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PROBLEM SOLVING AND DECISION MAKING



Executive summary

This study is primarily based on the ability to solve problems and make effective decisions with respect to organisational issues. Problem solving and decision-making are the basis for this study. In this report, an issue in an organisational context or the context of workplace have been identified and discussed. In addition to that, the possible methods and techniques, which can be implemented to deal with the problem, were discussed. The dependence of the decision-making process on the problem-solving qualities of a team within Cadbury and the lack of employee motivation as a problem was discussed in this report as well.
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Introduction
The ability of an organisation to resolve issues and make significant decisions can aid in the growth and progress of the company. This study is primarily based on the ability to solve problems and make effective decisions with respect to organisational issues. The issue that one would discuss in this report is the issue regarding the lack of employee motivation. The lack of confidence in an organisation, or the quality of job and the lack of job satisfaction may be the cause of high employee turnover numbers of an organisation. In this case, one will identify the nature, impact and the scope of the mentioned problem. The aim of this report is to provide the ability to resolve issue such as employee motivation and make significant decisions in this regards. Furthermore, the management and implementation of changes in workplace is explored through this study. The idea of barriers and goals solving problems is to be considered while generating a report that discusses the matters of problem solving and decision-making. 
[bookmark: _Toc522038030]LO1: Discussion of a problem, its nature, scope and impact definition of the complex problem in the workplace and its impact
[bookmark: _Toc522038031]1.1 Recognition, investigation and analysis of the problems with objective setting
This report is based on problem solving and decision making and a problem has been identified in this regards, to be discussed. The lack of employee motivation is a problem. Identifying the reason behind the lack of employee motivation and aid in the development of plans for resolving the issue. Furthermore, the decisions to be taken in this regard are to be made keeping in mind the nature and the impact of the problem. Thus, to focus on resolving such an issue, the need or requirement of the employees is to be identified. Aligning the issues with popular theories and implementing the likely solutions derived from the theories or models can also be done. For example, Maslow’s Hierarchy of Needs is a model that can be explored for approaching the issue regarding employee motivation.
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Figure 1: Maslow’s Hierarchy of Needs
(Source:A theory of human motivation)
(Stoyanov, 2017)
The Maslow’s Hierarchy of Needs Theory depicts the needs of an individual. In order to resolve issues, especially related to the lack of motivation, this theory is effective in understanding the demands or requirements of an individual. The pyramid depicted in Figure 1, represents the needs of an individual in the increasing order. The need represented at the bottom of the pyramid is the most fundamental needs of all. After physical need comes the need for security comes next. Then comes the requirement for social acceptance, wherein the individual craves the being included and treated as a part of a society. After that, is the need for power and recognition and lastly, the need for development and creativity is what an individual needs in order to remain at peace with their existence (Stoyanov, 2017). Maslow’s Hierarchy of Needs have been found effective in exploring the factors behind human or employee motivation at work. Thus, it can be pointed out that Maslow’s Hierarchy of Needs plays a vital role in the problem solving aspect of the issue discussed in this case. The reason for the lack of motivation among employees can be identified and studied from this theory. 
The nature of the problem is dependent on the reasons behind the formation of the problem. For instance, there can be a number of issues behind this particular issue, like the absence of a positive spirit within the team or domestic problems that the employees of Cadbury may face. Therefore, while approaching the issue with the aim of solving the problem, the objective needs to be set at resolving the reasons for which the problem is created.

[bookmark: _Toc522038032]LO2: Gathering and interpretation of information to solve the problem
[bookmark: _Toc522038033]2.1 Data and information
The solving of the problem requires a deep investigation for the root causes of the problem. The problem is solved when the reason of the problem is known. In order to solve the problem the gathering of information and data is required. In organization, the data and information is need to gather and then interpretation of the available data and information is done (Snow, 2016). The role of data and its efficient interpretation have been found to be invaluable in business organisations. In further procedure of the solving of the problem and come to a decision, the difference between data and information is need to be clarified in the organization. 
Data
The raw and unorganized fact which requires to be processed is termed as the data. In organization, the data is simple and random which is not helpful until it is processed. The data may be about the production or inventory of the company (Betsch, 2014). There are various types of data available for a company in terms of the various requirements of the organisation. For example, the data may be that the stock of one item is shortage in the inventory will be piece of data. The different data is term as useless until it is not converted in the information.
