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1. Introduction 
The purpose of this report is to present an analysis of a problem in the workplace Parfum Company in particular. The main focus of this analysis is to identify the main causes of the sales loss from 2018 vs. 2019 in Harrods department store.
Using annual company reports, sales patterns, customer trends and sales trade reports will aid in identifying the main problem which is the high discrepancy between sales and ways to improve it. The aim is to prove how a problem can be identified within the workplace by using research and analytical thinking as well as graphs. By the end of this report using research and literature it will present in detail how to identify a specific problem at work, will find solutions and alternative solutions to the issues identified. It will show elaborated method of how to identify problems within the work place.
The base of this report will be using models from literature will describe ways of implementing the solutions how to successfully make a plan on implementation and the monitoring and review of the problem.

2. Company and the Work Problem Impact 
Parfum Company is a renewed fragrance company which was launched in 2011 in Harrods. In 2012 The Parfum Company launched 6 boutiques in the Middle East and another 10 in the USA, China and Europe main land. In mid 2018, from a range of 50 products displayed for sale they have reduced it to 30 products as it was a very to sell this resulting in decreasing the number of staff working for the company. 
Parfum Company is having a great range of fragrances, body creams, candles and hair sprays.
Overall is target and are mainly making fragrances for Middle Eastern customers, as they are the highest paying customers in this trend; however there are a lot of other products which will suit the domestic customers or other nationalities.
Parfum company seen a great growth of sales from launching 2011 until late 2017 when there was a slight decrease in sales which continued even at a higher level and speed in 2019.
In 2017 Partum Company had a slow increase of sales starting from May to end of December 2017.
However from January 2019 until today the sales keep on decreasing and sometimes the till doesn’t even open due to the lack of customers. Because of very small sales a lot of the members of staff had to be made redundant. 
If at the opening the company had a counter 6 people working as full time now in 2019 there are only 3 members of staff. 
The Partum Company losing sales with the domestic customers has had a great impact on the sales annually as well as 2 branches in the Middle East were closed and another 2 in USA and 2 in Europe.

3. Work problem Analysis
From launching in 2011 the company has hired the most qualified members of staff and had seen a great success in sales hitting 1 million pounds every year only in Harrods branch.
However from 2017 the sales started to decrease to nearly 50% of the average.
2017 for The Partum Company has been a tough year with some of the most qualified members of staff leaving the job to continue their endeavors somewhere else. In 2018 there has been slow increase of the profit however didn’t make much difference. The Partum Company decided to take action and resolve the case trying to find out the main factors internal or external that could affect the sales so severe. 

4. Internal and External factors of the Partum Company
The largest and most critical factors affecting the sales internally are the product itself. If the product does satisfy the needs of the customers but the price doesn’t that is very likely to affect the sales.
Every company should enhance the products be mindful of the changing trends and tastes in customers patterns (Maund 2017). 
The marketing strategy is a factor that could affect the sales.
Marketing strategy should involve a good selection of correct target market, a suitable distribution channel even the brand awareness and the correct price for the product offered (Adair 2013)
Internally the personnel could possess a high threat to sales due to the lack of product knowledge, lack of training and even, the managing that deals with the suppliers and verifies the product quality from factory to the shelf.
External factors could affect the sales are very various some being more influential than others. 
One of the most important external factors is the consumers and the buyer expectations. The customer's preferences and trends as well as their expectations regarding the product quality vs. price, together with the product package and/or product delivery.
For The Parfum Company the competitors market position is very important as a numerous of new brands as launching on the market with similar quality products but at however a lower price poses a threat to the sales of a fully matured established company. The company cannot control the customer expectations it can only adapt the production and review the marketing strategy to exceed the new customer requirements. 
The fragmentation and the niche markets, with boosting technology many sellers lean towards offering many customized solutions to the client preference such as buy one get one half prices or free delivery and many more options available. The luxury brands are competing with each other by leading to the emergence of smaller markets or other specialized segments of the field. This leads to a decrease of the sales of products of a company.  

