
Applied Leadership and Management Outreach
Module Assignment Submission 

Student Name:	Sarah Jones
Student Number:	2323402
Module No:	BMSK4014
Module Title:	Problem Solving and Decision Making


Statement of Confirmation of Authenticity
By the act of making this submission, the student declares that this is the work of the student named above. The work has not, in whole or in part, been knowingly presented elsewhere for assessment, or where assessment has been built on a previous assessment, this has been identified. Where materials have been used from other sources it has been properly acknowledged. If this statement is untrue, the student acknowledges that an assessment offence has been committed.
Attention is drawn to the plagiarism and unfair practice policies of UWTSD.


Table of Contents
Introduction	3
Define a complex problem in the workplace, including its scope and impact	3
Analyse information on the identified problem, to help inform the decision-making process	4
Brainstorming	4
Mindmapping	6
Fishbone diagram	6
Grid analysis	8
Cost / Benefit Analysis	10
Gant chart	12
Monitoring techniques	14
Communicate the plan to relevant stakeholders	14
Assess appropriate monitoring and review techniques to ensure successful implementation of solution	14
Conclusion	14
References	15
Appendix 1	16






[bookmark: _Toc177766003]Introduction

In the retail business problem solving is essential in today's fast-paced workplace. Without it, businesses would struggle to adapt to changes. It involves identifying and resolving issues that impact the company, analysing the problem, creating solutions, and successfully delivering them . This process of effective problem solving is essential for improving productivity in a team and helps businesses grow. Also successfully achieving customers' expectations with stock availability and customer service, gives a company growth. This report will analyse the problems in a Tesco clothing department using a variety of problem-solving techniques including brainstorming, mind mapping and fishbone diagram, and then creating a grid analysis and look at the scores to see if proposed solutions will work, effectively and finally choose the best options to resolve the problems.

[bookmark: _Toc456901517][bookmark: _Toc177766004]Define a complex problem in the workplace, including its scope and impact

Complex problem in the workplace

The problem to be looked at is the Tesco clothing section as the staffing and organisation of the clothing section is not running efficiently, there is a shortage of staff which is resulting in work overload and tasks are not getting completed on a weekly basis. In addition, some staff are not pulling their weight or completing tasks effectively and there is no weekly plan or organisation by the manager to make sure everyone is working hard to complete weekly schedules and targets. 
Define the scope 
This situation affects the Manager as the manager will have to deal with upset customers due to lack of good service and clothing availability on the shop floor. Facing potential loss of sales and reputation for the store can cause a lot of stress for the manager, therefore, it is crucial for the manager to ensure clear communication of schedules and address any staffing gaps promptly to maintain smooth operations, staff motivation and customer satisfaction.
Staff are affected as they are short staffed, the shopfloor is constantly becoming a mess, and targets are not being reached due to work overload. Also, some staff are not putting in the work which is impacting the team’s ability to work efficiently and to reach weekly targets. This is putting pressure on managers and staff who are working hard because they have extra work. 
The customers are affected because availability of clothing is delayed and deliveries are not getting out onto shop floor, resulting in a lack of clothing sizes available on shopfloor, which causes customers to become stressed and disappointed. This has been the situation for a long period of time. 

[bookmark: _Toc177766005]Analyse information on the identified problem, to help inform the decision-making process

[bookmark: _Toc177766006]Brainstorming

Brainstorming is a problem-solving method in which a group of individuals gets together to develop ideas creatively and willingly. The purpose is to freely share ideas and solutions without passing judgement, to increase the number of ideas and to aim to enhance innovation and creativity. According to the ONOS editorial team (2023) the process of evaluating the ideas gathered should include identifying and debating the best ideas in an impartial and professional way. Creativity and thoughts eventually provide methods for reasoning and strategic evaluation, which assess ideas based on their ability to succeed a usefulness for projecting the future. It is important not to restrict the involvement of any team member during a brainstorming session, and it is better not to break down the results alone or with just one person.



