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Problem Solving and Decision Making

Executive summary
A problem can be faced by anyone. Either an individual or an organization may arise difficulties. One of the largest companies, like Tesco, also faces different issues. Those problems hamper the expectations of the company. On the other hand, as the company, Tesco is a popular and a leading company in the U.K. Hence, the company has lots of responsibilities to the business environment, the government as well as the society. The company can not ignore its role. Where there is a problem, there is a solution. Those solutions come out here on this topic.
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[bookmark: _Toc37774556]Introduction
An organizational problem is an obstacle which hampers an organization like Tesco to achieve its goal. According to the Cambridge dictionary, a question is made by circumstances, or people or an object which is needed to pay attention, face it and finally need to be solved. As long as the problem is not resolved, the organization can not reach its goal. Tesco is one of the largest companies in the U.K. as well as worldwide. The company has to play a different type of role. The aim of the company is higher. And there are lots of organizational problems also which the company needs to be solved. In this report, we discuss the nature of the issues and its impact on corporate activities briefly. We also discuss how to identify the problem, the SWOT analysis, the PESTLE technique and other simple techniques also to solve the problem. The evaluation and decision-making process of Tesco are briefly discussed here. Not only that, Tesco takes some significant steps to monitor and review the whole system and the company uses different types of communication techniques to implement those decisions by various departments of the company, which are also discussed briefly here(Wood et al., 2016).
[bookmark: _Toc37774557]Description of the impact, scope and nature of a problem 
The problems can be defined explicitly as the issues or point of error which deliberately affect the working process of the organization. In another work, it can be assumed that within an organization, there are several factors which go around. But on many occasions, it has been noticed that the organization faces many difficulties such as in the marketing issue, a political issue, economic issues and many more. In that particular period, the phenomenon of solving the problem and the making of effective decisions is considered as the fundamental aspects of the organization. In this following study, the organization which has been taken to maintain the report of the study is one of the well-known organizations which is a consumer-oriented organization that runs the retail business of groceries and merchandise in the region of the United Kingdom. The problems can be detected in various ways such as it can be the issues of the external environment which consists of economic, legal, political and many more factors(Espeland et al ., 2018). 
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Figure 1: Problem identification
Source: (Espeland et al ., 2018)
Some of the factors which have been identified as the problems of the multinational organization Tesco is facing is the marketing problems and the e-commercial tools. In respect of the following element, it can be obtained that with the presence of this factor, the organization Tesco is facing strategic marketing issues. Along with the following factors, the e-commercial problems which have already been mentioned making the growth of the organization unstable. As the organization Tesco is ultimately a consumer's oriented organization, so it is their primary motive to provide the best possible deals to satisfy the requirement of the consumers(Majd et al., 2017). The organization is dealing with every kind of product and services, so the organization needs to create an organized structure which will allow the company to provide the best possible services to the consumers all around the world. In respect of the following factor, the question which arises is that to deliver the services. The organization needs to get improved from time to time. In the present era, the technological factor is carrying a real significant factor which deliberately allows the organization as well its process to be easy, smooth and versatile. In short, it can be justified that with the presence of the technological services, the working pressure of the employees within the organization has become easy and breakable. These specific things are allowing the organization to grow. But the prime issue is taking place where the organization Tesco is unable to identify the proper use of these technological factors. The usages of the E-commercial tools has been recognized as one of the main issues which the organization Tesco is facing within its process. Although being such a successful company, still the organization is lagging behind some of its competitors such as Walmarts who has moved a bit ahead in this concern term(Garg, 2016).
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Figure 2: Problem Analysis
Source: (Garg, 2016)
The issue of e-commercial tools can be identified by illustrating the following statement that although the organization is accepting all kinds of payments methods such as with debit cards and credit cards still the organization have not yet updated with the present or current form of payment such as the PayPal or the WUT or wire transfer. So these are the primary factors which are deliberately making a statement of an issue for the organization. This following factor has also stopped some of the customers from buying products of the organization. The problem is also affecting the working process of the organization Tesco in other several factors such as their image factor. Due to the lack of the service or the e-commercial tools, the consumers of the organization are bound to come again for the concerned services. This result has a negative impact in the mind of the consumers, thus impacting the growth of the company Tesco(Hall and Shaw, 2017). The network service of the company is also making a negative impact as it is way slower as compared to others. This slow connectivity engages the consumers to complete their process and enables them to stand in the queue for several minutes. Apart from that some of the other issues which also have been identified are that as the organization is versatile in delivering products to their customer, there are often some of the stores which run out of stock. In simple words the strike runs off, this particular factor affects the consumer's point of view as the organization fails to meet the requirement of them which sometimes results in the shifting of the consumers to other stores and downfall of the growth of the organization Tesco(Ahn and Kim, 2018).