5.  The Fishbone analysis 
Sales decrease:
Under the fishbone analysis using 4 P's method I have identified four main causes could lead to the sales decrease.
Causes which I gave details below, as per the Fishbone graph. 
 (
Production 
People
Place
Price
Problem
)Production 
· appearance of the product
· location of the warehouse
· length of production
· cost of production
· [bookmark: _GoBack]packaging costs
· wrong packaging (name not displayed correctly)
In the production process I have identified five main causes which could lead sales decrease and could posses an issue to the sale power of the product. Appearance of the product could be one of the factors could actually make a product more sellable or less as it is the main point of contact with the customers and plays a vital role in attractively of the client. Location of the ware can slow down the delivery process and could lead to the product being out of stock often. The length and cost of the product could oppose a serious threat to the sales as longer it takes for the product to be made and costs of it could lead to loss of sale. For luxury niche brand the packaging should be spotless and on point, if the package is not correctly made or the name of the product is not closely visible could show in the customer preference. 

People
· targeting only one type of customer
· not presenting the other products
· customer approaching
· language barrier
· product knowledge
The member of staff targeting a certain type of clientele and presenting just some products without making available the whole variety of products to the clients discretion. 
Customer approach is a very important key factor when presenting the product and the way of presenting the product, could create the language barrier not being able to actually present the brand and products in a natural manner. 
Price
· price point too high
· negotiation
· high price all year round
· no sales 
· no promotions
· costs of manufacturing the fragrance
· costs with packaging
Having luxury products involves a price to mirror this  and negotiation should not be an option in this field. However the price point being too high without any sales or promotion throughout the year or on special occasions such as Christmas or Easter when people usually buy luxury products to gifts to their loved ones, could possess a threat in sales. Using the finest ingredients around the world and some of the rarest ingredients together with a luxury packaging suggest high investments into the product hence why I high price, could attract only a specific clientele which can lead in being bought by certain people not being easily available to the other customers. 

Place
· high end department store for middle eastern customers
· out of stock in department store
· changing counter in the department store
· Place not very popular for all range of customer.
As a niche brand, the main focus of the company is a niche market, and department store is one of the places for it. Nevertheless department stores are not popular for all people. If the product is not available in the department store or changing the counter where the product is sold appose a serious threat to the sale power of the product. 
6. PESTLE Analysis
· Political:
The UK government policies and the decision taken to leave the EU is leaving all the businesses with a weaker pound value and could create some restrictions on the future of goods trade, which in our case  could affect our import of fine grade oils.
Our global trade agreements could be threaten by increasingly high prices of the raw goods import/export we need to run the business smoothly and offer luxury products. 
Our profits could be affected by each annual tax increase per business size and yearly made profit, as well as imported goods which could be very rare ingredients.
· ECONOMIC:
Exchange rates might increase as UK is waiting Bruit so it might affect the sales and purchases from outside the UK as well as from the other non EU countries.
The cost of living is increasing, and customers change their interest towards basic needs rather than luxury.
At the moment the labour costs is quite high and it might go even higher after the Brexit as there will be no free movement in to the UK.
We have seen that the customer luxury spending habits changed in the last 5 years as the populations were scared of an imminent 
· SOCIAL:
Consumer's trend, taste and fashion have a huge impact on the investment customers do on the day to day life for regarding food drinks, clothing or luxury goods. We analysed the entire factor influencing our business and we have found that the social and economic ones are the most important factors can affect our sales and growth. Our business depends on the customers trends taste and habits.
· TECHNOLOGY :
Social networking is playing a very important role in how we market and advertise our business online. Our guests can easily access the online portal to make orders, review our service or by using their social media accounts to distribute and share with their friends their current status they help with promoting our business at no extra cost. Automation and Innovation are two key factors we rely on for a fast service, our guests being able to use our online application to order their favourite luxury products some which could be free delivered. The Parfum Company has one of the greatest securities in the area being part of one of the most exceptional Store Departments in the world being fitted with high speed cameras and anti-theft 
· LEGAL:
Legal factor have a medium risk in affecting our business as in the UK laws are fair and carefully chosen. 
However Animal Rights laws don't give us the right to use animal products for our products nor animal testing. We have attached few examples of few laws could affect the business profit.
General examples of Legal Factors affecting business  
Consumer law
Discrimination law
Copyright law
Health and Safety law
Employment law
Fraud law
Animal Rights
Import/Export law
· ENVIRONMENTAL: 
      Environmental factors can be explained as identifiable elements within the cultural, economic, demographic, physical, technological or political environment which impacts the growth, operations and survival of an organization. Environmental factors can be both internal as well external for the business.
Example of factor with high risk: 
Ethical sourcing of our ingredients, transportation, natural resources, recycling.