List of ideas to solve the problem
The following list was generated during a brainstorming session and each idea was labelled Y for yes it's a good idea, N for no its a bad idea and W for weird but worth exploring. 
     Create a daily or weekly schedule outlining tasks and deadlines Y
Make specific goals and break them into manageable steps Y
Employ new staff Y
Work overtime and nightshifts to catch with schedule Y
Sack the lazy ones N
Team building exercises W
Training for all staff N
Design a chart for people to see what tasks and improvements are needed W
Improve management - oversee staff and make sure they are completing tasks as expected Y
Create a check list for daily tasks Y
Bring new stock checking equipment to assess availability and out of stock items annually Y
Expand the warehouse to make deliveries and stock distribution easier N
Allocate team leader so that there is always someone in charge Y
The best ideas going forward would be providing a team leader to help with any support the team needs, setting weekly tasks and targets, making specific goals and breaking them down into smaller tasks.  Improving management by being clearer and setting weekly schedules and a list of tasks the staff would need to complete on their shift as expected, this way the team will all be working as expected and tasks can be completed on time. Mangement employing new staff so the team doesn't feel work overload and can work more efficiently. Offering night shift overtime to catch up with tasks that need to be completed on time. Furthermore, bringing new stock checking equipment to assess availability and out of stock items annually. 
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Using a visual method called Mindmapping is an organised set of different thoughts and ideas shown as a visual diagram and is placed in the centre of the map. In this mind map the company has planned ideas to help resolve the problem in the workplace. Mind mapping can help enhance productivity and simplify challenging information so it's easier to understand. According to research by Ralston and Cook (2007), using mind mapping software as part of an activity helped students organise their ideas and display material in an eye-catching and clear manner. Additionally, it made student communication easier. 
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[bookmark: _Toc177766008]Fishbone diagram
Ishikawa’s method for identifying the root causes of a problem is known as the Fishbone Diagram. It is a visual tool for carefully determining the underlying reasons of an issue, and is often referred to as the Ishikawa or cause-and-effect diagram. In order to begin the method, the problem must first be defined and written at the top of the "fish." Next, the primary categories of possible causes are determined and shown as a result of the main "spine." These categories frequently cover subjects like Environment, Measurements, People, Materials, and Equipment.  Reasons are identified for every category. Teams may identify contributing elements and ultimately identify the main cause of the problem by using this organised technique to go further into each area. 
Using the fishbone diagram shows that the main issue is the "Lack of Scheduling and Management" in in the Tesco clothing section, which is addressed in the fishbone graphic. Staffing Issues, Equipment and Resources, Lack of Workplace Organisation, Employee Performance are the four primary areas into which the graphic is divided. The problem of staffing issues can be credited mostly by to two factors, a lack of employees and an excessive workload on staff. The low level of essential equipment and tools is highlighted in the area of Equipment and Resources. A disorganised warehouse and the lack of weekly duties with a clear structure are identified as major reasons in the Workplace Organisation category., the issue of Employee Morale and Performance highlights the effects of some lethargic employees, whose lack of drive and enthusiasm makes scheduling and management issues even more difficult. The fishbone diagram offers an easy-to-understand visual way to show the areas that require change to increase overall efficiency and effectiveness in our workplace.
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This method has helped identify that the root problem is the lack of organization in the clothing department. To resolve the problem based on thinking of strategies to overcome this would be firstly to set goals and scheduling as a manager, employing more hard-working staff, making sure everything is well organized and setting daily and weekly tasks that would need to be completed by the staff that are on the shift.  Organizing the warehouse weekly so it's tidy and everything is in place, providing more overtime for staff and giving more training to the lethargic workers. Making sure delivery is being completed and scanned through correctly and the availability is on the shop floor. Also providing the right amount of equipment so this can be accomplished. Encouraging open communication, overall, by setting clear goals and targets and offering support when needed by showing appreciation and creating a supportive atmosphere, the team will be more productive and will be a more positive work environment. 
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According to Admin-modernmeetingstandard (2024) by assessing different options according to various criteria, a grid analysis, also known as a decision matrix, helps in selecting and achieving the most effective solution.  The way it works is by determining your options then the factors such as cost and quality that are significant for the decision. Then assigning a weight to each criterion according to the importance of it.  Then looking at the scores to evaluate each choice considering each standard and then multiplying scores by weights and adding them all together; the optimal option is the one with the highest score. Overall, a grid analysis, is weighted scoring, and totalisation. Grid analysis makes it simpler to choose the most effective course of action by showing the positive and negative aspects of each choice, which benefits in selecting the best solution. 