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Figure 3: Problem Investigation
Source: (Ahn and Kim, 2018)
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So these are some of the primary factors which have been briefly identified. The description of the problems, its nature, impact and scope have been vividly determined and descriptive. Now in this following part, some of the brainstorming solving of issues and creative technology of thinking will be discussed so that the organization Tesco can create steps for the rectification of the problems. Some of the techniques are as follows(Haupt, 2018).
1. The factor of mind mapping is undoubtedly one of the fundamental aspects which need to be achieved by the officials such as managers and the leaders within the organization of Tesco. The factor suggests that every idea is welcome. It does not matter whether the aspect is small or strong. The mind mapping allows the most trivial ideas to be implemented into the process to make the flow smooth. The mind mapping element also suggests that let the critical one save for the last but firstly let the smallest detail come in action as this will allow in gathering confidence and proceed further(Núñez. and Bolaños-Medina, 2018).
2. Similar to that of mind mapping, the factor of the checklist is also delivering some of the fundamental elements. While as a toddler, we often have several questions as well all are surrounded by a little knowledge and having a stereotype thinking. This is the reason why there are so many questions being asked, especially the word "why" is mostly being asked. The element of the checklist suggests the same word "why" to ask yourself before the beginning of the work. The essentiality is asking a bunch of questions to oneself, resulting in the finding of a solution. This is the technique of the checklist.
3. One of the fundamental techniques which deliver a straight solution to every problem is the hats of six thinking. The white hats raise the statement of facts; the red hat raise the emotion statement, the black hat raise the caution or judgement statement, the yellow hat is for the logic factor, the green hat is for creativity and the blue hat is for the controlling factor.
4. The fourth technique of thinking is the factor of lateral thinking which states that looking at things or products differently or obliquely. This technique is carrying one of the unique factors which suggest that things can be objectified more broadly or the positives can be drawn from it most efficiently. The whole element can be illustrated by providing an example such as a retailer is selling a tractor to a farmer. Now the entire context if seen linearly it will showcase the whole phenomenon in a way which will picture how high the tractors are as the retailers are about to get it sold. The thoughts and the thinkings things in a lateral manner will simply open up a world of possibilities and allowance, imaginative in some context but does make enough sense in reality as well. Now let's try to look into the entire factor in a bigger image. The tractor is the primary source of farming which is allowing the farmers to grow crops which lately are being consumed by the ordinary people for the sake of foods and resources. So this is just a basic example which illustrates the phenomenon of the lateral thinking technique, as this factor will help the officials of the organization Tesco in looking into things in another way. As a result, the whole phenomenon will engage the theme in identifying the problems and rectify it most possibly and efficiently.
5. This is a technique which is identified as child play, in short, it is like the co-curricular activities where two balls are present which consists of names and the one who picked up the balls needs to perform the sure things. This technique is known as the Random generation of words, and it has been suggested that the rectification of the issues need to be written on the balls and need to be implemented as per the selection. The organization Tesco is suffering from E-commerce tools, so concerning the following, the online generator solution can be written along with one another solution. Which one will be selected first will be used as a rectification within the organization (Hoover and Healy, 2017). 
6. The sixth factor, which is again making an impactable technique is the picture association. The imaginative substance is something which directly or indirectly plays with the emotion and the sentiments of the people around the world, as it is the basic human instinct or behaviour. The factor of picture imagination or association reflects an imaginative storyline. This particular phenomenon helps the people or the consumer to engage with the picture as their own. Along with that, the original substances also allow the people in prevailing towards creating fantastic ideas for innovative things.
7. Again, one of the fundamental techniques which are extremely necessary to be achieved in the working place. The change of perspective reflects some of the essential elements as keeping yourself in someone else's shoes is something else to be concerned about. The techniques of changing perspective help the individual in reviewing their process of work. In short, it can be exclaimed that the operation of the work which is being done continuously by an individual or an official such as manager or leader needs to be revised or reviewed by others some time. This factor helps them in rectifying the minor issues which are creating a significant problem for the organization. Along with that, the technique helps in critically encouraging and also stabs a critical evolution of the working style of the individual.
8. Lastly, the factor which has been identified as a technique to be adapted is called get up and go out. The human brain is something which does need some special treatment to be refurbished. The refurnishment will be established with the help of the fresh mind. Screening the working sector is a daily basis job but sparing some time to ownself will help in focusing more on the concerned role in a more efficient manner. Within the organization, the employees should get the allowance to take a walk for a minute or few and then return to work to focus on their allocated jobs efficiently(McGowan and Boscia, 2016).
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Figure 4: Brainstorming techniques
Source: (McGowan and Boscia, 2016)
The difference in between data and information is as follows,

