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Almost all the firms around the world mostly focus on wealth maximization of the company. But the fact is that in most cases companies need to consider the short-term goal and make some meaningful figure to the executive board. To reach to the long-term goals they need to face some hurdle and that allows the goal to stop over there. To avoid these sorts of problems some techniques are used and make the goal possible form the side of the company and the stockholders. There are lots of theories and framework are used widely in our day to day life. In most of the big firms, there always try to forecast the problem and come up with a possible solution to act fast. But not all the problems have the same weight. Sometimes some problem comes up to any firm on earth that the firm is not prepared off. Then the identification of the problem and go to the root of it is important. Otherwise, that would hard for any firm to come up with a solution. For any continuous problem, the solution needs to be scheduled. Here one important thing is that the managers have to understand the difference between the symptoms and the core problems of the firms. In most cases, managers fail to identify it and start solving the symptoms and that just give a temporary solution rather than a long-term problem-solving. 


[bookmark: _Toc520747449]Case study
From the very beginning, it is always being a huge problem for the FMCG to do business. The reason is that this sector has a customer base that can be divided into many genre and different dimensions. To solve this issue companies like Kimberly-Clark, Unilever, Bass and Cadbury Trebor Bassett come up with a solution in 1997. They create a consortium which was known as Jigsaw Consortium (Reese and Rodeheaver, 2015). This consortium mostly helps the companies to rethink the traditional marketing. This is believed from the very beginning that in the FMCG sector the marketing should be indirect as most of the time TG is not set for approaching. It was believed that how a normal detergent or a soap or a shampoo can make a direct relationship with the consumers. The other problem was the low the low margin product of the conglomerates. 
The whole venture run for around 10 years except the Bass as they decided to discontinue. By that initiative, the consortium managed to ensure 16 million individual data. This data helps the companies with proper identification of the customers that they are willing to target.  
Here comes the big problem that actually identified by Unilever. The problem was that the data whole data management mostly relies on the postal service. That means the whole process in mostly run in a manual process (Rasmussen, 2014). Through the postal service, the further information or feedback from the side of the customers is mostly missing.
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[bookmark: _Toc519251686]Defining the problem
In the case study, the one important think that we understand is that through the whole process of the Jigsaw Consortium was to collect the user data. But when the venture started to explore the issue one thing that comes to attention is that the company is somehow incompetent in utilizing the data. As soon as Unilever understands the problem they start working on it. Though the idea of direct approaching was a come out a big success (Baumberger-Henry, 2017). But the company realize the main problem lies in the data collection rather than using it for the firm. The feedback system that they have is mostly in one-sided which actually block the understanding of the problem of the product or the services.   
[bookmark: _Toc519251684]The scope of the problem
As the problem of Unilever is related to customers the profit of the firm is also related to this. Not all the firm has the opportunity to make a solid relation with their customers. Through Dove, Unilever tries to communicate with those customers who have a concern about their skin and health (Peterson at. el, 2016). The other soap brand in Asia, Lux is mostly targeted to a generic class of people. These people have no concern about the quality of the soap rather they love to have a soap which has a good fragrance. This thing aloe them not to use any perfume. So the soap is working here a complimentary item. So, in this case, Unilever will more likely to invest some of their money in the R&D of Dove, with the feedback from the customers. So if they go more customer-centric on specific products. That will allow them to make more money and make a good connection with the customers. 
If the key point of communication model is derived that will allow the company to get more real-time information about their product and the review of it. Development idea can also be given by them.         
Impact of the problem
From the very beginning, all the company mostly believed that the producing in large volume can only give the company their desired profit. In recent advancement in the today’s world, one thing is vivid and that is information is the powerhouse of all the companies. The company which has the highest information that a particular company is the most powerful (Simon at. el, 2012). So in the case study, we see one important thing and that is Unilever and its co-operative companies not only rely on just production rather those companies were also interested in making a good relation with the customers through the direct marketing approach. This is a helpful process to understand the customers need. This at the end of the day allows the firm to invest in the specific product or service that are important and popular to the customers. By solving the communication problem with the customers’, companies can make more profit than they expect to make. The customer’s satisfaction will finally help to build a loyal customer base throughout the industry.  

