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[bookmark: _Toc120384867]Introductions- problem solving and decision making

[bookmark: _Int_FYojteA3][bookmark: _Int_cQTBEp5f]Context: A Problem solving is being in an unwanted situation where a person left to find the cause of the problem. Analise the situation and then decide to the best possible solution. Williams, SW (2001) explains “creative problem solving can improve the quality of our thought processes and increase the likelihood of uncovering optimal solutions.”  
Steve W. Williams (2001) “learning, understanding, and applying critical thinking and creative critical thinking skills can improve the quality of decisions that mean the most.”
Decision making is CMI (2015) “Decision making skills enable a manager to consider alternatives and use judgement to choose an appropriate and timely course of action.”
 
















[bookmark: _Toc120384868]Problem defined

[bookmark: _Hlk119881036]The pandemic of (Covid-19) in 2020 affected considerable number of retailers. The article Office for National Statistics, mentioned by Muhammed Khaliq (2021) “The impact of the pandemic on retail in 2020, including how the national and local lockdowns and restrictions impacted on retail expenditure.” This would have changed consumer spending towards TM Lewin products. Also in the Guardians, mentioned by Phillip Inman (2021) More than 1,400 firms went bankrupt last month in England and Wales, figures show. Substantial number of retailers going bankrupt meant TM Lewin going into administration and losing assets. In Business Leader, mentioned by Barney Cotton (2021) that the lockdown restrictions and ongoing supply chain issues meant transporting goods to non-essential stores was less of priority. This would have affected the less demand for TM Lewin clothing and problem causing the profit decline for TM Lewin. 
The aim is to understand all the factors causing the profit decline and the impact on the business of TM Lewin, a UK formal men’s fashion brand. The best decision to address the problem for TM Lewin profit decline is to identify the cause of the problem, analysis all factors and then have a clear plan implementation of solution. 
Overview of the content of this report is to discuss- problem defined. Already discussed this in the introduction. Then looking at the Scope of the profit decline, Impact on the business of TM Lewin and impact on the staff of TM Lewin. Then understanding the factors from Pestel analysis contributing to the complex problems of TM Lewin and a cause-and-effect analysis, using Fishbone Diagram for TM Lewin profit decline. A purposed grid analysis which will show solution meeting criteria. The evaluation will be the most recommended solution. The final decision making will be clear plan, action, and implementation charts that will help to restore the brands TM Lewin image and rebuild its profit margin. Ending with a conclusion, an outcome of the journey and outlook of the experience. 

[bookmark: _Toc120384869]






Scope and impact  

Scope of the profit decline: 
In 2020 (covid-19) pandemic virus leaving the UK to go in a national lockdown in UK, number of businesses to go into administration, including TM Lewin.
The problem was worldwide. It was a long-term problem. Lockdown restriction meant only most non-essential stores closed including TM Lewin
All TM Lewin shops in the UK affected, closing may of the stores and Sales rates continue to decline, potentially undermining the existence of the business. 
With cost of living squeezed, inflation, energy prices and commodity prices rising this affected consumer spending which led to declining profit for retailers like TM Lewin. 

Impact on the business of TM Lewin:
T M Lewin, established in 1898, fell into administration for the second time earlier in the year after it entered an insolvency process and bought by US-owned Torque Brands. 
In early start of the pandemic the company underwent changes for the betterment of the business, but this pandemic was much more challenging to keep up with sales as stores closed and as people working from home meant the demand for men’s formal was less. 
Also, issues with supply chain meant non-essential physical stores such as TM Lewin were less of priority when delivering any goods.
 
