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[bookmark: _Toc1405689021]1.0 Introduction.
Problem solving is important in a successful workplace. A good process involves identifying the problem, finding possible causes, comparing solutions and selecting the option most likely to work (Kepner & Tregoe, 1997).
The problem identified in this assignment is that staff are not sharing out sales fairly within the sales environment. This can happen when two or more employees believe the same sale belongs to them. For example, one employee may begin helping a customer while another completes the sale. Without clear rules, disagreements can occur.
Although this may appear to be a small issue, it can affect staff relationships, teamwork, management time and customer service. Employees may become frustrated if they feel another person is receiving credit for their work. Managers may have to investigate disputes instead of focusing on other tasks.
The solution considered is to hire a cashier who will record sales and ensure that each sale is allocated according to agreed rules.
This assignment uses brainstorming, mind mapping, an Ishikawa fishbone diagram, Five Whys, alternative-solution evaluation, grid analysis and cost-benefit analysis. It also provides an implementation plan, Gantt chart, communication plan, action plan and monitoring process.
[bookmark: _Toc1274412135]2. Scope of the Problem.
The problem concerns how sales are recorded and shared between employees. It mainly affects sales staff but can also affect managers, customers and the business.
The problem includes:
· disagreements about who made a sale;
· incorrect or late sales records;
· no clear rules about who receives credit;
· staff believing the system is unfair;
· management time spent resolving disputes;
· wasted time and unhealthy competition;
· reduced teamwork; and
· possible effects on customer service.
Staff should not automatically be assumed to be deliberately taking sales. The problem may result from an unclear process. One employee may believe the person who first approaches a customer owns the sale, while another may believe the person who completes payment owns it. Without a written procedure, both may believe they are correct.
Therefore, this is both a process and management problem. The aim is to create a sales allocation process that is fair, easy to understand, consistent, transparent and easy to check. Employee involvement is also important because staff are more likely to understand and accept workplace changes when they can give their views (CIPD, 2024).
[bookmark: _Toc662687902]3. Impact of the Problem.
The problem can affect several areas of the business.
[bookmark: _Toc2033955080]3.1 Impact on staff.
Employees want their work to be recognised fairly. If someone believes another employee has received credit for their sale, they may feel unfairly treated. Repeated disagreements can damage relationships, reduce willingness to help colleagues and create unhealthy competition. Staff may focus more on claiming sales than serving customers, reducing teamwork (West, 2012).
[bookmark: _Toc692833230]3.2 Impact on managers.
Managers may need to investigate disputes, speak to employees, check records and decide who should receive credit. This takes time away from supporting staff, improving sales and serving customers.
[bookmark: _Toc508541904]3.3 Impact on customers.
Customers should remain the focus of a sales environment. If staff concentrate on claiming a sale, two employees may approach the same customer or appear to argue over credit, which could make the customer uncomfortable.
[bookmark: _Toc813446449]3.4 Impact on the business.
Disputes can waste management time and reduce productivity. If staff become unhappy with the system, motivation and retention may also be affected. The business therefore needs to address the underlying process rather than simply telling employees to stop arguing.
[bookmark: _Toc482402528]4. Analysis of Information.
Before deciding, information should be collected from staff, managers, sales records and customer feedback. This would establish the size of the problem and provide evidence for the decision.
	Information needed
	How it can be collected
	Why it is useful

	Number of sales
	Sales records
	Shows sales level

	Disputed sales
	Dispute records
	Shows frequency of the problem

	Staff opinions
	Questionnaire or meetings
	Identifies concerns

	Manager time
	Manager records
	Shows time spent on disputes

	Customer feedback
	Feedback forms
	Shows whether customers are affected

	Current process
	Observation
	Identifies where problems occur

	Cost of cashier
	HR and finance
	Assesses affordability

	Sales errors
	Weekly checks
	Measures record accuracy


Managers spend 20 hours each month dealing with sales disputes, that equals 240 hours per year. At £14 per hour, this represents approximately £3,360 of management time.
Staff should also be consulted because they experience the process daily and can identify practical problems and improvements.
[bookmark: _Toc1835046338]5. Brainstorming.
Brainstorming produces several ideas before a solution is selected. Osborn (1953) developed it as a method of encouraging ideas without immediately judging them.
A short session with the manager and sales staff could identify these causes:
· no clear sales rules;
· staff forgetting to record sales;
· sales being recorded late;
· competition for sales;
· no independent checking;
· limited management time;
· different interpretations of who owns a sale; and
· inaccurate records.
Possible solutions include:
· hiring a cashier;
· introducing an electronic sales system;
· using a sales book;
· using a spreadsheet;
· requiring the manager to check all sales;
· introducing team sales;
· providing staff training; and
· creating clear sales ownership rules.
Brainstorming is useful because it prevents the organisation from choosing the first solution without considering alternatives.


