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[bookmark: _Toc71763007][bookmark: _Toc79950409]Introduction
A problem arises when a firm faces an unfavorable situation that brings about adverse outcomes for the organization. It is only natural that organizations will face different types of problem while doing business. Some of the problems are routine in nature and solved easily (structured problems). In contrary, some problems are highly complex, novel, and difficult to solve (unstructured problems) (Baker, 2016).Organizations need to develop the capacity to take appropriate decisions to solve any problem in an effective manner. A decision refers to the process of choosing between two or more outcomes. This report will explain the problem solving process used by an organization to tackle a work-based problem. The report will illustrate the problem solving techniques used to aid decision making in organizational contexts.   














1. [bookmark: _Toc79950410]Workplace problem at Unilever, its scope and impact
This report will explain problem solving in the context of Unilever Ltd. Unilever Ltd. is one of the largest British multinational FMCG Company in the world. The firm has more than 400 brands and reported a turnover of 51 billion euros in 2020. Its products are sold in 190 countries. As a multinational company operating in a dynamic business environment, Unilever often has to face unexpected situations and problems that require prompt attention (Taylor, 2020). One such hypothetical problem will be analyzed in this report to illustrate the applicability of problem solving tools and techniques. 
The scope of the problem is related with deciding on the introduction of a new product. The intense competitiveness of the FMCG industry and rapid changes in consumer preference necessitates firms to redesign their product portfolio by introducing new products. Unilever, too, is considering launching a new product. There are different types of products that it can launch. For example, soap, detergent, shampoo, moisturizer, deodorant, food items etc. Such a wide range of alternatives poses a problem for the firm. Unilever must critically analyze the problem to ensure that the most prudent decision is taken as anything to contrary will have numerous significant adverse impacts (Heizer. 2020). Firstly, developing a new product will require the firm to incur hefty costs on account of research & development, product testing, product manufacturing, commercialization etc. Choosing the wrong type of product to launch will result in a wastage of this significant investment and this will serve as a financial blow for Unilever. Secondly, one of the main strengths of Unilever is its superior brand image and reputation. The launch of an inappropriate product might tarnish this brand image and damage the goodwill of the organization. Thirdly, an inappropriate product is more likely to fail to impress customers upon launching. In such a situation, the sales revenue and profitability expected from the product will not materialize. This will harm the financial performance of the organization (Brassington and Pettitt, 2006). Fourthly, choosing the wrong product might adversely affect the balance of the overall product portfolio. Finally, a poor product might result in customer dissatisfaction and this will result in a deterioration of the firm’s competitiveness in the industry.  This manifold impacts of a wrongful decision clearly indicates that is extremely important for Unilever to ensure that the problem is solved judiciously. The firm therefore should attempt to solve the problem in a systematic and scientific manner with the aid of robust problem solving techniques.   
2. [bookmark: _Toc79950411]Analysis of Information regarding the problem
Once a problem has been identified and defined, the firm needs to identify, analyze and summarize all information relevant to the problem. This is vital as the analysis of these information will allow the decision makers to better comprehend the problem and thereby identify viable alternatives to solve the said problem (Allison, 2011). 
In order to take the correct decision, Unilever needs to analyze various types of information. The firm needs to identify and analyze the main criterions to be used to assess the proposed alternatives. These attributes represent parameters against which the alternative solutions need to “perform” well in order to be considered for implementation. The decision attributes that are relevant to Unilever are as follows. 
Sales and Profit potential
The expected sales revenue and profitability of each of the proposed products needs to be calculated and analyzed. Ideally, the product which has the greatest potential sales and profit figures will get preference for introduction to the market (Eisenführ, Weber, and Langer, 2010). 
Customer needs and preferences
The needs and preferences of the customers will influence whether a market gap exists for a particular type of product. There is no point in launching a product for which there is no demand among the customers (Allison, 2011). Thus, Unilever needs to conduct a thorough market research to gauge customer sentiment regarding potential products. 
Cost of development
Developing and launching a new product is a costly affair. Unilever needs to forecast the investments that will be required to develop each of the alternative products. In order for a proposed solution to be feasible, the value generated from launching that product should be greater than the cost of developing it (Heizer. 2020). 
Compatibility with other products in the portfolio
Unilever possesses an enviably rich product portfolio with numerous brands in the same product line. This also means that there is always the risk that a new product might adversely affect the performance of existing products. For example, the sales of the new products might cannibalize the sales of an existing product. Thus, Unilever needs to collect relevant information with respect to this factor. 
Once information about the decision criterions are analyzed, Unilever needs to collect information regarding the different problem solving techniques and analyze the information to ascertain which technique or techniques will be most appropriate to solve the given problem (Taylor, 2019). For example, introducing a new product will have financial implication for the organization and thus capital budgeting technique like NPV analysis, IRR analysis, payback period analysis etc. might be appropriate. Similarly, a grid analysis is an objective means of arriving at a solution and thus it is also an appropriate problem solving methodology for Unilever. 