Impact on the employees of TM Lewin: 
This meant a threat to staff losing their jobs or made to be redundant.
Staff under financial pressures from inflation and cost of living crisis



 


[bookmark: _Toc120384870][bookmark: _Hlk120210977]Analysis of the organisation and problem  

Identifying causes of profit decline for TM Lewin by using PESTEL and FISHBONE framework.
Carruthers (2009) “THE acronym PEST aims to make us look at political, economic, social and technological pressures for change when assessing the business environment.”
"I have used a Pestel analysis to understand the external factors which may be the cause of profit decline for TM Lewin”
Political: work-from-home put in place to control the virus from spreading. TM Lewin store had to close as it is a non-essential store. Lockdown restriction meant only essential stores to be open. Social events cancelled to keep control any public gathering.
Economic:  rising cost increases in transport, energy prices, commodity prices and inflation had an impact on the business of TM Lewin as substantial number big retailers going into administration. TM Lewin retail going into administration meant risk of losing most assets.
Social: Cost of living being high meant consumer spending less meant consumer behaviour changed to what is priority in their spending habits. events cancelled meant demand for suits and formal tailoring was less and working from home meant men’s apparel - and formalwear hit hard.
As the factors such as technical, environmental and legislation there was no cause for problem decline. Although legislation is not an external factor but with the issues of supply chain the process of delivering goods to TM Lewin retailers would have slow down prioritising stores with essential goods and with lock down restrictions any paperwork would have meant slow down checks for exporting goods.





Analysis of the organisation and problem 

“I have chosen the fishbone analysis to understand the possible causes and effects of the problem, for TM Lewin profit decline” 
From the website mindtools (2022) it is Cause and Effect Analysis developed by Professor Kaoru Ishikawa, a pioneer of quality management, in the 1960s.

[image: ]
      
Pandemic: the cause of pandemic effected people to work from home as lockdown restriction put in place. This impacted TM Lewin as the consumers will be less likely to purchase any formal wear. Non-essential stores closed meant all TM Lewin stores would have closed too that would have affected the no sales. Events cancelled would have meant less demand for TM Lewin formal clothing.
Inflation: the effects of rising cost of energy prices, transport, and petrol, commodity prices, would have a significant impact on TM Lewin business as that will have fewer products to sell, potentially lowering profits. 
Cost of living: consumer spending toward TM Lewin would have changed as cost of living would be high. Financial pressures would leave consumers to prioritise what is important in terms of managing bills, mortgage, and essential needs of daily requirements. 
Product portfolio:  looking at a company's products and services and categorizing them based on how well they are performing and their competitiveness. Consumer having not enough variety of products would affect consumer in interest visual merchandising of products or having no option other than the formal wear.
[bookmark: _Toc120384871]Proposed alternative solutions that addresses the cause of the 
problem for TM Lewin 

Cause of the problem: The pandemic meant lockdown restriction affecting physical stores to shut down. This led to most TM Lewin physical stores to closed. This meant consumers would miss the whole experience of what to buy and going through different range and sizes.
Solution to this problem: online shopping TM Lewin website. During the pandemic online shopping was most popular. D. Tighe (2021) “in March 2020, about 40 percent of UK shoppers said they had been shopping more online, compared to before the coronavirus (COVID-19) pandemic. By February 2021, however, this percentage had grown to approximately 75 percent.” This would address another cause of the problem, which is transport price increased, consumers will save money travelling as they could browse sitting at home or anywhere.
Cause of the problem: with cost of living so high, consumer spending, and inflation. With the rising cost of everything it’s understandable how consumers priorities towards bills, mortgage/rent and household shopping would come first than buying a pair of formal shirt or trousers and the value of the product may not meet to their budget.
Solution to this problem: using promotion to make it affordable. Promotional events e.g., seasonal discounts for Christmas, black Friday and so. Changing strategy in how to sell certain item that would benefit consumers. e.g., two for the price of one. This would build consumer trust and reassure it meets to a budget acknowledging the current crisis of inflation.
Cause of the problem: TM Lewin only specialise in men’s formalwear and ranges. The design/style and variety limits to consumer expectation. consumer losing interest as the options are basic, could lead to them looking to shop elsewhere with innovative ideas.
Solution to the problem: enhanced product portfolio would allow the TM Lewin to draw back its costumers/consumers. Changing design, styles or adding more. Clothing line for unique events e.g., wedding. To go further to your marketing to multinational customers the product variety should be an option of men’s cultural wear or ethical wear just like other big brand like- NEXT retailers (2022) website https://www.next.co.uk/g552013s3/u09076#u09076 
[bookmark: _Toc120384872]
Evaluation  