	Factors:
	Cost
	effectiveness

	Having enough staff on shift
	Clear procedures
	Good customer service 
	Total :

	Weights:
	1
	2
	4
	3
	5
	

	Outlining Daily tasks and checklist

	3         3
	3                 6
	0                         0
	3              9
	2        10
	11   28

	Setting goals and a structured plan of tasks and expectations

	3        3
	3                 6
	0                          0
	3              9
	2        10
	11   28

	Staff working overtime
	1        1
	2                 4
	3                         12
	0               0
	3         15
	9      32

	Team and management support meeting once a week
	3        3
	2                4
	0                          0
	3               9
	1         5
	9      21

	Employ more staff

	1        1
	3                 6
	3                          12
	0                0
	3       15
	10   34

	Extra equipment
     
	2        2
	2                4
	0                           0
	0                0
	0         0
	4        6




The best solution is to Employ more staff, the total weighted score 34). It receives the highest total score, indicating that it best fits the analysed criteria, particularly because of enough workers on shift, clear procedures, and excellent customer service, all of which are significantly weighted. Based on the total weighted scores, the best approach is to employ more staff (Total: 34) Suggesting that it best fits the analysed criteria, particularly due to the availability of enough workers on shift, clear procedures, and excellent customer service, all of which are significantly weighted.


[bookmark: _Toc177766010]Cost / Benefit Analysis 

According to Sedgman (2023)  the process of comparing the projected or estimated costs and benefits or opportunities associated with a project decision to determine whether it makes sense from a business perspective, Cost-benefit analysis involves totalling up all costs of a project or decision and subtracting that amount from the total projected benefits of the project or decision. Sometimes, this value is represented as a ratio. If the projected benefits outweigh the costs, you could argue that the decision is a good one to make. If, on the other hand, the costs outweigh the benefits, then a company may want to rethink the decision or project.

Table 1 list all costs                                     Year                                       
	
	1
	2
	3
    
     
	4
	5
	
Total  cost:

	Employing two extra staff (part time) costs:

	£10,372 

	    
     £10,372

	

£10,372

	

£10,372

	

£10,372

	

£51,860

	Management and team support meeting  once a week:
	
6 people plus manager @ 45 minutes
£80 a week
Is £4,160 a year
	

  £4,160

	
    
  £4,160

	

  4,160

	

 £4,160

	

£20,800

	Purchase New equipment & uniform:

	

£1,700
	

    _
	

     _
	

£1,700

	
    
       _
	

£3,400


	Training Costs:

	£500 Per employee

	
     _
	
      _
	
     _
	
       _
	
£1,000



	
Total costs:
	
£18,892

	
 £16,692
	
 £16,692
	
18,392

	
 16,692

	
£91,120




Table 2 List all the benefits     
                                                                               Year
	Benefits
	1
	2
	3
	4
	5
	Total

	Increased sales

	
£12,000
 
	
£12,800
	
£14,000
	
£14,400
	
£14,900
	
£67,700

	Staff saving by decreased expenses of overtime after employing additional staff
	

£7,000
	

£7,000
	

£7,000
	

£7,000
	

£7,000
	

£35,000

	Total
	£19,000
	£19,800
	£21,000
	£21,400
	£21,900
	£102,700



The Cost benefit analysis shows there is a slight benefit from the proposed changes in table one. It is shown that recruiting more employees will be beneficial for the company. The estimated advantages which extend over a five-year period, include increased sales and cost savings from decreased overtime spending, total saving of £11,580. The benefits of this financial outcome concluded that hiring more employees will be beneficial after creating the cost-benefit study, so this would be the best option. 