	Data 
	Information

	The data can be identified as the raw elements or some of the random facts that need to be processed within the process of the organization Tesco. Most of the data are casual and straightforward, seemingly sometimes useless unless or until it is appropriately organized.
	On the other hand, the information is just a structured or organized version of the data. In better words, it can be exclaimed that the data are being configured and appropriately structured to make it a defined named called information.



So in regard of the upper differentiation, the statement can be exclaimed that the brainstorming tools which have been used in the top section of the study about identify the problems and provide a proper solution are the data which is unpolished, unstructured and unidentified. These elements or the tools need to be properly polished and then need to be used under the monitor and assistance of the management system such as the Human Resource management system to get proper results in the production of the company Tesco (McCormac et al., 2017).
[bookmark: _Toc37774559]Evolution of the options to make a decision  
1. Importance of information: To solve a problem and make the right decision, information is needed. The managers and team leaders of Tesco collect the data from different sources and analyze the data from different points of view. Because all the information is not necessary, so they keep the relevant information only to make an appropriate decision.
2. Decision-making technique: Tesco has applied different types of methods for decision making by using Gantt chart, swot analysis, pestle analysis etc.
3. Effective presentation of a case: Since 2007, Tesco opened more than 100 "fresh and easy " stores in the USA market. The company had only its small stores in the United States. Tesco was planning to set up its distributive network. For that, they would like to bring two suppliers to the United States market. The company found it so hard. So the company announced it would be selling the "fresh and easy" brand and leaving the U.S. market. The company had faced a loss of 1.8 billion dollars.
4. Action plan - Gantt chart: This is another crucial factor for Tesco to be considered. The factor strengthens the internal activities. It also helps to improve the relationship between suppliers. It is quite clear that the forecasting of sales mainly depends on the game of demand and supply chain of the market.  Supply and demand both are internally related. Tesco has managed it well in this current situation. Forecasting of sales is one of the most important processes which is related to the operating activities of Tesco.  The company has a good sales ratio. Their profitability and revenue generation ability are very remarkable. The trend for past year sales can be used to forecast future sales (Sharon  and Dori, 2017).
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Figure 5: Gantt chart
Source: (Sharon  and Dori, 2017)
5. Effective presentation of a case: Since 2007, Tesco opened more than 100 "fresh and easy " stores in the USA market. The company had only its small stores in the United States. Tesco was planning to set up its distributive network. For that, they would like to bring two suppliers to the United States market. The company found it so hard. So the company announced it would be selling the "fresh and easy" brand and leaving the U.S. market. The company had faced a loss of $1.8 billion.
6. Reasons for organizational change :
a. Tesco wants to be a successful retailer internationally.
b. The company wants to be as strong in non-food items as food items.
c. Tesco hopes to develop other retailing services like Tesco personal finance, Telecoms, Tesco.com etc.
d. The company wants to develop the core business in the U.K.
e. Tesco expects to reach all the customers through its business activities.
7. Pestle analysis : 
.a. Political factors: Since the company operates its business worldwide, the global political environment influences the activity of Tesco greatly. Different political activities like tax rate, acts of legislation, the continuity of the government and many more are critical for the company to be considered. (Achinas et al., 2019)
.b. Economic factors: Currently, economic instability is found all over the world. So the company should consider the financial factors very carefully such as- changes in tax policies, minimum wages law etc.
.c. Social factors: Social changes in different places are significant for the company.
D. Technology:  Nowadays, it is an age of technology. So technical factors are significant for the company.
E. Environment: Environmental factors also influence the activities of Tesco. Tesco is committed to reducing its carbon footprint. Tesco is decreasing their wastage which is produced by their stores.
F. Legislative factors:  Government policies and other legislations also hits the performance of Tesco directly.
8. SWOT analysis :
	Strength 
a. Biggest retailer:  Tesco is one of the biggest grocery retailers in the U.K. It is no one supermarket also.
b. Market share: Tesco captures the retail market in the U.K. with 27% of the market share. Recently it has become the most popular supermarket in Ireland. 
c. Several stores: in 2008, the company had 3751 stores, and now the company runs almost 7000 stores and outlets all over the world. 

	Weakness 
a. Failure in the U.S. market and Japan: Tesco failed to run its business in the U.S. market and Japan properly. That is why the company had to leave the U.S. market after five years and the Japan market after nine years. 
b. Clubcard controversy: Tesco has a Clubcard controversy in 2018 for which the company faced a massive backlash from its angry customer. 
c. Accounting scandal: in 2017, the company charged and fined due to presenting a false declaration of accounting and a misrepresentation of profit.


	Opportunity 
a. Joint ventures: Tesco has a chance to business jointly at those regions where Tesco stores are not performing well. 
b. Online shopping: Tesco can upgrade its online shopping business. 
c. Strategic alliances with other brands: Tesco can develop its partnership with other reputed companies or brands.