7. SWOT analysis of the Parfum Company
Strengths:
· Using finest ingredients in the world.
· high grade oils in making the fragrance
· world renowned perfumer creating the formulas
· new brand on the market in its field
· qualified staff
· ability of regular training 
· product knowledge
· long lasting fragrances
Weaknesses:
· high price per product
· only one boutique in all UK
· labor costs for qualified staff in the field
· rarity of the ingredients
Opportunity:
· low level of niche brands on market
· demand versus production
· increasing demand in luxury products
· customer buying trends
Threats:
· same quality brands vs. cheaper price
· new luxury products on the market

8. The complex work problem
· Analysis of the work problem
The main problem in Parfum Company is the decrease in sales from 2018 vs. 2019.
The sales have dropped by 50% in 12 months time.
After intensive research on this issue we believe that the decrease in sales would come from the high price of the product and lack of knowledge. 
The Partum Company therefore starting a very assiduous project in getting the sales back on track, however the price is not lowered.
The decrease in sales started to rise at the end of 2017 which was supposed to be one of the best months in the year for selling luxury products.
We have verified and analyzed the overall sales throughout the year 2018 and we noticed a small change in customer buying behavior.
However again at the end of 2018 the selling ability of the product was nearly zero with products not even leaving the shelf. The decrease followed in 2019. We are starting to believe that the problem is not the price of the product but the actual customer service we are providing and the customer experience. 
In shortage of qualified sales assistants we have hired young students who do not actually care about making a career but more of earning money during studies and commission.
9. Analysis of the causes
· Who
Who is responsible for losing sales? 
We believe focusing mainly on Middle Eastern customers we miss out on all other domestic consumers who can become a great source of our income.
Members of staff are the main point of contact with the customers. If the Sales Associate doesn’t attract other customer and try to show other products as well except the ones that are designed for Middle Eastern customers there are lost sales and no target achieved. We believe this became a trend in trying to sell to Arab customer as they have lot money which is not entirely true; however we have other customers buying more expensive products from us which shows there are people who want our product from the domestic range of clients. 
· What 
On the note of what could affect the sales, I believe that service and the product are the main two points we should refer to. The service provided can be a possible threat.
If the staff which are main point of contact between product/brand and client are lazy and lack knowledge regarding the luxury products overall can diminish the sales. 
The service should be luxurious and give each customer exceptional customer experience. Nevertheless service should be always the employee main focus when selling, and should always focus improving these skills. 
· Where
The place where the product is sold should be an appropriate place for appropriate clientele. You cannot sell luxury products in a market.
However if the luxury products is sold in a not very popular place for all types of customers this creates a discrepancy in who actually buys the product and who is just browsing. As we have seen lately most clients who go to a very reputable department store, they just visit however not buy as well. 

· Why 
Why only luxury brands can be affected?
The answer is that any business is at risk of losing sales if the marketing and customer satisfactions are not considered. Perfume industry has seen a constant growth in the last 10 years, however, many of the small brands which have higher quality are using some raw materials which most of them illegal for general consumption.
This is how most of them found a place on the market by lowering the prices and becoming very heavy competitors.
· How
The problem arose when we seen a decrease in sales in 2017 and The Partum Company decide to make some of the staff redundant as the sales capacity of the product dropped below 50%. Initially was thought that the problem could be the price of the product, however in a more recent analyze of the sales report was discovered that not the price was posing an issue but the actual customer experience overall.
10. Solution and Alternative solutions
Solution 1:  
After evaluating the Fishbone analysis which is a very successful way of identifying problems which was introduced by Kaoru Ishikawa can show how to easily identify problems. I decided that the problem in sales decrease is the attitude towards clients and the service provided hence why best solution to the problem is focusing on the management and the employee training regarding the product knowledge and the customer experience, because this issue is rooted under all 4P's mentioned, I believe is the best option.
Solution 2: 
Lowering the prices of the products or repacking them differently to attract the customers.
This is a solution number two in case, however is not attainable as will increase the customer but the prices will be lower and not make a big difference, therefore not a SMART goal.