Criteria- Grid Analysis: This decision-making tool preferred when making a choice where factors must balance.
Think insights- mentioned by founder/author Sridharan (2017) Pugh Matrix, it formalizes the decision-making process to help you select one or more improvement opportunities to pursue in detail. The Pugh Matrix uses specified evaluation criteria to compare alternative improvement opportunities.			
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Bailey and Lee (2016) “The rating criteria and relative weights for each criterion and rates the alternatives. The rating is multiplied by the weight, resulting in a score. The scores across the criteria for each alternative are added together, and the different alternatives are compared.”
The evaluation shows end results of the most appropriate solution amongst alternative solution is online scoring 38 with highest, then promotion 28 and the least scoring is product variety. This explains online is cost effective, no travelling so you save money. You can access on phone, laptop, or computer from anywhere, so costumer experience is high as its visually accessible. With costumer service there is always feedback option, so consumer is happy with their order. Quantity service/product would be easy to see if the certain product is available or not. The online solution is more doable for the decline profit for TM Lewin.
Problem: low profit
Solution: E-commerce
Outcome: increase in profit


 				
Plan for implementing solution, Monitoring and Review Process/System for TM Lewin 
Kabeyi (2019)- “implementation should be linked by an evaluation strategy to realize strategy success”
Bigcommerce (2022) “Ecommerce is business model that allows business and consumer to make purchase sell things online”
Action plan
	Action
(what)
	Description
(how)
	Timeframe
(when)
	Staff responsible
(who)

	Identify Ecommerce 
	HR and sales manager to research different models and document findings
	14/03/2022-
21/03/22
	HR and sales management

	Identify platform requirements (design, hosting, selling)
	Research manager looking for web designer
	22/03/22-
29/03/22
	Research manager

	Identify web builders 
	Web builders needs instruct design team 
	30/03/22- 
05/04/22
	Research manager and web designer

	Design platform for business to consumer

	Design team 
Create website for selling the products
	06/04/22-
12/04/22
	Web manager 




[bookmark: _Toc120384873]Monitoring
	[bookmark: _Toc120384874]Action

	[bookmark: _Toc120384875]Description
	[bookmark: _Toc120384876]Timeframe
	[bookmark: _Toc120384877]Staff responsible

	[bookmark: _Toc120384878]Sales and customer
service 
	 Weekly sales report and delivery report 
	13/04/22-
19/04/22
	[bookmark: _Toc120384879]Team management

	[bookmark: _Toc120384880]Website traffic
	[bookmark: _Toc120384881]Using Website Network traffic indicators
	20/04/22-
27/04/22
	Web designer 



Sales and how indicate how much its making and website traffic will indicate the online business effectiveness at attracting audience.

[bookmark: _Toc120384882]review  
	KPI
	Description
	Timeframe
	Staff responsible

	Sales
	Using annual report
	Monthly x 3
	Hr and sales team

	Online Performance 
	Customer feedback report
	Monthly x 3
	Hr and sales team



Sales every 3 months including custom feedback will indicate profit return and customer expectation.
[bookmark: _Toc120384883]
Conclusion
To summarise all I have identified the nature of the problem that has impacted the business of TM Lewin and its staff and the decline profit of sales. Looking at the cause of the causes and narrowing to three potential causes and finding three practical solutions. Then using a grid analysis making decision of the best possible solution which creates an innovative online shopping experience that would regain consumer trust and restore the profits loss. My plan of action is to look at the model of business which would be E-commerce business to consumer, looking at different platform, building web with experienced staff and liaising weekly basis with senior position members. Then monitoring sales/delivery and web trafficking to keep on top of sales and record the consumer site seeing. Again, members must report weekly to other senior members and finally review on KPI. With sales and online performance every 3 months will help understand the position of TM Lewin and how satisfied consumers are with all feedback. All thought this plan is an assumption of success that could benefit the business and regenerate profit and restore to its former reputation but with a new and innovative online shopping image. 
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