	Threat 
a. Economic crisis: Current economic instability all over the world may threaten the company. 
b. Giant companies: Tesco may get a threat from giant companies like ASDA, LIDL. They are Tesco's no one competitor.  
c. Brexit: Brexit may cause a threat to the company.



[image: ]

Figure 6: SWOT analysis
Source: (Kukuh et al., 2019)
9.  Change management-principle, implication, benefits
Change management: A change management is a structural approach by which an individual, a group or organization like Tesco transforms from its current state to the desired status in future.
Principles: The principles for change management that Tesco adopted :
a. Involve every layer: Tesco brings changes at every level of control and employees.
b. Starts from the top: Changes starts from the top-level management to bottom.
c. Regular communication: During the changes, proper contact with the related parties should take place.
d. Prepare for the unexpected: During the changes, an unwanted situation may happen. So all the parties should be prepared to face it.
e. Talk to the individual; Change is for both the company and the individual. So a conversation with the individual also should take place.
Implications : 
a.  To apply the changes, Tesco analyzes the PESTLE model first. The model includes political, economic, social, technical, legal and environmental factors.  
b. Currently, global warming is a big issue. So Tesco works to reduce global warming also. That is why Tesco announced a 0% carbon emission by 2050 as a part of the change.
c. Tesco provides better information on nutrition and health to develop a health awareness amongst its customers.
d. Tesco is working for demographic changes also among all races.
e. Tesco established an Internal support and recognition programme also for the employees.
Benefits : 
a. Reducing global warming is excellent to work. It helps to adapt to climate changes.
b. Tesco is also responsible for the consumption of alcohol.
c. Nutrition and health information helps customers to be more healthy and health-conscious.
d. People coming from different races and working together help to develop a unity which is useful for the work environment.
e. An Internal support and recognition programme helps to avoid conflicts (Cummings et al., 2016)
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In the following part of the study, the discussion will be made based on the plans, following the review of communication and the application of the decision making referring with the organization Tesco. Since in the first part of the study, the phenomenon of the issues has been demonstrated in the following survey. Some of the significant problems which have been identified are the use of the e-commerce tools within the process of the organization Tesco. Some of the underlying problem-solving techniques have been showcased in the study regarding that issue. Now, in this following part, the mentioned of the generic tool kit has been established to solve the problems which the organization Tesco is facing. The organization Tesco should use the toolkit of hybrid management along with that the method of the control which is a combination of strength of the six sigma management approach and the power of total management of quality. Under these methods the organization Tesco will be able to set some of the benchmarks in operation, and these methods need to be in the continuation under special surveillance of the officials. The identification of the problem can be tracked by documenting all the activities along with that the level of optimal functioning needs to be implemented within the firm. In relating to the following part, one fundamental factor which is required to be established is the proper treatment of the employees of the organization Tesco. The company needs to involve development and training methods which will allow the employees to get training and development skills as per required. This particular factor will help the employees of the organization to get to understand their responsibilities and roles within the organization. As a result, they will output a string report when encountered with the consumers within the organization (Nonis and Hudson, 2019).
[image: ]
Figure 7: Communication and Implementation
Source: (Nonis and Hudson, 2019)
The officials of the organization Tesco need to keep a strong view on the techniques and the tools which have been taken for the growth of the organization in delivering efficient results to the consumers. Some of the generic tools which have been made for the problem solving and decision-making process are the sigma six, generic toolkit of hybrid management, quality management and many more(Polka et al., 2016). These factors need to be strictly monitored by the management team or the leader of the group. These factors will help the organization in establishing a defined solution for the issues which is deliberately affecting the working synchronization of the organization Tesco. Apart from that, some of the factors which are also required for the management to keep in mind is the need of the customer. For this specific factor, the target needs to be created on the part of the consumer, which is interactive. The offerings of the company should also need proper monetization keeping the vision and the mission statement of the organization Tesco in mind(Steele et al., 2017).
[bookmark: _Toc37774561]Conclusion
Though Tesco is one of the largest companies in the U.K., it has also faced some major problems currently. In this report, those problems are discussed in many aspects. The problems are analyzed, and the effects are discussed here. Tesco faced Clubcard controversy problems, fraud accounting statements problems. The company faces a huge amount of loss in the U.S. market and the Japan market. That is why the company had to leave the market. The report shows here what kind of problem it was, why the company faced those problems, and after that, some major steps are taken to solve those problems. The company's SWOT analysis, PESTLE analysis are discussed here. Tesco has adopted change management which is also discussed here. The change management involves different major changes which are prescribed by the expert opinion. The company has announced some steps for climate change which are also discussed here. Finally, it can be said that the problems faced by the company Tesco are very crucial and critical. This should not happen in future. Other newly growing up companies may learn a lesson by studying this report. This report may help them to find out the organizational problems and the solutions performed by the company. (Stouten et al., 2018)
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