






Problem Solving and Decision Making
BMSK4004
Student Name: Marva Walters-Cadogan
Student: 1711042
Lecturer Name: Yajesh Kumar



Date of submission: 13/01/2019

[bookmark: _Toc535158954]Executive Summary
Problem solving is common business skills applied to any position and industry. While everyone's task is to solve workplace problems, not all employees are good at that. Understanding the key components involved in solving a problem will help develop this skill and show it to the employer. A strong problem solver is a valuable addition for any team. Companies can use many different methods to solve problems, but no matter how they are used, they usually go through different stages. Understanding each step of the process will help develop problem skills to provide more intelligent and actionable solutions.
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[bookmark: _Toc535158955]Introduction
Problem solving is the issue that started with the human evolution. These methods are used to acknowledge that is occurring in the business area, to define what to change and to understand what steps should be taken to achieve the expected outcome. Problem solving is the basis of all innovations, evolution of social and cultural factors and market economy. Where sustainable development is the basis of communication and learning, the ability to solve problems and decision making is an important part of the daily life of individuals and organisations. Developing these abilities through the help of instruction, exercise and erudition can provide the skills to get problems solved in an effective way and solve the complexity and difficulty of the organisation. 
[bookmark: _Toc535158956]About the company selected
Based in Westminster, London Marks and Spencer Group Plc is the leading retailer in the UK specializing in clothing, household goods and luxury foods. It is enlisted on the Stock Exchange of London and is a part of the Index of FTSE 100. It has been more than one hundred and twenty years of evolution; the company is one of the popular retail businesses in Great Britain (Marks and Spencer, 2018). The company operates more than four hundred and fifty stores in the United Kingdom with the help of more than sixty five thousand employees. It also does business out of the United Kingdom such as in Hong Kong. In recent years, competition in the United Kingdom retail industry is intense. The head office of the company in London has approximately 3,000 employees. These employees are experts in the organisation. 
[bookmark: _Toc535158957]Analysis of External and Internal Environment
[bookmark: _Toc535158958]PESTEL Analysis
The PESTEL analysis provides a framework to examine uncontrolled external factors that may affect the company’s activities. Companies can better evaluate the potential impacts by controlling and minimizing the future winds of the organisation. 
Political Factors
The company is highly affected by the free trade agreement of the European Commission, which encourages imports and reduces purchase costs. Due to relatively high cost structure, it lost its market structure by entering new markets. The geopolitical turmoil has also affected the company’s operations abroad (Martin et al., 2018). In 2015, the growth of the company’s worldwide business stagnated due to overall ambiguity, unreasonable communications and reduced productivity in latest markets and the closure of 12 stores in recent years.
Economic Factors
During the 2008 financial crisis, despite competitive pricing strategies such as Aldi, Asos or Tesco, the company focused on high value goods and enhanced customer contentment. While this approach led to a decrease in temporary sales, it led to a long-standing augmentation in customer assurance because of customer preferences in the United Kingdom and the pursuit of value and quantity (Kwisthout, 2012). In recent years, the approach assisted the business uphold share in most markets and attain solid sales in large markets such as India or Hong Kong.
Social Factors
In research and development, the company pays great attention to the social agenda (Kumar et al., 2017). The company has now a nine-year strategic sustainability program that establishes a vital relationship for the company, its customers, its suppliers and communities. In recent years, almost one thousand community shop assistants plan to work with redistribution partners to distribute food professionals. 
Technological Factors
The company is in an excellent planned situation to take advantage of the changing environment of the media, the diversity of social and cultural networks and the signal of mobility (Greiff, Holt and Funke, 2013). As far as the fashion industry, the delivery speed has improved and the speed of the latest trends and designers. With a combination of internet, computers, cell phone and physical experiences in the store, the shopping experience is now almost perfect.  
Environmental Factors
Leading retailers and international brands that apply stricter environmental regulations in the Europe and intercontinental level and greater customer load on commercial traditions must verify the shelf life of their products from start to finish and from the supplier to the final consumer (Kumar et al., 2017). Plan A is the environmental and ethical program adopted by the company as the backbone of the company’s internal and external business processes, and helps the company ensure the responsible use of resources.
Legal Factors
After the United Kingdom decides to withdraw from the European Union, British companies and other retailers may face legal problems. The decision will require new VAT rules instead of zero-level VAT rates for domestic purchases and tariff and import duties will apply (Greiff, Holt and Funke, 2013). With the buying power of the pound going down in the international market, the business desires to develop a premeditated plan to determine how to minimize the potential effect of Britain Exit.
[bookmark: _Toc535158959]SWOT Analysis
The SWOT analysis evaluates the internal capabilities of an organisation. It aims to examine the strength (s), weakness (s), opportunity (s) and threat (s) faced by an organisation. 
