, 2019). Thus, their overall sales rate and profit amount has been decreased. In order to attract more number of customers in their stores, John Lewis needs to deliver more quality items to their customers. Thus, it can be helpful for developing revenue rate rapidly around £10.4 billion (Johnlewis.com, 2019). Due to high product cost, the organisation failed to increase their business value. 
On the other hand, John Lewis has focused on expanding their market in various countries such as England, Scotland and Wales. In addition, effective development of various technology and launch brand products can be highly beneficial for increasing their overall sales rate rapidly. Due to presence of similar retail organisations including M&S, Primark, House of Fraser, Tesco as well as ASOS, the organisation John Lewis has faced several issues in their business (Johnlewis.com, 2019). Thus, rapid development of products quality and launch various items can be advantageous for enlarging their business globally.   

Figure 2: SWOT analysis
(Source: Jaber et al. 2015)
[bookmark: _Toc17906641]6.2 PESTEL analysis
	Factors
	Observations
	Result

	Political
	· The UK FDI rate has been increased by 17.8% by the year 2019 (Ons.gov.uk, 2019).
· Stable political atmosphere in UK. 
· The corporation tax has been raised by 3% by the year 2020.
	Positive

	Economic
	· The rate of GDP has been increased by 0.5% by the year 2019 (Refer to appendix 2). 
· Inflation rate has grown by 2.0 % by 2019 (Refer to appendix 3). 
· Economic growth rate is enlarged by 2.6% based on 2018 records (Ons.gov.uk, 2019).
	Positive

	Social
	· The rate of Unemployment has been grown by 2 % at the end of 2018 (Ons.gov.uk, 2019).
· The social environment is stable.
	Negative

	Technology
	· Enhancement of digital marketing as well as advertising strategy is helpful for increasing overall business.
· Rate of digital technology has been enlarged by 4.5% by the year 2017 (Ons.gov.uk, 2019). 
	Positive

	Environmental
	· Environment Act 1995 (Legislation.gov.uk, 2019).
· The main target of waste policy to minimise the amount of misuse produce of organisation.
· Carbon emission rate is enlarged by 21.7 % by the end of the year 2018.
	Positive

	Legal
	· Employment Right Act 1996 (Legislation.gov.uk, 2019).
· The Equality Act Section 153, 2010 (Legislation.gov.uk, 2019).
	Positive


Table 2: PESTEL analysis
Analysis
The country is politically stable and the FDI rate has been enlarged by 17.8% which has a huge impact on country’s economy. On the other hand, GDP rate is increased by 0.5% by the year 2019. In addition, economic growth rate is enlarged by 2.6% that has a positive effect on development of the business of retail organisation. Moreover, the country may invest huge amount of money in order to develop digital marketing process. Due to legal factor including Environment Act 1995 helps to increase the employee rate and provide better opportunities to the employees.  
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Figure 3: Analysis the cause of problem solving using Fishbone diagram
(Source: Tarride et al. 2017)
Analysis 
It has been identified that most of the employees of John Lewis become de-motivated in their workplace due to several issues. Thus, it may increase the reduced rate of employee satisfaction. As a result of this, it may negatively affect business growth. As commented by Jaber et al. (2015), due to improve environment, poor management operations, heavy workload and salary issues the employees of John Lewis have faced huge problems in their workplace. Moreover, the overall business growth may downward for these critical issues. The overall problem has been evaluated by Fishbone diagram. 
According to the above diagram, salary problem has been increased due to less bonus policies and control low cost. Low wage rate is acting as a trigger to de-motivate the employees and they are losing their interest to serve the organisation. In addition, the environment is also playing a big role for managing a proper work atmosphere within the organisation. Poor unhealthy work atmosphere and location are acting as a de-motivating factor that may negatively impact on organisation John Lewis (Johnlewis.com, 2019). On the other hand, due to no promotional activity and no incentive policies, the employees become de-motivated and reduce their satisfaction level. Thus, all the factors can be highly effective for de-motivating employees and reduce the overall work environment. Moreover, excessive work pressure may act as a triggering factor for de-motivating the employees. It has been identified that most of the employees involved in John Lewis become de-motivated in their workplace (Johnlewis.com, 2019).        
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In order to provide particular solution over the mentioned issues, following decision making techniques are important. 
· Financial analysis
This decision making tool is critically important for analysing fixed and variable cost, financial activities within the organisation. Moreover, this can be also helpful for determining the overall business sales and profit rate in a suitable manner. 
· Operational research 
Another significant decision making technique is operational research which is helpful for managing various operational activities including scientific, logical as well as mathematical operations. Moreover, it can be highly beneficial for providing a huge solution over the mentioned issues. Thus, the organisation needs to follow this technique in their business (Johnlewis.com, 2019). 
· Marginal analysis
Marginal analysis is significantly important for providing particular solution of material testing, workers performance which may have a huge impact on organisational business. In order to improve their business strategy, John Lewis can follow this process gradually (Johnlewis.com, 2019).       