[bookmark: _Toc529204693]6. Mind Mapping.
A mind map organises the ideas from brainstorming.
                     UNFAIR SALES SHARING
                              |
        ------------------------------------------------
        |                 |              |              |
       STAFF            PROCESS        SYSTEM       MANAGEMENT
        |                 |              |              |
   Competition       No clear rules   Poor records   No clear owner
   Arguments         No standard     Missing data   Limited time
   Low trust         procedure       Manual errors  No regular checks
   Low motivation    No checking     No tracking    Inconsistent decisions
        |                 |              |              |
        ------------------------------------------------
                              |
                            EFFECTS
                              |
              ----------------------------------
              |              |                 |
           Conflict       Lost time        Poor service
              |              |                 |
              ----------------------------------
                              |
                        NEED FOR CHANGE
                              |
              ----------------------------------
              |              |                 |
            Cashier      Electronic system   New procedure
The mind map shows that the problem is not caused by one factor. Staff, processes, systems and management all contribute to the issue.
[bookmark: _Toc1038306222]7. Ishikawa Fishbone Diagram.
An Ishikawa fishbone diagram identifies possible causes of a problem (Ishikawa, 1986).
PEOPLE                         PROCESS
 ------                         -------
 Staff compete for sales       No clear sales rules
 Staff forget to record        Sales recorded late
 Different understanding       No standard procedure
 Lack of trust                 No regular checking
          \                         /
           \                       /
            \                     /
             \                   /
              \                 /
               \               /
                \             /
                 \           /
                  \         /
                   \       /
                    \     /
                     \   /
                      \ /
                       ========================> UNFAIR
                      /                           SALES
                     /                          SHARING
                    /
                   /
                  /
                 /
                /
       SYSTEMS                         MANAGEMENT
       -------                         ----------
       Manual records                 Managers lack time
       Missing information            No clear responsibility
       No central system              Disputes dealt with
       Limited tracking               after they happen
       Recording mistakes             No regular audit

The four main areas are:
People: Staff may compete for sales or have different views about credit.
Process: There is no simple procedure that everyone follows.
Systems: Current records may not provide enough information to establish who made a sale.
Management: Responsibility for checking and allocating sales is unclear.
This suggests that both a clear process and a person responsible for applying it are needed.
     
[bookmark: _Toc885051277]8. Flow Chart.  
 START
          ↓
     Customer buys
          ↓
    Record the sale
          ↓
   Cashier checks sale
          ↓
   Is there a dispute?
      ↙          ↘
    YES           NO
     ↓                    ↘ 
Manager checks        Sale is allocated 
the problem      
     ↓             ↓
     └──────→ Record sale. ↘ End.

[bookmark: _Toc962386976]8. Five Whys Analysis.
Five Whys asks “why?” repeatedly to move from the visible problem towards its root cause (Ohno, 1988).
It is important to note that Five Whys is not a technique created by Benjamin Franklin. It is associated with the Toyota Production System and Taiichi Ohno (Ohno, 1988). Benjamin Franklin is better known for comparing the advantages and disadvantages of decisions.
Problem: Staff are not sharing sales fairly.
Why 1: Because staff sometimes claim the same sale or record sales differently.
Why 2: Because there are no clear rules that everyone follows.
Why 3: Because nobody has clear responsibility for controlling the sales allocation process.
Why 4: Because managers have been dealing with disagreements when they happen.
Why 5: Because the business does not have an independent person responsible for checking and allocating sales.
[bookmark: _Toc1364221227]8.1 Root Cause.
The main root cause is the lack of a clear and independent sales allocation process.
Simply telling staff to share sales fairly is unlikely to solve the problem. The process itself needs to change.
[bookmark: _Toc1663677834]9. Alternative Solutions.
[bookmark: _Toc1626059470]9.1 Solution 1: Keep the current system.
Managers could continue dealing with disagreements. There would be no extra cost, but the underlying problem would probably continue, and management time would still be lost.
[bookmark: _Toc508967665]9.2 Solution 2: Use a manual sales book.
Staff could record every sale in a central book. This would be cheap and easy to introduce, but employees could forget to record sales and information could remain inaccurate.
[bookmark: _Toc1064773503]9.3 Solution 3: Introduce an electronic system.
An electronic till or computer system could record the employee responsible for each sale. This could improve accuracy and checking, but equipment, software and training would create costs.
[bookmark: _Toc1066960279]9.4 Solution 4: Hire a cashier.
The cashier would record sales and allocate them using agreed rules. This provides clear responsibility and independent checking and allows sales staff to focus more on customers. The main disadvantage is the additional employment cost.
[bookmark: _Toc1025764507]9.5 Solution 5: Use team sales.
Sales could be shared across the team rather than allocated to individuals. This might reduce arguments and encourage teamwork, but employees who make more sales may consider equal sharing unfair.
[bookmark: _Toc23571865]10. Evaluation of the Solutions.
The solutions should be compared using the same criteria:
· fairness;
· ability to solve the problem;
· cost;
· ease of implementation;
· staff acceptance; and
· long-term usefulness.
A score of 1 means poor and 5 means very good. Structured comparison helps managers make decisions using evidence rather than personal preference (Keeney & Raiffa, 1993).
[bookmark: _Toc1628832435]11. Grid Analysis.
	Solution
	Fairness
	Solves Problem
	Cost
	Easy to Introduce
	Staff Acceptance
	Long Term
	Overall