11. Evaluation of proposed solutions 
Solution 1:
· Intensive staff training and product knowledge base refresh. I believe solution number one is the best solution because of the following considerate. 
The Partum Company is selling luxury products. When a company sells a luxury product it should make sure that the managing is aware of the risks this comes with. Luxury products are not cheap and we need to have full knowledge of what we sell and why we are asking for that price. 
Customer satisfaction should be at the base of every luxury brand. All sales associate should offer exceptional brand knowledge, insight and introduce the client to the brand. They should have perfect product knowledge to understand the customer's needs and requirements. If a client pays a big amount of money for a product in store it can pay same amount of money by ordering it online. 
Why do they come in store? 
Customers come in store to shop because they want to feel special they want to feel treated undivided and to gain knowledge and educate themselves regarding the products they use, learn to tips and tricks and also because they feel secure by shopping in store by trying the product.
I believe by focusing on the training of our personnel and giving regular product training the sales could increase slowly but surely (Adair 2013).
SMART  Analysis
Specific
Measurable 
Attainable
Realistic
Time-based
· Using the SMART Analysis it shows that the lack of product knowledge and customer service is the main issue The Parfum Company should focus on.
Focusing on employees training is a very specific goal which is measurable and attainable with commitment. Training the employees is realistic and time framed to achieve the goal within six months.
Solution 2 : 
· A price decrease or repacking of the product should be considered to make the product more attractive to the clientele and the possible clients who might be interested in buying this luxury product.
Second best solution is lowering the price of the products however this will devalue the product. Lowering the price is a good way of attracting the customers however is not the best solution due to the high costs of manufacturing. However if the company manages to set a trend with the clients in buying high quality products the price does not matter anymore. However extra care need to be taken when adjusting the price as the client might think that the quality of the product drops as well. Lowering the price is a good way of gaining customer but sometimes can lose the actual good spenders (Adair 2010).
If we look back to the SWOT analysis reducing the price of the product could also repair the problem, however is not desirable as best option.

12. Plan and implementation

Intensive employee training and customer service training courses.

Implementing a solution involves a number of stages that need to be followed closely so the progress and the success of the solution can be monitored properly (Adair 2013).

Implementation involves:
· All members in the group should be committed to the solution selected.
· Accepting and taking responsibility for the decision.
· Identifying who will implement the solution. 
· Exploring to the best possible means of implementing the solution chosen. 
The best solution I choose to increase our sales is to undertake small steps in training the staff by analysing the Ishikawa diagram also called Fishbone analysis.
I have taken this decision and used J. Adairs model of Functions of the mind method of brainstorming by Analysing Synthesizing and Valuing (Adair 2013) the problem to choose best decision. 
I plan to achieve this situation improvement within 6 months time, this shows that improving the sales decrease is a SMART objective. 
Adair suggested the implementation of a solution take time and planning to achieve a goal. During six months period all members of staff will attend intensive in house product training to build knowledge of the new products we launch or to refresh on the old ones. Every 2 months they will have to take trips organized by the company to the factory where the fragrances are made to see the actual process, and understand the process of each fragrance and their individuality.
Every morning before opening a manager will conduct the daily briefing making sure all the staff uniforms are immaculate and their morale is upsetting the target and passé for the day.  If however there are members of staff which have personal/family issues we will provide them support from our HR teams to help them get through their problems easier and not show on the shop floor, as we believe only then they can succeed when their morale is high is have a positive attitude.
Once a month we will have everyone sent for courses and online quizzes will be made available to make sure they understand the art of selling, luxury service, and customer approach. We expect by the end of 6 months from the implementation of this solution to see some results in our sales which should grow. 
13. Monitoring and review
The solution implementation should be closely monitored to ensure the following of each step individually with great care. Every step is highly important in creating a relation between the success of the solution and the method of implementing it. 
A review will be conducted every two months to monitor the succes the chosen solution. If however the solution fails in small parts to achieve its purpose as a whole we shall adjust it to the current situation.
It is imperative that the manager will monitor the sales through the whole period and staff behavior on the shop floor. There will be individual checks to verify the base knowledge of each member of staff.
By the end of the six months trial period a complete review will take place to examine the whole process and see the improvements made, or implementations of a different strategy to increase the sales (Tinkler 2017) 

14. Conclusion
At the end of this report on the definitions and the analysis of those up listed examples of problems could arise at the work place, I conclude following.
Complex work problem can arise from any aspect of the business. When there are noticed problems, it should be indentified and taken action immediately. 
After a research on how to identify issues within the workplace using the Ishikawa diagram.
I evaluated the process which leads to a problem identifying process by brainstorming helped discovering the main problem within the workplace (Adair 2013)
I researched from published literature and used analytical thinking, personal insights and knowledge to demonstrate that every problem has a solution and only during the monitoring and review period you can verify if the solution is the best chosen possible as was mentioned in (Maund 2017).
Using the SMART analysis showed that if solution number one is adopted it has very high chances of succeeding.
I believe that solution will work because (Adair 2013) suggested that understanding the problem you can then evaluate and start the decision making process and implement it. 
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