Alexandru Venin (2129205) Problem Solving and Decision Making (BMSW4004_LON) Written Assignment

Introduction

Problem solving skills can take place in any situation and every business, therefor it has many necessities and importance that it provides us with. 

Thanks to problem solving skills we can identify a complex problem within an industry or even in between people and find the appropriate solutions as soon as possible. It helps us work under stress in a very calm manner and keep focus. They also help us with improving ourselves and progressing in our career.

Sainsburys is one of the biggest chains of retail companies in the UK, they consist of facilities such as ‘supermarkets’ that provide customers with fresh products (Foods, Drinks, Home Items, Baking, Sweets, etc.)

The Complex Problem

The Complex problem in one of the facilities in Leicester has been affecting productivity and dropping sales in the business. The complex problem is ‘’Long waiting times in checkouts’’. Because of the mentioned problem, it can affect the company dramatically if it becomes too consistent, sales can potentially drop, and customers may leave bad reviews which ruin not only profits but also the company’s reputation.




Analysis Information
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25 Great Fishbone Diagram Templates & Examples [Word, Excel, PPT] (TemplateLAB, Nd).


The root causes of the complex problem as we can see in this diagram are ‘’not enough self-checkout machines and not enough staff’’.
Beyond the root causes we also can see possible causes such as long queues, customers losing patience, customers leaving and customers leaving bad reviews for the company and their experience.

If these root causes are not identified and solved quickly the company can suffer and or even cease to run. It is important to understand what the root causes are, where they come from, what they can potentially cause or affect and finally what kind of complex problem does it all add up to. After identifying the root causes, we can always find a solution and make a change if needed.

APPLYING SITUATIONAL ANALYSIS MODELS

(SWOT ANALYSIS)

Strengths: Many facilities throughout the UK – Strong Marketing 

We can see that the company’s strength is very strong marketing which would help any company in the world. It is very crucial because that is how people know what they company is, how efficient it is, and what they provide.

Weaknesses: Not International – High cost of operation – Low profits

The weaknesses being Not international – High cost of operation – Low profits can bring the company in a predicament because if not big or efficient enough to expand even internationally it caps their profits. Also because of a set of legislations and the pandemic and Brexit, a lot of companies could not expand internationally. Their high cost of operation can affect their budget and profit, if cost is needed more for operation there isn’t room for other assets.

Opportunities: Merging with other brands – international markets

The company has many opportunities such as merging with other brands which helps them become more known and build trust within other companies but also their consumers. It builds reputation and helps with profit.

Threats: Inflation – Not enough customers – not enough profits

Threats such as Inflation can affect any company out there and Sainsburys is not any different. When everything goes higher in cost, businesses are forced to high up their costs as well so they can meet their goals but also keep up with prices and budgets.

Not enough customers can be very dangerous because, without customers there is not business. Without customers there are no sales and without any sales there is no profit.

And not enough profits means that the company will not hit their goal, they will not be able to support their budget and eventually the company will go bankrupt which also means that the company will not be running anymore.
SOLUTIONS

Hire more staff. If there is more staff, there are more option for people to checkout and be quicker with sales.
Get more self-checkout machines. If there are more self-checkout machines, it also increases options but also makes it a lot faster and promising.
Open more tills. Opening more tills increases options too, but it requires more staff, and it is not always dependable or promising.

EVALUATION OF SOLUTIONS
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As seen in the grid above we can determine that the most appropriate solution of all is ‘’more self-checkout machines’’ throughout the facility, knowing that budget may vary but be very hefty, at the same time it does not require too much time to process not to mention how effortless it is to get them installed by a supplier. It is also the best solution because thanks to having more checkout machines it increases options for customers to buy goods faster and not queuing for too long.

IMPLEMENTATION OF THE SOLUTION
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Online Adkar Template
(Visual Paradigm, Nd)

The stakeholders of Sainsburys just like most companies out there are customers, employees, suppliers, investors/shareholders, reviewers, researchers, and the local community around the business and or facility.

Employees are responsible of the well being of a facility for the company. They need to make sure everything runs smoothly, and sales are made, also customers are happy with their experience.

Suppliers are responsible for providing items for sale throughout the facilities. They deliver specific items such as (Food, drinks, etc.) and its their role to deliver those goods in an outstanding condition and on time.

Investors are people who may put money into their business to buy and own a very small part of the company, in the future if the company skyrockets, they can profit from it as well, because they own a small part of it.

Or some investors may be people who have loaned money to the company for it to be able to start, they saw an opportunity and promise into the company and helped them financially for a specific amount of equity of the business.