Information  
The information is well organised, processed, structured and presented in the given context. The information is retrieved from the data which is used for the some useful context. In organization, the data of the different department is collected and proceed to acquire information which is used for making some useful decision. For example, the data of the inventory is presented in the structured manner about the cost, stocks and shortages of the products are termed as information.
In organisation the different data is need to require to collected from the different department and then proceed the all the data to get the useful information (Batini and Scannapieco, 2016). The information will help in finding the problems and the root cause of the issues occurring in the organisation. 
Gathering of the information 
The gathering of the information mainly consider the two types of sources which help the organization to make correct decision. The two sources are:
Existing sources
The existing source is the type of the sources which are available in the organisation in the form of charts, printed document, audio, video and other materials. These sources will be older and help in the future improvement of the organisation business activity to gain more productivity. 
Natural sources
The natural sources are those sources which are first-hand information which is collected from the current scenarios of the organisation which is then used for making the effective decision regarding the problems. The issues which are not available in the existing sources are found in the natural sources. These sources are helpful in solving the current issues occurring in the organisation (Cooper, 2015). The data gathered from natural sources are effective in addressing the current issues faced by the organisation at the given point of time. 
The gathering of the information need to be focus on the relevant issues occurring in the organisation which is causing the loss or decline in the productivity of the organisation. The issues which are related to the current scenarios need to be solved in the first step otherwise it will cause major impact in the operation of the business. The gathering of the information consists of different method which is discussed below:
The methods for gathering information:
· Conducting an evaluation of the employees and their productivity
· Gathering information from existing sources through research
[bookmark: _Toc522038034]2.2 Interpretation of charts and diagrams
The data collected is visually represented in the form of charts and graphs. Graphs and charts can be assessed and interpreted by businesses to convey information regarding the data collected for their activities (Liu, Fan and Zhang, 2016). It is to be noted that the role of graphs and charts in the assessment of data in order to conduct business has been found to be vital. Furthermore, there are different types of charts to choose from; for example, bar charts represent the data in the forms of bar, pie charts represent data in the form of slices while line charts depict the data provided in the form of lines. Charts and graphs are fundamentally tools for the analysis of data and convert them into information. 
In the context of problem-solving and decision-making, charts and graphs may prove useful in studying the data-based evidence for the problems faced by an organisation or the employees of Cadbury. For example, in an organisational or workplace context, the collected data may represent the number of employees willing to bring about an organisational change or the number of board members pointing out responsible factors for a change of business strategy (Kerzner and Kerzner, 2017). Thus, the accurate interpretation of diagrams, graph and charts in order to understand the problem, and design an approach for the problem and therefore affecting the decision-making process.
[bookmark: _Toc522038035]LO3: Evaluation of options to make a decision
[bookmark: _Toc522038036]3.1 Evaluation of options
Choosing between the possibly appropriate solutions for resolving a problem is referred to as the decision-making process. However, in order to be able to make the right decision, one must evaluate the likely solution sets formulated by the team of problem-solvers. Gathering the correct data is a crucial factor in the evaluation of options. The lack of motivation among employees which is a common problem found in a number of companies, requires a sufficient set of solutions in order to choose the most appropriate solution for the problem, from them. The solution sets may include conventional sets of solutions like promotions, bonuses, improved allowances, or may involve the implementation of various unconventional methods such as creative thinking techniques for developing solutions (Pettigrew, 2014). Creative thinking techniques such as brainstorming can be considered effective in the evaluation of options in the decision-making process. Thus, evaluation of the options is important before arriving at the final decision for improving employee motivation at Cadbury. After the evaluation of the options it is important to refine the ideas before including them in the final decision-making procedure. 
[bookmark: _Toc522038037]3.2 Importance of adequate and relevant information for effective decision-making
Sufficient and relevant information is a vital factor in the decision-making process. Insufficient information may result in an ineffective decision which may not provide an appropriate and more fruitful solution for the lack of employee motivation (Van Aken and Berends, 2018) in Cadbury. The decisions made with respect to the workplace in Cadbury will have implications on the business activities of Cadbury as well. The impact that employees and decisions related to them can have on an organisation is truly substantial. Furthermore, gathering enough evidence in order to address the issue will provide a better insight into the issue. The reasons and factors behind the lack of motivation among Cadbury employees can be identified through studying the sufficiently relevant data. Therefore, the possible solutions will focus on resolving the cause of the problems. Furthermore, the collection of relevant information will ensure the development of the best strategies to address the issues (Aithal and Kumar, 2016). 