3. [bookmark: _Toc79950412]Range of alternative solutions to the problem
There are a range of alternative new products that Unilever can launch in the market. These alternatives are listed below. 
1. Soap
2. Detergent
3. Shampoo
4. Crisps








4. [bookmark: _Toc79950413]Application of the Decision making technique 
The alternatives proposed above need to be analyzed using decision making techniques to identify the most feasible alternative. There are several decision making techniques that can be used by Unilever. Firstly, it can conduct a cost-benefit analysis to qualitatively assess the viability of each of the alternative solutions. Secondly, a SWOT analysis can be done to identify the feasibility of the alternative (Tavakoli, Davies, and Thomson, 2014). Thirdly, a net present value (NPV) analysis can be done to determine which product, if launched, will add the greatest value to the firm. Such a NPV analysis can be complement by calculating the internal rate of return or IRR. Finally, a grid analysis can be conducted to objectively rank the proposed alternatives based on their ability to meet the decision criterions previously identified (Sanderson, 2006). This report will illustrate the application of the grid analysis approach of decision making. 
A grid analysis technique marks or scores each of the alternatives on a given scale against each of the decision criterions. The scoring is done based on the information and analysis done by the organization. A high score reflects that a particular solution has met the decision criterion well and a low score implies the opposite (Krantz, 2012). The scores assigned by the decision makers of Unilever to the alternatives is as follows. 
Table 1: Scores of alternative products, Source: Author
	Decision Criterion
	Alternative products

	
	Soap
	Detergent
	Shampoo
	Crisps

	Sales and profit potential
	6
	5
	6
	7

	Meeting customer needs and preferences
	5
	7
	7
	5

	Cost of development
	5
	6
	6
	8

	Compatibility with other products in the portfolio
	4
	7
	8
	9

	Total
	20
	25
	27
	29



As can be seen, the product “crisps” has the highest absolute score among the different alternatives. It is closely followed by “shampoo”. “Detergent” and “Soap” seem to be the least viable solutions. However, the absolute scores are not enough to arrive at a decision. This is because the different decision criterions used in the grid analysis are not equally important and thus it is possible for an alternative with a lower score to be a better solution provided it meets a “more important” criterion compared to the other alternatives. Thus, the decision makers at Unilever need to assign weight to the decision criterions based on their importance. This is done as follows. 
Table 2: Weight of decision criterions, Source: Author
	Decision Criterion
	Absolute Weight
	Relative Weight

	
	
	

	Sales and profit potential
	30
	0.300

	Meeting customer needs and preferences
	40
	0.400

	Cost of development
	10
	0.100

	Compatibility with other products in the portfolio
	20
	0.200

	Total
	100
	1


 
The above weights imply that the management of Unilever consider the ability of the products to satisfy customer needs and preferences as the main decision criterion. That is why it has been assigned the highest weight. The sales and profit potential is also understandably vital for the management. The cost of development is the least important decision criterion probably due to the abundance of R&D budget available to Unilever. Once the weights have been assigned to each criterion, the management can compute the weighted average score of each alternative by multiplying the previously assigned scores with the weight (Krantz, 2012). 
Table 3: Calculation of weighted average score, Source: Auhtor
[image: ]
The weighted average scores provide an interesting result. The product “Shampoo” has the highest weighted average score of 6.80 followed by “Crisps” (6.70), “Detergent” (6.30), and Soap (5.10). Thus, the weighted average score shows that developing and launching a new brand of shampoo is the most feasible solution for Unilever despite “Crisps” having a higher absolute score. The higher weighted average score signifies that “Shampoo” performed better with respect to vital decision criterions whereas “Crisps” mainly performed well against minor decision criterions. 


