Figure 4: Decision making technique for evaluating the solution to identify appropriate option
(Source: Jaber et al. 2015)
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	Goals 
	Responsible department 
	Allocate resources 
	Duration 

	Objective 1: Provide various gift vouchers including tours package, health check up
	HR department 
	$ 50 
	2 months 

	Objective 2: Training and development process 
	HR department 
	$ 25 
	1 months 

	Objective 3: Mediclaim policies  
	HR department 
	$ 55 
	3 months 



Table 3: Development of plan for implementing solution
(Source: Jaber et al. 2015)
[bookmark: _Toc17906645]9. Stakeholder communication plan
	stakeholders
	Interest and issues
	Communication method
	frequency

	Board of directors
	John Lewis PLC company's board of directors wants to achieve success in the future. However they are not getting success. That is the reasons they could not reach the desired goal the set for the company. The cause behind the issue is the directors and the employees are not on the same page. The directors want work from the employees that the employees are not providing according to the requirements. Therefore, the company cannot generate enough revenue for the company. 
	The board of directors of the company wants to communicate to the managers via meetings and gatherings.
	Weekly 

	Team leaders
	The team leaders are facing problems as they are unable to communicate with the employees (Butt et al. 2016). They are facing problems in solving problems such as conflict among the team or communication issues. These are hampering the decision making skills of the team leaders. The team leaders are facing problems in achieving the desired goal as a team which is slowing the process of achieving the desired goals of the company.
	The team leaders want to discuss the issues via team meetings or through online chat process.
	Daily

	Hr managers
	Hr managers of the organizations are unable to provide secure and healthy workplace environment to the employees (Turkulainen et al. 2015). That is the reason the employees are not satisfied with the management of the company. On top of that they are unable to provide bonus to the employees which is causing uproar within the employees.
	The hr managers wants to generate surveys and gather feedback from employees 
	Monthly

	Employees
	The employees are unsatisfied with the company as they are not getting bonus that was promised to them. As a result they are not getting the job satisfaction they want. This causes a conflict between the employees and employers. 
	The employees want organize meetings on do the process via telephone or with the help of emails 
	Weekly or monthly basis


Table 4: Stakeholder communication plan
[bookmark: _Toc17906646]10. Recommendations
Here are some recommendations which are used to increase employee satisfaction as well as improve decision making skills
Flexibility
JOHN LEWIS PLC should give better control to the employees as well as provide responsibilities which they as fulfill within time. That is why the company should provide flexible work load so that the employee can achieve the job within the scheduled time. Giving telecommuting based on individual needs is the first step of the process.
Give employees freedom
Employees need to give freedom so that they can shape their own role. However, giving employees feedback and by encouraging them the company can develop roles that are needed to do. 
Give reward
The company should encourage the employees and always motivate them. To provide motivation it is required to give employees rewards whether that is monetary or in some other form. JOHN LEWIS PLC could sent the employees for a holiday or arrange awards for best performance. The company can also provide gifts. That way the employees will be satisfied and the company can achieve its final goal.
Communication 
The company should encourage communications within the team as well as in the workplace. That way any transparency will be created between the employees and employers. The company should use communication tools such as Facebook, Twitter or WhatsApp or emails to encourage communication among employees and management (Muszynska et al. 2015). 
Provide healthy work environment
The company should provide healthy working conditions to the employees so that the employees feel encouraged and motivated to do the work. The leaders and managers play an important role in maintaining the environment of the workplace. In case any emergencies arise such as conflict between the employees or corruption issues the leaders can take decisions to solve the problems.
Training and management
The company should also provide training sessions with the employees so that the employees can upgrade their performance and achieve their desired result personal as well as for the company (Crane and Livesey, 2017).  
[bookmark: _Toc17906647]11. Conclusion
The report focused on the issues happened as the company was unable to pay extra bonus that every employee deserves. Therefore, it caused a conflict among the employees and the employers. This issue can be solved by communicating among the employees and the employers and decision should make that will help the company to progress and achieve the desired goal in the future. 
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Threats
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