	Current system
	1
	1
	5
	5
	2
	1
	15

	Manual book
	3
	3
	5
	4
	3
	3
	21

	Electronic system
	5
	5
	2
	3
	4
	5
	24

	Team sales
	4
	3
	4
	4
	3
	4
	22

	Cashier
	5
	5
	3
	4
	5
	5
	27


The cashier has the highest score at 27, followed by the electronic system at 24. An electronic system could be introduced later, but hiring a cashier is considered the best immediate option because it provides one person with responsibility for checking and allocating sales.
[bookmark: _Toc1220046886]12. Cost-Benefit Analysis and Benefit-Cost Ratio.
Cost-benefit analysis compares expected costs with expected benefits and helps determine whether a change is financially justified (Boardman et al., 2018). 
[bookmark: _Toc1849026304]12.1 Estimated costs of hiring a cashier.
	Cost
	Estimated amount

	Cashier salary
	£26,000

	Training and employer costs
	£112.00

	Recruitment
	£1,000

	
	

	Total cost
	£27,112


[bookmark: _Toc936863760]12.2 Estimated benefits.
	Benefit
	Estimated value

	Less management time dealing with disputes
	£3,600

	Fewer mistakes and lost productivity
	£100,000

	
	

	
	

	Total benefit
	£103,600

	
	


[bookmark: _Toc447377400]12.3 Net benefit.
£103,600 − £27,112 = £76,488 per Anum.

£76,488 ÷ £27,112 = 2.82
The benefit-cost ratio is therefore 2.82:1, meaning that for every £1 spent, the organisation could receive approximately £2.82 in benefits.
The result suggests a possible positive financial benefit.
[bookmark: _Toc98175759]13. Recommended Solution.
Hiring a cashier and introducing a clear sales allocation procedure.
This option addresses the main cause of the problem: there is no independent person responsible for checking and allocating sales.
The cashier would:
· record each sale
· record which employee made the sale
· check records at the end of each shift
· identify missing information
· produce a daily sales report
· deal with simple sales queries
· refer serious disagreements to the manager
· keep accurate records
The Company will also create written rules. For example, it could agree that the employee who starts the customer interaction and completes the required sales process receives the sale. Where two employees genuinely work together, the rules should explain how the sale is divided.
Clear rules mean employees know what is expected before the new system begins.
[bookmark: _Toc1467643473]14. Implementation Plan.
The solution should be introduced in stages:
1. Find out more about the problem: collect information on disputed sales and current recording practices.
2. Speak to staff: give employees an opportunity to explain problems with the current system.
3. Create the new procedure: write simple rules for recording and allocating sales.
4. Get approval: obtain senior management approval for the cashier cost.
5. Recruit the cashier: HR advertises, interviews and appoints a suitable candidate.
6. Train the cashier: provide training on sales, records and allocation rules.
7. Test the system: operate the new process for two weeks.
8. Make improvements: correct problems identified during testing.
9. Start the new system: the cashier takes responsibility for recording and allocating sales.
10. Monitor results: check whether disputes decrease and staff consider the system fair.
[bookmark: _Toc1374716488]15. Gantt Chart.
A Gantt chart shows activities against a time and helps the manager track progress (Project Management Institute, 2021).
	Task
	W1
	W2
	W3
	W4
	W5
	W6
	W7
	W8

	Find out about problem
	x
	x
	
	
	
	
	
	

	Talk to staff
	x
	x
	
	
	
	
	
	

	Create new rules
	
	x
	x
	
	
	
	
	

	Get approval
	
	
	x
	
	
	
	
	

	Recruit cashier
	
	
	x
	x
	
	
	
	

	Train cashier
	
	
	
	
	x
	
	
	

	Test new system
	
	
	
	
	x
	x
	
	

	Start new system
	
	
	
	
	
	
	x
	

	Check results
	
	
	
	
	
	
	x
	x


The chart allows management to identify whether the project is progressing on time.
[bookmark: _Toc2069388479]16. Communication Plan.
Communication is important because staff may worry that the cashier is being introduced to monitor them or take away their sales. The manager should explain that the purpose is to make the system fairer and clearer for everyone.
	Who?
	What will be communicated?
	When?
	How?