[bookmark: _Toc177766011]Gant chart 
planning recruitment and assessing current staff requirements
Gantt Chart is a tool used to visually represent a project's timetable. It improves task planning, organisation, and monitoring by displaying the start and end times of each task. The whole project team, and everyone else with an interest may view the actual scope of the project, as well as its tasks, dependencies, division of resources, and other details, when you create the Gantt chart for that specific project.

	Task 
	Possible start
	Length 
	Type 
	Dependent on 

	Assessing current staff requirement 
	1 week
	4 days
	Sequential

	1

	Job description & posting 
	1-2 weeks
	4 weeks
	Sequential
	2

	Employe onboarding 
	2-4 weeks
	4 weeks
	Sequential

	3

	Recruitment process
	2-3 weeks
	3 weeks
	Sequential
	3

	Managing/updating company polices 
	2-3 weeks
	
	parallel

	2

	Maintaining employees' records 
	2-3 weeks
	
	parallel

	2

	Training employees and development 
	1 week
	1 week
	parallel

	1







Gant chart 
	
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6

	Assessing current staff requirement 
	
	
	
	
	
	

	Job description & posting 
	
	
	
	
	
	

	Recruitment process
	
	
	
	
	
	

	Employe onboarding
	
	
	
	
	
	

	Training employees and development

	
	
	
	
	
	

	Managing/updating company polices 
	
	
	
	
	
	

	Maintaining employees' records 
	
	
	
	
	
	



Tesco's clothing division will implement an organised approach to improve staffing and employee requirements over the course of the following next six weeks, and under the guidance of the manager will be assisting and working together with the team and department. The Manager will use this assessment as guidance when creating and posting job descriptions in Week 2. In week 3 The recruitment process will be started by the recruitment team and carried out by Week 3 to select and shortlist candidates. The department manager will take charge of employee onboarding in Week 4, the recruitment process will currently be started by the recruitment team and run through Week 3. Induction of new employees will be managed by the department manager in Week 4, making sure newly recruited staff members can operate smoothly, and the employee development programs that run through Week 5. The manager will also supervise the legal team during this period as they provide updates to the company and regulations. As well as the HR Assistant in keeping track of personnel. The manager will review the work during week six to make sure everything is finished, resolve any problems, and make any required changes. Effective task completion, efficient training and onboarding, updated policies, and accurate employee records—all of which guarantee a well-staffed and compliant clothing department—will be indicators of success.



[bookmark: _Toc177766012]Monitoring techniques 
[bookmark: _Toc177766013]Communicate the plan to relevant stakeholders

The project action plan will be communicated with the manager and key people at work, so they will understand the timeline and the tasks involved. Keeping everyone informed and aligned on the projects progress and goals in place, will be done by arranging weekly team progress meetings with employees and senior management keeping them informed with any updates or changes. 
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By closely monitoring the tasks on the Gantt chart and ensuring implementation stays on track a daily checklist will be created so everything can work smoothly as planned by making sure that individuals are carrying out their daily tasks. Setting weekly progress meetings with the team and management also discussing tasks planned for the following week upcoming, identify any barriers and creating strategies to overcome them. Make any adjustments that are needed on Gantt chart to keep up to date of the progress. 


[bookmark: _Toc177766015]Conclusion
From using mindmapping, Grid analysis, Gant chart and cost benefit analysis has been effective based on the evaluation criteria. By using these tools, I have identified the root causes in the workplace, to resolve this problem by identifying a solution would be to have an action plan in place, such as a checklist daily for employes who are on shift so everyone will be working efficiently, training and employing two new staff. Having a team and management meeting once a week to see if there's any problems and improvements we can make. Overall, these finding results have been effective to overcome the problem. 
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