Strength (s)
· The company is famous for its one thousand three hundred and eighty two shops globally. Its franchise agreement provides strong competitive advantages in international expansion compared to other UK based companies that only trade in the market of United Kingdom. 
· The company is a popular trademark that has been on sale from the year 1884 and is at a standstill measured one of the popular names in the United Kingdom. 
· The business benefits from a well-built focus on the products and a strategy more focused on the consumer. 
Weaknesses
· The clothing sales of the company fell in recent years and it has suffered the worst situation in 2016.
· The company is losing its key employees including product developers, food technicians and members of the overall product team.
· In 2015, the company launched its membership club and card program. It then faced technical difficulties and privacy leaks to temporarily close the site. 
Opportunities 
· Recently the strong professional strategy of the food industry increased sales.
· The company’s website has 6 million online customers who have not yet contacted and have not yet joined the fourteen and half million clients who have already partnered with the business.
Threats
· The company is highly affected by the economic crisis and sales decreased significantly in recent years.
· The political and economic factors of several global charter markets run by companies such as Middle East and Ukraine are unbalanced
· Recent terrorist attacks in Europe have affected consumer confidence and retail spending.
[bookmark: _Toc535158960]Identification of the problem
In the years, the British retail business has been characterized by fierce rivalry. Clients can learn more about their approach to purchase. They also identify what kind of buying knowledge they need (Cotton, 2016). This makes it harder for traders to continue to exist. The consequence is that the business must build up a fresh business plan. This has completely changed the entire organization. These changes create a more demanding business environment for employees. Managers must be prepared for each role that employees must assume in these fresh surroundings. The respond is to create a career path for employees.
The transformation of Marks & Spencer has now created a company with flatter structure. By reducing the level of the process, the company has lost many employees in different layers. This states that workers all the way through the company are more responsible. This allows them to create fast decisions when necessary. At the time, these workforces are more responsible than ever. This states that they need to be ready to give details and prove their decisions.
The business also has several charter stores abroad. These workers also have instruction needs. In a simpler organizational arrangement, many workers have larger careers. Marks & Spencer must train employees to meet their business needs. It also requires sequential administration. When persons stop working or shift from one job to another, supervisors must plan their bank to select employees with experience with the right skills and knowledge.
Therefore, the key problem is for the company is to develop its employees with right skills and knowledge.
[bookmark: _Toc535158961]Nature of the problem
Fifty percent of jobs in the United Kingdom require at least secondary education or skills acquired through training. It is a great problem of organisations having people with less skill. Therefore, they need to develop their people through sufficient training. Mark and Spencer is struggling for the development of its resources. It may face the following problems, if it denies the issue:
· Employers often need to spend more time teaching its employees with less skill to teach their basic business functions (Brest and Krieger, 2010). These employees are more unitary. They are less flexible when assigning them to different tasks or functions. 
· Employees with less skill are deprived of the power of the workplace, damaging the company's environment and others may be unemployed. This is one of the biggest disadvantages of them to plague others and reduce the efficiency of the company.
· Another disadvantage of having unskilled candidates is that they are not suitable for this job. Their qualifications are not compatible with the job, so the productivity is decreasing and the productivity of the company ultimately decreases (Adair, 2018).
· Another disadvantage of having an employee with less skill is that they need more time and resources to complete a job, and can do their job more profitably.
· They lack of basic information. 
· One of the most important shortcomings of employees with less skill is that they cost a large amount of money to the company.
Hiring the right candidate is crucial to building a successful organization and shows that he is responsible for dealing with the organization. An employee with less skill can affect the entire work and production system and is costly in many respects for many skilled candidates(Brest and Krieger, 2010).It is better to act before it is too late, because there is too much damage and, what is more important, the reputation of the company in the market. The business should replace employees with less skill and make sure it chooses the right people and use their qualifications in the best way.
[bookmark: _Toc535158962]Change Management Models
Since Mark and Spencer wants to change its processes of business as well as human resource management, it can adopt related models to ease its implementation. Change management models helps to minimize resistance to change, increases morale, productivity and quality of work (Adair, 2018). They improve collaboration and communication. Well-planned change methods can relieve stress and anxiety and encourage people to be loyal to the organisation. Some of the change management models are discussed below in order to apply in the organizational context of Marks & Spencer. 
Kurt Lewin Model
The model was developed by Kurt Lewin, a psychologist (Vaughn, 2010), also known by Force Field Analysis. Lewin's goal is to establish an instrument that can identify the specific situation by controlling all the counter-powers of the support plan to determine if the plan is worth implementing. The power to drive the decision-making process in a particular direction is called a driving force and is defined as the power that impedes the decision-making process, such as unions, indifference and hostility (Tillman and Cassone, 2012).