[bookmark: _Toc519251687][bookmark: _Toc520747451]Analyzing information on the identified problem, to help inform the decision-making process
To get a clear understanding of the topic of the case study the problem of it needs to be checked from different dimensions. In the earlier stage, we mentioned that there can be some symptoms that are fueling the whole the whole problem. Symptoms can be more than one but the core problem will be one in most of the times. So to identify the core problem a better understanding of symptoms needs to be cleared. In this portion two problems identifying model will be used to get a deep understanding of the symptoms and the problem:      
[bookmark: _Toc519251688]Fish bone diagram 
This diagram was first use by the Mazda car to identify their problem with sales. This mostly helps the companies to solve the issue with symptoms and the core problem. At the head of the diagram the core problem will be placed (Baumberger-Henry, 2017). In the bone, the symptoms will be placed to see that which are the symptoms fueling the core problem. Now the diagram will be expressed in the form of the case study of Unilever:     
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Figure 1: Fish bone diagram analysis of Unilever’s Jigsaw Consortium problem, (source: author)
No feedback system 
The Jigsaw Consortium was formed for the sake of keeping information from the customers. This helped the frim to communicate the customers through direct marketing. This marketing mostly happens through the phone or mail (Callaway and Esser, 2014). This process in most cases tedious to the customers and in this process the requirements or the need of the customers are not taken care off. In this process, only customers are communicated with the product detail. 
This symptom causes the dissatisfaction among the customers. As the priority of their expectation is not considered.       
Producing more than actual sales 
As the need of the customers is not addressed properly. There are some unsold items may start cutting the profit of the company. And this thing can be a big issue for any firm which has the target to make a good figure of profit (Flanagan, 2013). This unsold item causes more warehouse costs. The feature obsolesce is also an issue for the people. The working capital also ties up by this process. So the cost per product also goes up. And that also allows the customers to go for substitute or competitor’s product.        
Communication with TG is not clear
As the data is only used for the direct marketing, most of the time target market is not defined to the corporation. The reason is that in FMCG all the people have to use it. If we consider the detergent, we can see that this item is not a choosing material for the households and there is not much room for innovation (McFadzean, 2017). People just go to the super shop and buy it from the shelf. In early 90’s P&G tried to set a TG for the FMCG products. And that was the women. The justification for that was as the women go to the super shop for buying daily commodities they need to be addressed. 
The moral is that the project didn't end up a successful one. As with the span of time practice of shopping started to split between men and women.  
Data about the customers aren’t updated
As the whole data system is based on the data collection rather than a system that allows the people to place them complain or suggestion about the experience they have with the products and services (Deber et al, 2016). Only just data of an individual’s age, gender or cell phone number isn’t enough. The interest of the customers, how often they buy these sorts of products, do they have any complaint about the experiences they are having right now.       
Without knowing the complaint about the products or services it is impossible for the companies to process for new items.    
No proper record of repeat buyers
In FMCG 80-90% of the customers are the repeat buyers. These products are not like a cell phone or laptop that people will only buy once in 2 or 3 years. The FMCG products are mostly the household things so people have to buy it almost every month. So make the customers a repeat and a permanent one is important. And not all the time the old data management is the best tool for this.  
If the firm can track the record of the repeat buyers, they can easily be traced and communicated through the communication channel used by the marketing agency. 
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As the core problem is identified this is clear that the company is not only under one threat rather a complex form of threat is available for the company. So not just only solution can solve the issues that arise. So in this part, we will try to help the firm with providing some possible solutions to the issues that we already identified. Among all the solutions one best will be identified on the basis of the severity of the problem: 
Possible solutions
Feedback system
Feedback system can be of two types; online and offline feedback.
Online feedback: Because of the invention of Web 2.0, we have seen that people now not only see the posts rather they have the option of giving their opinion on it. This technology needs to be used. By using this the managers will easily understand what is wrong with the product or services (Smidts et al., 2017). Why the performance of that particular product is low or trending low. The possibility of a new trend or flavour or style can be checked using the online platform. This can be known as the market research.
Now, this for introducing an online platform no website is required rather just a Facebook page can serve the purpose. By allowing these platforms the company to actually get the right of entering an individual’s interest zone. The employees will be more accountable as the customers have all the right of assessing it.