5. [bookmark: _Toc79950414]Implementation plan and communication with stakeholders
Unilever will develop and launch a new brand of shampoo in the market based on the results of the grid analysis. In order to implement this decision, Unilever has to formulate a strong execution plan. Firstly, Unilever will raise the form a committee to oversee the implementation of the decision. The committee will comprise of relevant employees from different departments of the company. Secondly, a budget will be calculate and necessary funds will be collected to fund the product development (Taylor, 2019). Thirdly, the product development process will be initiated. This process will comprise of six steps as illustrated below. 
[image: ]
Figure 1: Product development process, Source: (Brassington and Pettitt, 2006)
Finally, after commercialization is done the quantitative and qualitative performance of the new product will be assessed. Modifications will be made to the product and the marketing mix based on the performance (Brassington and Pettitt, 2006). 
In order to effectively implement the solution, Unilever will require a cooperation from all relevant stakeholders. This is only possible when the management of Unilever communicates the plan with the stakeholders and gets them engaged in the implementation process. To do this, Unilever must identify the relevant stakeholders and develop communication strategies for each. For example, customers can be notified about the new product through the promotional mediums of the company (Baker, 2016). This could be television adverts, bill boards, marketing campaigns etc. Focus group discussions can be held prior to the launch also to communicate with the customers. Employees can be communicated with via official mails, discussion forums and memorandums. The support and permission of the regulatory bodies needs to be obtained by approaching them through the formal application channel. Finally, investors and creditors can be notified about the plan through the annual report and disclosure of price sensitive information report (Heizer. 2020). 


















6. [bookmark: _Toc79950415]Monitoring techniques 
A combination of control techniques will be used to regularly review and monitor the implementation of the solution. A Gantt analysis will be done to measure the extent to which the firm is being able to implement the new product development as per the originally envisaged schedule. Deviations will have to be addressed by redesigning the work-breakdown system. The budget of the product development project will be constantly monitored to ensure that the costs do not exceed the forecasts (Sanderson, 2006). A cost variance analysis will be used in this regard. Milestone analysis can be done whereby the firm will develop time bound key milestones for important aspects of the implementation plan. The achievement of the milestones will then signify the progress of the implementation. For example, the development of a successful prototype might be the first key milestone. Similarly, successful test marketing might be the last key milestone (Allison, 2011).  













[bookmark: _Toc79950416]Conclusion
It is important for firms to have strong analytical thinking ability since that assists them in taking prudent decisions to solve complex problems. The management of a firm needs to be well educated on the different problem solving techniques and should not hesitate to apply these techniques while addressing complex problem. The consistent solution of complex problems might provide a firm with distinct edge over competitors in the market. 
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Relative

Weight Soap Detergent Shampoo Crisps

(i) (ii) (iii) (iv) (v)

Sales and profit potential 0.300 6 5 6 7

Meeting customer needs and preferences 0.400 5 7 7 5

Cost of development 0.100 5 6 6 8

Compatibility with other products in the portfolio 0.200 4 7 8 9

Total 1.000 20.000 25.000 27.000 29.000

Relative

Weight Soap Detergent Shampoo Crisps

(i)*(ii) (i)*(iii) (i)*(iv) (i)*(v)

Sales and profit potential 0.300 1.800 1.500 1.800 2.100

Meeting customer needs and preferences 0.400 2.000 2.800 2.800 2.000

Cost of development 0.100 0.500 0.600 0.600 0.800

Compatibility with other products in the portfolio 0.200 0.800 1.400 1.600 1.800

Total 1.000 5.100 6.300 6.800 6.700
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