The force field analysis is based on the resistance principle. Some force it, others limit it. The accumulated force of the opposing forces determines the outcome of the behaviour. By changing the relative strength of these powers, managers can achieve the best behaviour of employees and eliminate performance barriers.
[image: Image result for Force field analysis image\]
Benefits 
· An important advantage of the analysis is that it gives a ocular synopsis of all the a variety of factors that support a meticulous thought and contrast all the data composed on the possible decisions are combined in a table(Vaughn, 2010).
· In addition, the analysis of the force field extends the evaluation further than the data itself to scrutinize the narrative factors that can have an effect on the achievement or collapse of the judgment analysed.
Limitations 
· Forcing the analysis in place requires the full participation of all relevant personnel to provide the correct information necessary for an effective analysis.
· If the managers are not fully involved, there may be facts that the defect does not provide such support and opposition.
· Another disadvantage is that the analysis does not lead to consensus between the groups (Tillman and Cassone, 2012).
· In fact, force field analysis can, in fact, lead to differences between groups those who support decision-making and those who do not support decision-making.
[bookmark: _Toc535158964][bookmark: _GoBack]Burke Litwin’s change model
The change model is designed to modify the act of a panel or group by establishing a connection between presentation and inner and outer factors that have an effect on presentation (Stevanovic, 2015).This representation of change is supported on the evaluation of the institutional and environmental factors that can be adjusted to achieve a successful change.
The Burke-Litwin transformation model begins with a general description of the framework of operational factors that can be influenced to provide a smooth conversion from one alteration stage to a new. The key point here is to establish the link between the twelve dimensions of this transformation framework. The change model presents effectual plans for managing managerial alteration but its efficiency depends on the discovery and use of each of the 12 dimensions it defines (Sprankle and Hubbard, 2012). It is another approach to ensure that administration and employees gives effort jointly to attain fresh plans and objectives for change.
Benefits 
· The model incorporates a lot of key alteration issues
· The model differentiates between the position of factors that manipulate and are manipulated by business environment and those manipulated by business customs (Stevanovic, 2015)
· This identifies the link between the presentation and inner and outer variables that have an effect on presentation.
Limitations 
· The model is a bit multifarious
· A number of business changes may be began by control or by inner variables rather than by the outer surroundings
[image: Image result for Burke Litwin model]
[bookmark: _Toc535158965]7S Model of McKinsey 
The model is built by Tom Peters and Robert Waterman, two specialists at McKinsey in the near the beginning of 1980s, is the backbone of the model and, if successful, the seven internal aspects of the organization must be coordinated (Sprankle and Hubbard, 2012). It is based on the assumption that for an organisation to execute well, the seven essentials need to be united and equally strengthening. It can be used to assist recognize what requires to be redesigned to get better presentation or to uphold arrangement during other types of change. 
Advantages 
The 7-S theory can be used to align several situations that are useful for prospects, for example:
· Improve the performance of the company.
· Make sure the possible impact of prospect changes within the business.
· Coordinate sections and procedures during mergers or acquisitions (Moyer, 2012).
· Determine the best way to put into practice the planned plan
· The model can also be practical to fundamentals of any group or project.
[image: Related image]
Disadvantages 
· It ignoring the importance of the external environment. 
· The model does not clearly explain the concept of activity or organizational performance.
· The model was criticized for the lack of adequate empirical evidence to support its comments (MIT, 2016).
· This model is considered a static model.
· Competition is difficult to evaluate successfully under this model.
· It ignores complex or subtle areas, and real gaps may arise in the conceptualization and implementation of strategies.
[bookmark: _Toc535158966]Possible solution to the change
The employees of the company or organization are trained to improve their activities in the workplace. For this, it is the responsibility of the managers in the workplace to make sure that the workforce has the essential business abilities and knowledge to increase productivity (Moyer, 2012). Before implementing the process, the management should perform a change analysis and gradually go for implementation. The suggested model for the change in the business of Mark and Spencer is Force Field Analysis. Under this model, the following forces are identified causing the change:

The power to respond to change is not only the driving force of change, but also the most efficient use of resources (MIT, 2016). Mark and Spencer must select the most powerful restraints and dedicate time and effort to destroy them or reduce their effect. Monitoring and evaluation should evaluate how the change factors use it to weaken or eliminate the restraining forces. The management of employee should talk to people who depend on their professional interests such as identity, salary, bonuses, recognition, etc. (Martin et al., 2018). Besides, the company should allow employees to show that changing the face-to-face state of resistance is not particularly good for them. They must put them on the team and allow them to play a role in the decision-making process, no matter how knowledgeable or experience they are. It must address power among managers and other employees, and provide a process of personal appreciation to organize meetings and clearly discuss goals and strategies. 