Offline feedback: This old technique used by the company or right now using by the consortium already (Flores at el., 2016). But in this option customers will have the option of enlightening us with their choice, interest, complain about the product or services. The number should be toll-free. So that will give the access to the internet access deprived people to give their insight about the firm’s product and the services stuff. 
But in this offline sector, the representative has to write down all the problems or suggestions given by the clients. This is a time-consuming stuff for any firm to adapt. But this is mostly preferred for the realistic complain about the firms.
There is another form of the offline feedback system and that is direct questioning to the consumers. This is a bit monotonous job for the customers. But this technique gives the real-time review of the customers. Though some incentives from the side of the company need to be provided to the participants. This can do in the form of a survey just question answering session.   
Defining a target market 
Though defining a target market for FMCG is always a tough call but still, this can be done. An extensive market research needs to be done. By the analysis, the assessors need to come to this point that the TG for FMCG will different by the state. Some states parities men to go shopping for the daily goods in some states women are preferred (Thornton, Dumke, 2014). This need to be targeted. 
There is a health-conscious boom in the UK and to address that relevant topics need to be addressed. Such as, germ-killing detergent need to be introduced. 
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Identification of Problem 
In the initial stage, we addressed the symptoms and then derive the core problem of the company.  And the problem was not having proper communication with the customers. 
Exploring the alternatives
There were 3 solid alternatives available. The offline one is not the feasible one as there is an online trend in the recent years (Smidts et al., 2017). The target market setting can be done in the online option. 
Selecting the appropriate one 
Online feedback is the most appropriate on for the company the reason is that right now the world is transforming to the on-line based version. Most people are like to shop online rather than go to any offline shop. So the option of sharing their experience has to be in online. And people now have no time for sparing some time for some paper work. There are some specific reasons for selecting this option.
Personalization: by the evaluation of the WEB 3.0 people will have the option of highly customized personalized search option based on the previous search for the products (Hickson and Khemka, 2013). And in the search companies can place some implied information-seeking questions. Such as, a person crosses the or exclude the strawberry options from the cart. There can be a pop-up the question with few options to choose on.    
24/7 feedback: through this online platform one has the opportunity to place their feedback 24 hours a day. Which is the best option for that e who have less time for this? 
Priority to the problem: the customers will be priories on the basis of the problem. They will be given with a complaint id to know more about the complaint and follow up will be provided to the customers on a real-time basis.  
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To ensure a solid implementation of the plan some important particles are required. And those important factors will be described as follows: 
Project manager
A sensible project manager needs to be appointed. The managers with experience in CRM is always preferred. The manager will be responsible for all the tasks related to this program or plan. 
The manager will have the right to make his own team. But the teams should not be more than 10 members. Initially, the project will run on a trial basis in any Asian or a European country. The manager has to provide the key milestone with time line and possible resources.  
Internal communication 
 The internal communication among the employees and inter-department understanding need to be cleared. The project manager will get the support from any department they want. If required that the department may work with them simultaneously.  
Key milestones 
The key milestones for the projects will be categorized into several categories. And all the category will be responsible for a good round of profit and ensure all the milestones are achieved. 
New website: a new website will be launched with a proper tab for feedback systems. The system needs to be developed in this formulation that the complaint can be accessed by the CEO himself as well as the project manager. The complained will be processed in high alert mode by the quality control team of Unilever. 
Training of the employees: a dedicated army of people need to be introduced. Who will be responsible for all the communication with the customers (Kirkwood, 2016)? By the process, the employees need to ensure that customers are not just getting a product or services rather they are making a relationship with the brand or more specifically with the company. This tanning session is the most important part of all the KPI. 
Facebook page: this would be another source of information to the company and this will allow the company to make a causal relationship with the customers. To ensure the popularity some games or program can be launched to ensure the good vibe among the customers. 
Data base contractions:  a proper database need to be maintained. Which will allow the company to track the customer information (Saaty, 2011)? The repeat buyer’s information can be availed by this. Some greetings or gentle information can be provided to the buyers to make them feel good about the brand.   
Project timeline
This is an important part of the projects. Before setting a probable timeline the tasks of the projects need to be well defined. A Gantt chart can be prepared for the management. In the revolution part, this would be assessed that the manager is stick to the timeline or not. A proper explanation will be provided why the manager missed the timeline and do they have any backup plan or not. For the Unilever project, a whole timeline of 1 year needs to be projected in the chart. With mentioning the key milestones.      