[bookmark: _Toc522038038]3.3 Techniques in decision-making
There are various techniques which may be implemented in the decision-making process. A few of the techniques are discussed below: 
· Brainstorming: A team is organised for addressing particular issues, such as the lack of employee motivation in Cadbury, by developing solutions for the issue. Brainstorming can essentially be defined as the combination of discussions and group-problem solving. 
· Multi-voting: The decision-making process involves the selection of a potentially suitable solution for a problem (Frensch and Funke, 2014). Since, multi-voting employs the utility of the opinions of all members in a team, it can be considered an effective technique in decision-making. This process is done through a round of voting, wherein individuals cast their votes in the favour of the solution which they deem appropriate. This process is repeated until an appropriate solution has been identified by gaining the maximum number of votes.
· Delphi method: This method is another technique in which the facilitator allows the team members to brainstorm their individual ideas and submit those ideas anonymously. The ideas are then collected and circulated among the team members for further improvements and modifications. This process is repeated until the team arrives at a final decision.
· Nominal group technique: The team is segregated into smaller teams to generate ideas. The ideas are then written down, after which the team members discuss the ideas and vote in the favour of the potentially best outcome. 
[bookmark: _Toc522038039]3.4 Use of simple planning techniques
Simple planning techniques can be implemented in the case of approaching the decision-making process. For instance, paying attention to the details of the issue and setting down clear objectives before starting with the process of problem-solving is essential. Furthermore, thinking and reflecting before taking the ultimate leap of action is to be considered. In planning the decision-making process, it is crucial to perform certain simple planning techniques. For example, conducting a stakeholder analysis can aid in this particular case. Employees are stakeholders of a company (Cadbury) and this problem revolves around the lack of motivation among them, which has been impacting their performance, thereby affecting the performance of the company (Cameron and Green, 2015). Prioritising is another technique which may be considered a simple planning technique. The prioritising of the factors which significantly and mostly leads to the lack of motivation is to be emphasised on and explored thoroughly. 
[bookmark: _Toc522038040]3.5 Effective case presentation
Presenting the particular problem for proceeding with the problem-solving procedure, which in this case is the lack of employee motivation in Cadbury is a crucial part of the decision-making process. The relevant data has to be collected to support the claim regarding the issue. The data collected has to be relevant as well as adequate in order to draw inferences to create potential solutions for resolving the problems (Buchwald et al. 2017). Effectively presenting a case ensures the proper usage of the available data, as well as efficient decision-making on the part of the team members. Therefore, presenting the case effectively is vital for the overall procedure regarding decision-making.
[bookmark: _Toc522038041]3.6 Alternative techniques for problem-solving: Creative thinking techniques and brainstorming
Apart from the conventional methods of problem solving or decision-making, there are techniques being applied to solve certain problems. For example, creative thinking and brainstorming are being applied to solve problems at the workplace. Instances of creative thinking techniques involve Lateral Thinking which may be implemented in order to identify and solve problems through a creative and indirect approach, with the integration of reason into the problem where it is not apparent or obvious. The Six Thinking Hats is another creative thinking technique, which is essentially a method of brainstorming technique. This theory propounded by Edward de Bono, identifies six colours white, blue, red, black, green and yellow with a type of strategic thinking for each colour. De Bono proposed that the method could be implied to the discussion of a particular issue and resolves the issue. For instance, a meeting could be arranged to assess, evaluate and develop a solution for the problem. The Six Thinking Hats method could be applied to explore the problem, then in the development of a solution for the problem, and then finally be used in the selection of the most appropriate solution for the problem through the critical analysis of the set of solutions formulated. 
[image: https://lh5.googleusercontent.com/mGxFtj0datA1uDSnIwNDc-FtsbcP0E6Kl3kK53ZKCkTJNf1O6zHBUSVpbHSrGx1fp6hjwMIjJNntg5p55Sgykmvs8woGtR3ym0Vi4_VKsVJ3Q7RTAJwp_GspQ240Ae63p5hpmLpO]
Figure 2: The Six Thinking Hats
(Source: De Bono, 2017)
While Lateral Thinking can be implemented for individual as well as group problems, the Six Thinking Hats and brainstorming are creative thinking techniques for group creativity. In Brainstorming for a particular issue, efforts are made in order to find a solution through the generation of a list of spontaneously developed ideas by the members of the group.