	Sales staff
	Explain the problem
	Week 1
	Team meeting

	Sales staff
	Ask for opinions
	Week 2
	Meeting/questionnaire

	Senior management
	Costs and benefits
	Week 3
	Report/meeting

	HR
	Recruitment requirements
	Week 3
	Meeting/email

	New cashier
	Role and responsibilities
	Week 5
	Training

	Sales staff
	Explain test system
	Week 5
	Team briefing

	All staff
	Explain test results
	Week 6
	Meeting

	All staff
	Explain full launch
	Week 7
	Team meeting

	Senior management
	Review results
	Week 8
	Report


Communication should allow employees to ask questions, raise concerns and suggest improvements rather than simply receiving instructions.
[bookmark: _Toc1184985227]17. Action Plan.
	Action
	Person responsible
	When
	Resources needed
	Success measure

	

Collect sales information
	Manager
	Week 1
	Sales records
	Information collected

	Record current disputes
	Manager
	Week 1–2
	Dispute log
	Baseline established

	Ask staff for views
	Manager/HR
	Week 2
	Questionnaire
	Feedback received

	Write new procedure
	Manager
	Week 2–3
	Staff feedback
	Procedure completed

	Approve budget
	Senior manager
	Week 3
	Cost information
	Budget approved

	Recruit cashier
	HR
	Week 3–4
	Recruitment process
	Cashier appointed

	Train cashier
	Manager
	Week 5
	Training materials
	Cashier trained.

	Test new system
	Cashier
	Week 5
	Sales records
	Problems   identified.

	Review test
	Manager
	Week 6
	Feedback
	Changes made.

	Start system
	Cashier
	Week 7
	New procedure
	System operating.

	Monitor results
	Manager
	Week 7
	Reports
	Disputes reduced.

	Complete review
	Senior manager
	Week 8
	KPI results
	
Solution
evaluated.


The action plan gives each activity a responsible person, making it clear who is expected to complete each task.
[bookmark: _Toc1227903377]18. Monitoring and Review.
After implementation, management should check whether the system is working.
[bookmark: _Toc1652778013]18.1 Number of disputed sales.
Record disagreements every week.
Target: reduce disputed sales by at least 75% within three months.
[bookmark: _Toc345347051]18.2 Accuracy of sales records.
Check a sample of sales every week.
Target: at least 98% of sales recorded correctly.
[bookmark: _Toc2087999367]18.3 Staff satisfaction.
Use a short questionnaire after one month and again after three months. Questions could include:
· Do you think sales are now shared fairly?
· Do you understand the new rules?
· Do you trust the new system?
· Has the number of arguments reduced?
· What could be improved?
[bookmark: _Toc1078092612]18.4 Management time.
Record time spent dealing with sales disputes.
Target: reduce management time spent on disputes by at least 70%.
[bookmark: _Toc1723681243]18.5 Customer feedback.
Monitor complaints and feedback. If staff spend less time arguing about sales, customer service will improve.
[bookmark: _Toc606176723]18.6 Regular reviews.
Review the system weekly during the first month, monthly for at least three months, and again after six months. If it is not working, management should investigate whether more training, revised rules or an electronic sales system is needed.
Monitoring allows the organisation to compare expected results with actual results (Project Management Institute, 2021).
[bookmark: _Toc173501811]19. Conclusion.
The problem considered in this assignment is the unfair sharing of sales between staff. It can cause arguments, frustration, low trust and poor teamwork, while also waste management time and potentially affect customer service.
The analysis shows that the issue is not simply staff refusing to share sales. A major cause is the absence of a clear and consistent process for recording and allocating sales. Brainstorming identified unclear rules, poor records, competition and lack of checking. The mind map organised these causes, while the Ishikawa diagram showed links to people, processes, systems and management. Five Whys identified the main root cause as the lack of a clear and independent sales allocation process.
Five solutions were considered: keeping the existing system, using a manual sales book, introducing an electronic system, using team sales and hiring a cashier. Grid analysis gave the cashier the highest score of 27 because it provides clear responsibility, fairness and strong potential to reduce disputes.
The example cost-benefit analysis estimated annual costs of £27,112 and benefits of £103,600 per year, giving a net benefit of £76,488 and a benefit-cost ratio of 2.82:1. 
The recommended solution is therefore to hire a cashier and introduce clear rules for recording and allocating sales. The cashier provides independent checking, but the role must be supported by clear procedures, staff communication, training and regular monitoring.
The Gantt chart, communication plan and action plan provide a practical route for implementation. Monitoring will show whether disputes, recording errors and management time have reduced. Overall, the aim is to create a fairer sales environment where employees receive appropriate recognition, managers spend less time resolving disputes and customers receive better service.
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