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Advertising agency 
The advertising agencies are the key stakeholders in this specific project. Only just ensuring a well-developed feedback system will not be enough rather advertising of it also important. So the advertising agencies have a good stake in that sense. In addressing the agencies older and reputed one should get the most priority.   
Employees 
In this whole plan, these people are the core stakeholders. Because the whole plan will run by them and they will be communicating with the customers with proper guidance (Reheem, 2015). The training of the employees is always the most priories issue in this project. The communication channel they will be using the employees need to be comfortable with that. The whole project’s 1 third will be spent on the employee development. So this requires the utmost care from all the side of the company.     
Competitors 
By this plan, the Unilever will get some extra advantage. Which is obviously the competitive advantage (Lindblom, 2016). This new feedback will allow the customers to be more connected with the brand. In FMCG the most important thing is the brand loyalty. All the companies in the word always look for it. By this loyalty, Unilever can make this whole customer base to a repeat buyer.   
Customers 
In all the aforementioned stakeholders all will be severing this specific sector. People of all ages, race, gender look for attention. So when the company will give priority to their own choices or interests. This will allow the customers to feel more closely. They will try to be more loyal and a personal attachment will be created. 
By personalizing a brand one can have the power of saying the right thing on the face of that firm. This also helps the firm to work more and ensure the best of it.
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In this assessment stage, some core issue needs to be considered. These are: 
The collection of data
The collection of data which will be used for further purposes need to be checked by the project manager. The data quality and authenticity need to be in proper form. If it’s a primary data, then some reliable and responsible people need to be appointed. For secondary data, only reliable sources will be used.      
Accurately defined reporting mechanisms
The whole project needs to be documented with proper reporting. The project manager will check it every time they see it. This documentation will help the projects with maintaining the time. The achieved milestone can be marked (Marsiske and Margrett, 2016). If any delay occurs that may be also reported.    
Regular updates from the Project Manager
Through documentation, the higher management can have a proper understanding of the progress of the project. And a meting need to be arranged every month with the team. To know more about the project and what are the hurdles they face in their day to day life. If any fail of the deadline in reported proper justification needs to be placed.
Budget review   
A concrete budget review needs to be placed to the CFO. And the whole project has to be fixed within that budget. If there are some adjustments required that would be reviewed by the finance team and the CFO will only approve it.  
Challenging progress and actions when necessary
If KPI is not met the project manager will be asked for the alternate plan. But that has to be within the time. So no time extension will be allowed. All will be stick to the plan and the error’s margin need to be set. That would not be more than 3%.  
Balanced Scorecard technique
This technique is also used extensively in companies like Unilever. In this technique the company tried to use it in three stages: 
Stage one, a new balanced scorecard is made on the basis of the information of the current year. Some achievable targets need to be set and the target has to be attainable as well. Some proper information need to be identified to ensure the firm with proper information.  
Stage two, in this stage the whole monitoring process will be under consideration. A proper information of the performance need to be tracked and that would be used in further planned targets with in a defined time frame. A differentiation is also identified to look for the difference among the actual one and the budget one.  
Stage three, this stage is on the circulation at the very end of the year. In this stage the whole scorecard is assessed with the standard of the company. And then all those information is use for further use in the following years. The assessment of the capability will be assessed in some earlier stage of the specific areas. The performance standard would be the average of the whole regular performance.  
if the solution provides the company with a proper push of implementation. The suggestion of the different improvement prospect would be accepted by the company. 
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An additional mark with need benefited from those abilities of the footing is a bird. Sooner this year, bird led an internet study from claiming "real women", crashing individuals to those site through a high-profile fight including TV, press, on the web media, regulate mail, door drops What's more email. Those reactions might have been massing. Currently, a slimmed-down ever-enduring program may be Previously, place, and know bring been fully briefed looking into the footing. "It might have been truly imperative that we needed those strongest organizations in the UK ahead of our program initially in this way that we Might worth of effort with them should stretch those apparatuses Also thought of a few imaginative Furthermore taking part campaigns," says Smith. "We held rollout sessions with Mass Media so that our organs based their information of the apparatus and knew its competencies. ".
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