[bookmark: _Toc522038042]LO4: Planning, monitoring and review of the implementation and communication of decisions
[bookmark: _Toc522038043]4.1 Monitoring and review techniques to evaluate outcomes of problem solving activities
The problem-solving activities involve the defining, verifying and prioritising the problem. After that, the potential causes are identified which may be responsible for the problem. In this case, the likely factors were identified as the lack of job security, poor communication at the workplace and an overall poor workplace dynamics (Lazaroiu, 2015). Job security is one of major factors of demotivation among employees, as it has been found to be directly related to the well-being of the employees at Cadbury. Thus, the resolving of these issues was found to require an additional focus on the alternative methods for problem-solving. Once the solutions are developed and finally implemented into the workplace environment of Cadbury, the next step is to monitor and review the outcomes. For instance, the indicators which were set to assess the change implementation and its impact on the workplace are to be analysed whether or not the indicators reach the expected levels. Furthermore, the review and monitoring techniques are to evaluate and cross-check the likely outcomes of the problem-solving activities.
[bookmark: _Toc522038044]4.2 Reasons for organisational change to become efficient
Organisation changes such as changes in technology, change in leadership or the changes in the business strategies of Cadbury are required to possess efficiency. These changes within the organisation are responsible for impacting the workplace and the motivation in employees may be directly or indirectly related to these factors (Porter, Riesenmy and Fields, 2016). Employee motivation has been found to be directly influential in the positive development of an organisation. It has been found that organisational change has a positive impact on employee motivation. Therefore, the working philosophies to be practiced within the organisation can be developed through positive motivation in order to improve the service, quality and productivity of the employees within the organisation. 
[bookmark: _Toc522038045]4.3 Environmental analysis technique (PESTLE)
The PESTLE analysis or the external environmental analysis of Cadbury can be demonstrated as mentioned below:
· Political: The increase in obesity and diabetes in the UK have given way to the sugar tax. Furthermore, the government have been pressuring confectioneries to reduce the quantity of sugar in their products, which have been impacting their business.
· Economic: As a result of the weak pound in the year 2010 and lower interest rates, Kraft Foods was able to buy off Cadbury. In addition to that, the cost-conscious focus has led to the change in recipes of Cadbury.
· Social: In order to address the increasing demands of the consumers to cut down the quantity of sugar in their products. Moreover, Cadbury have been forced to reduce the size of their products. 
· Technological: The use of social media has helped develop better customer relationships. Furthermore, the R&D department of Cadbury can aid in addressing the rising costs of raw materials.
· Legal: The hostile overtaking of the organisation by Krafts as well as the likely regulatory framework regarding this organisational change is a legal factor of Cadbury.
· Environmental: The carbon footprint created by the supply chain of their raw materials has become a concern for the environment (García-Peñalvo and Conde, 2014).  Environmental concerns have been becoming a major concern regarding the establishment and operations of an organisation. Furthermore, the amount of packaging used by Cadbury is another concern for the environment.
[bookmark: _Toc522038046]4.4 Organisational analysis (SWOT)
The organisational analysis or the identification of the Strength, Weakness, Opportunity and Threats of Cadbury are mentioned briefly:
· Strength: The products of Cadbury are the major strengths of the brand. Furthermore, the brand loyalty and brand name are factors which add to the popularity of Cadbury. Promotions and positioning strategies of Cadbury are one of its strengths as well.
· Weakness: Quality control is a factor which is considered a weakness of Cadbury. There have been many instances where faulty packaging and infected products have been reported in Cadbury products. 
· Opportunity: The introduction of newer products makesCadbury a popular brand among the customer base.
· Threat: The increase in the cost of transportation and raw materials poses a threat in the pricing strategies of the organisation (Sloane, 2017). One of the major factors that impact an organisation is the cost effectiveness that ensures the company’s profit or loss margins. The health conscious population often choose to cut down on their sugar consumption posing as a threat for the sale of Cadbury. Furthermore, the rising demand of the consumers and meeting these demands is a threat as well.