Reviewers are people who review a variety of companies and comments on social media about their experience. They are supposed to be honest with their experience and provide information for people who might want to use the company’s services in the future.

Researchers are people who research about the company for information, and it is totally up to them on how that information is used, hopefully very carefully.

The Local Community consists of people around the business who already are aware of what the business is and what they provide, it is best for them to be informed of news considering potential customers are included.
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Power/Interest Grid for Stakeholder Analysis (Offidocs, Nd).

This grid helps us understand the influence and interest every stakeholder possesses. Customers and Shareholders are high influence and low interest because they are stakeholders that should be kept happy because without them the business cannot run.

Employees and Suppliers are both high interest and influence because they need to be managed thoroughly and they are a critical asset of the company considering they are taking care of the facilities and running them.

Reviewers and Researchers are low interest and low influence because people who review the company cannot make a huge difference without solid proof of the company’s misdoings or even profits. Same goes for researchers because all they require is information regarding the company which can be found easily. These are the stakeholders that require effortless monitoring.

And lastly, we have the Local community which are high interest and low influence. These are the stakeholders that require to be informed because without them the business is not known or talked about. Marketing helps informing the local community and letting people who the company is and what they provide. They cannot influence the company much because of their lack of power or position.







COMMUNICATION PLAN WITH STAKEHOLDERS
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Stakeholder Communication Plan
(Balendran Kandasamy, 2023)

In this communication plan we can determine the stakeholder’s power/interest, key interests, the way they are communicated and the frequency.

Customers buy products and are communicated by social media and generally marketing. They are informed of changes and how long it may take and what it is 1 month before the change takes place. It gives customers time and excitement of something new.

Investors invest into the company in some way there for they are communicated via email or text. If changes are made, they are communicated a month before the change takes place as well.

Suppliers provide items for the company/facilities, therefor they are communicated via Email, text and or phone. We let them know a week before the change takes place, because they do not require much time to adapt into the specific change therefor it can be quick.

Local Community are people around the business, people who may be interested to buy our products in the future. If changes are made, we let them know 1 month before just like our customers, but they are known as ‘’potential customers’’.

 Researchers are people who research about the company for a variety of reasons. We let them know 2 weeks after the change, it is more wise because it gives time to the change to adapt and also us time to determine if the change is going well.

Reviewers are pretty much the same as researchers, the only difference is they review a facility or company depending on their experience for future potential customers. Therefor they know about the change 2 weeks after because of the same reasons as the researchers.

MONITORING AND REVIEW TECHNIQUES

If there is a gap in Awareness, it means that the higher position staff such as managers and supervisors should inform the rest of their team of an upcoming change. Giving them time to accept but also prepare of such change depending on what it is. It is also very important to let them know what the change exactly is and how it can affect every single role throughout the company.

If the gap is in Desire, it means that some of the staff may have a variety of reasons to not accept such change. It is a must to identify the reason why they will not proceed and meet their ground, try to negotiate, and make them understand why change must be made. In some cases, regardless of negotiation and understanding some changes cannot be accepted from some people, therefor they might face consequences such as being fired or moved to a different role or facility.
If the gap is in Knowledge, the correct approach is to try and develop in skills that are required in order for the change to be made. Training to gain the necessary skills is a must. Knowing how to change and what it requires is a critical point as well.

If the gap is in Ability, the correct solution would be training staff and helping the progress as they go. If needed coaching them can help them build confidence until they feel comfortable enough to do it by themselves.

If the gap is in Reinforcement, it means that the change has to be made no matter what. There is a high risk if change is not made, therefor they need to push it forward. Higher position staff such as Seniors and Managers will take place and coach individually depending where it is needed or where the gap lies on.

CONCLUSION
In conclusion, in such a large retail chain in the UK they are facing a complex problem ‘’Too long waiting times in checkouts’’ which effects the company in both productivity and reputation.

A lot of analysis about the business has been made so we understand what the business is, what its strengths, weaknesses, opportunities, and threats are.
After our SWOT analysis we could determine how to solve the issue and keep analysing further in more depth. We have analysed the facility’s complex problem, its stakeholders and their influence and interest, we also determined which solution is the most appropriate for said problem by using budget, time and effort, the best solution was ‘’more self-checkout machines throughout the facility’’. Created an evaluation but also implementation of change and the problem.

A communication plan with their stakeholders which help us get into more detail about them. And finally used monitoring and review techniques in order for change to be successful no matter what situation may occur and make it as efficient and fair for everyone that could be affected. 
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