Using the Force Field Analysis, Mark and Spencer should create a process for change as follows:
· Unfreezing: It includes insufficient past actions. To shatter the societal lifestyle that hold up active model of actions a manager desires to begin unfreeze or make discontent with the position by attentive business associates to the requirement for change (Kwisthout, 2012). The leader should do the following:
· Decide what wishes to change
· Make sure there is well-built support from higher supervision
· Generate the want for change
· Manage and appreciate the misgivings and apprehension

· Change: It is where the change is actually happens and the business shifts to a required condition (Kumar et al., 2017). During this phase, innovative policy, actions, structure and actions are developed. The leader must do the following:
· Communicate with employees often
· Dispel rumour, if there is any
· Empower action to employees
· Involve employees in the process
· Refreezing: It engages strengthening and determining behavioural change. Once change has been executed, in order to be flourishing, the recent circumstances must be rebuilt so it can be constant overtime. The leader must do the followings at this stage:
· Fasten the changes in the business customs
· Expand traditions to maintain the changes
· Offer support and guidance (Greiff, Holt and Funke, 2013)
· Commemorate each and every achievement with the workers
All the steps of Unfreeze, change and refreeze can ensure the implementation of a change in any organization. But applying the steps with proper analysis is necessary in order to achieve the desired objectives. Mark and Spencer must select the most powerful restraints and dedicate time and effort to destroy them or reduce their effect.
[bookmark: _Toc535158967]Monitoring aftermath of the solution
An organisation trains and develops employees in order to enhance their performance. After the training program has conducted, it should monitor the performance of its employees. Performance management can help organizations achieve more success and avoid competition (Kumar et al., 2017). It focuses on determining, exposure and supervision of development to get better presentation at the individual and company level.
There are a lot of performance management techniques intended to create operations easy and more efficient such as:
[bookmark: _Toc535158968]Key performance indicators (KPIs)
Key performance indicators offer a method to determine the performance of a company, unit, project or individual in terms of strategic goals and objectives (Greiff, Holt and Funke, 2013). Well-designed key performance indicators should be important navigation tools that provide a clear view of current performance levels.
[bookmark: _Toc535158969]Performance appraisal
In addition to KPIs, performance appraisal is probably the most common performance management tool. When used correctly, performance appraisal helps align each goal with the strategic objectives of the organization (Brest and Krieger, 2010). However, to make use of this technique, workers must consider the evaluation procedure as a usual, truthful, reasonable and practical two-way conversation.
[bookmark: _Toc535158970]360 degree feedback
It offers a wide range of performance evaluations based on the perspectives of people, including people, auditors or managers, direct reports, colleagues, customers, suppliers and more(Cotton, 2016). The results are confidential and, in general, the manager sends them to the employee. Information on 360-degree reviews is often used for employee training and development. In the recent years, organizations are using 360 degree feedback system in order to assess the performance properly. However, the problem related with this 360 degree feedback system is the delay of time and additional burden of work on the HR department. 
[bookmark: _Toc535158971]Management by Objective (MBO)
The Management by Objective is the procedure of setting precise goals and then developing how to attain each goal (Brest and Krieger, 2010). It is especially useful for certain tasks that must be carried out step by step and is an excellent way to create a culture that achieves a common goal. The MBO consists of measuring individual performance and comparing it with specific criteria.
[bookmark: _Toc535158972]Performance management framework
Balanced Scorecard (BSC) is one of the most famous and recognized administration frameworks. It is a strategic implementation instrument that helps businesses to:
· Create plan communication priorities and organisational goals;
· Supervise development by measuring precedence and objectives(Adair, 2018)
· Identify and manage action plans to guarantee business priorities and measures to achieve strategic objectives.
[bookmark: _Toc535158973]Awards and recognition programs
When employees believe that good performance is unacceptable and not rewarded, power will fall dramatically and people will relinquish the company's overall mission (Brest and Krieger, 2010). Therefore, awards and recognition programs are an important part of a comprehensive performance management system that creates a way to celebrate high returns.
[bookmark: _Toc535158974]Personal Development Plan (PDP)
A Personal Development Plan is actually a concrete accomplishment diagram based on reflections and knowledge of performance and personal requirements based on actions that determine future performance objectives and support individual development (Adair, 2018). They are often used to recognize specific instruction and expansion needs and to develop accomplishment plans to meet these needs. It can help people understand how they desire to produce and what they can do to attain this expansion. Personal Development Plan (PDP) can be used for both individual and organizational context by analysing the need and prospect. 
[bookmark: _Toc535158975]Conclusion
Problem solving as well as decision making are significant abilities in work and life. It often involves decision making, especially in supervision and control. There are procedures and tools to get better decisions and maintain their worth. Decision making is more usual for some people, so they should concentrate on getting better the value of their decisions. These decision makers can habitually do worth assessments but they should be more open in future evaluations. The techniques, if adopted will help Mark and Spencer to overcome its problems. 
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