[bookmark: _Toc522038047]4.5 Consideration of benefits and implications of change, principles of change management
The change within an organisation is responsible for bringing about benefits and certain implications as well. For instance, an organisational change like the change in leadership can bring about benefits such as progress or improved business strategies (Bingham, O’leary and Carlson, 2014). However, there are implications of organisational changes as well. For example, the change in leadership or ownership of a brand as in the case of Cadbury, may highlight the dissatisfaction among the employees.
[bookmark: _Toc522038048]4.6 Methods for planning for change and Use of tools for planning change (Action Plan)
The action plan for the implementation of the decisions in an organisation for solving a problem can be planned taking various factors into account. Firstly, the use of a graphic organiser tool may aid in the entire process; from listing components of problem solving and assessment of the creativity and its proper application in change management can be enlisted. 
The action plan involves the stakeholders, who are liable for having a buy-in the process of decision implementation. Secondly, the incorporation of a communication strategy must be considered. Monitoring the progress of the implementation of the decision is another segment of the action plan to be implemented by the organisation. The change or the decision to be implemented in the organisation can be assessed based on the indicating factors initially set down for analysing the progress of the plan (Goetsch and Davis, 2014). The action plan devised to address the issues is subject to the human factors (stakeholders) as well as the financial factors involved with the organisation. It is also to be noted whether the plan achieves the initially set objectives for resolving the particular problem, which in this case was the lack of employee motivation in Cadbury. 
[bookmark: _Toc522038049]4.7 Communication of the change for stakeholders
A part of the action plan is to communicate the changes made and are decided to be implemented in the organisational context. The employees, being stakeholders at an organisation are liable to be informed of the decisions regarding the changes being made and of their new roles (Jensen and Maslesa, 2015). Effective communication with the stakeholders at all levels is crucial for the sustenance of a business. The changes can be communicated to the stakeholders through a hierarchical method within the organisation. A clear view into the resolution of the issue as well as the decision to be implemented can be informed formally through emails or a conference, meeting or gathering can be held to inform the stakeholders within the organisation of the changes to be implemented. 
[bookmark: _Toc522038050]4.8 Identification of human and financial factors in the consideration of resistance to change
There are often factors which pose as resistance to the implementation of change within an organisation. For example, financial factors have always been a major factor in affecting changes. The disparity in the financial information of the company or the lack of financial back-up may lead to a resistance to the change being implemented (Thirumalai and Senthilkumar, 2017). A resistance to implemented change and prove fatal for an organisation, especially when it comes from financial and human factors combined. Furthermore, appropriate communication among the human factors or the stakeholders is essential. Withholding information or a lack of communication among the stakeholders or the human factors within an organisation may cause a resistance to the change being implemented. 
[bookmark: _Toc522038051]4.9 Clear communication of change and importance of involving people to facilitate effective change
A communication strategy is to be devised while implementing and communicating the change to the stakeholders of the organisation. Humans are essential factors in the implementation of change. In order to facilitate the change and make it effective, the people involved in the process (may also be considered stakeholders, as they are related to the organisation) are to be considered quite significant. In order to monitor and evaluate the outcomes of the changes, techniques involving the assessment of the outcomes of the decisions can be done. Furthermore, comparisons can be made between the expectations and prediction regarding the impact of the implementation of change, and the ultimate progress observed upon the implementation. In case the predictions for the decisions do not match the practical outcomes, an analysis can be done to identify the possible cause of the problem (Cascettaet al. 2015). Analysing the possible outcomes may yield better results in terms of decision-making. Communication strategies like sequential progress of information and change management within the organisation is to be implemented. 

[bookmark: _Toc522038052]Conclusion  
This study deals with the problem solving and decision-making factors within an organisation. In this case, Cadbury was chosen as the organisation and the problem was identified as the lack of motivation among employees of Cadbury. Creative thinking techniques were discussed for problem solving in the organisation. The Six Thinking Hats and Brainstorming were discussed. Furthermore, techniques for decision-making were discussed in this study as well. The importance of charts and graphs in understanding the approach for problem-solving and decision-making was mentioned in this report as well. Furthermore, organisational (SWOT) and environmental analysis (PESTLE) were conducted for Cadbury and discussed here. Lastly, the evaluation of options and their importance in decision-making was mentioned in this report as well.
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