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[bookmark: _Toc531539372]Introduction:
All modern workplaces are faced with a wide range of dynamic problems. The human resources associated with respective workplaces are required to solve these problems by utilizing the available resources. Problem solving is necessary in order to make the path towards organizational goal achievement efficient. In the globalized world, new problems are emerging in every workplace. It is necessary to solve these problems so that the operations are not hampered. This report aims to develop the skills of decision making and problem solving in the workplace. It also focuses on developing the skills required to implement changes that could solve problems in the workplace. In this pursuit the report will explore particular problems, its inherent characteristics and the impact it has on an organization. In order to solve this problem relevant information will be gathered and multiple options will be formulated and evaluated for making the final decision. Lastly, the report will shed light upon the procedures required to plan the change, monitor the implementation and reviewing the outputs and outcomes to assess its implications and performance and make necessary changes where necessary. The selected organization for analysis is Tesco which is the number one retailer in the UK. They have been operating more than two decades and has expanded to over 12 countries since then (Tesco, 2018). They employ more than 400 thousand individuals under their payroll in thousands of outlets all over the world. 
[bookmark: _Toc531539373]Discussion:
[bookmark: _Toc531539374]Problem identification:
Tesco, being a retail chain, has a profit oriented motive which drives their business. Their vision is to operate worldwide in every country as retail product providers. In order to achieve that vision, Tesco has to undergo significant growth which will require adequate funding. To acquire this funding Tesco has to have more revenue and more profit margins. This can only be possible when customers can be intrigued to purchase more. The problem identification stage will involve producing a clear statement of the problem and it should be described how the problem is obstructing the goals of an organization. The identification should not only involve determining the problems but also the opportunity lost by being unable to reach the objectives that are obstructed by the problem. Lastly the identification should be data based rather than hypothetical. The goal of problem identification is to formulate problem statements which can be further analyzed to formulate solutions (Allwood & Selart, 2010). 
To identify a problem it is required to have knowledge of the sector under study. Tesco is a giant in the retail industry operating from the United Kingdoms. Its large area of operations and multiple involvements with various stake holders make them vulnerable to various problems. One such problem immerged when Tesco was launching their new line of value brand toiletries. The toiletries were being sold in bundles and the quality of each unit was not consistent. This had led to various customer problems and eventually could lead to decrease in Tesco’s brand value (Baguley, 2008). The inconsistency in quality was reducing the popularity of Tesco’s existing original brands and also the potential for future brands due to the decrease in trust. This problem required to be addressed with a proper solution. As mentioned earlier, Tesco’s vision is to expand to all the countries of the world and requires adequate funding. If Tesco is unable to capitalize on their original products then the profit margin from other third party products will not be enough to support an operation of this magnitude. So it is observed that the problem with the quality of the products is preventing Tesco form achieving their goals efficiently. Moreover, their objective of producing bulk toiletries and driving the price to the minimal level due to economies of scale is also hampered. Lower cost would have resulted in a lower selling price with adequate profit margin. If the quality was up to par, then Tesco could have reduced their dependency on other brands and the customers would have been satisfied as Tesco’s product could adequately serve their purpose (Drummond & Hodgson, 2011).  
The inconsistency was highlighter when it was found that 30% of all the tooth pastes had excessive amount of salt in them which led to minor burning for some customers. 50% of the toilet papers were one layered and basically unusable which generated severe customer grievances. And most shockingly, 70% of soaps were returned as they were making the skin of the user very dry. The three main products in their toiletries line up and the associated grievances was significant enough to consider this as a problem
Scope of the problem:
The problem is being observed in three of the five products that was launched by Tesco as original brand of toiletries. The products are toilet paper, tooth paste and soaps. The other two products in the lineup are detergent and air fresheners which are receiving good customer feedback. These problems are occurring due to the lack of quality control and monitoring in the production phase. Some technical components might also be responsible, but if the monitoring was effective then the problems could have been identified. All of the financial resources are in place and adequate human resources have been employed for ensuring effective production. So these are not part of the concern (Haastrecht & Scheepbouwer, 2012). 
For the toothpaste, some units are being found with 66% higher rate of Fluoride in it than necessary and FDA approved. This amount of fluoride can severely damage the mouth of sensitive users. The toilet papers, in most cases lack the triple layers setup. For some reason, a portion for the toilet paper is not being made with three layers of paper. As a result its functionality is being severely diminished as they are tearing with minimal friction. Lastly, the soap is being received with complaints of making the user’s skin very dry. This might be caused due to excessive base in the soap. The problem can be fixed and for that production and sales should be halted. 
Impact of the problem:
The problem has impact on customer’s health which is in violation of the health codes established by regulatory authorities. It is hampering the trust and sales of Tesco’s existing and future original products. 
[bookmark: _Toc531539375]Alternative solution:
To solve this problem multiple options to approach the issue should be developed and evaluated in terms of the value they add. Then the one that adds most value and produces least strain on the existing structure should be selected (Hanly et al., 2016). 
Alternative one:
The first option to address the problem is to stop production of the products. This will allows Tesco to rethink their strategies and will prevent the products form doing any more damage to the existing customer base. But this option would incur huge losses as a significant money has been already invested in the production.

Alternative two:
The inventory might be called back and new set of inventory should be released into the market. This solution will require extra investments as a new batch of products are to be produced. This will help to regain the trust of the lost customers as they will be compensated with the new products. There is significant risk involved, if proper planning is not done. And if the solution succeeds then Tesco would be able to break even while they were planning to achieve a profit and make incremental profits from that point forward (Heerkens, 2015). 
Alternative three:
Identify the personnel responsible for monitoring and controlling the quality of the products and replace them with effective and efficient professionals. This option will definitely make things better from that point onwards, but the grievances of the customers who already have purchased the product will not be addressed. Eventually, the product might not become sustainable as the first impressions were never mended which will ultimately defeat the purpose of introducing such products. 
[bookmark: _Toc531539376]Tools and techniques:
Many different tools and techniques can be used to analyze the solutions against the real world data collected from different sources. This would ultimately help to take the decision which is more resonant with real world application. Some tools and techniques are discussed as follows (Lencioni, 2013).
Thomas Saaty’s Analytical Hierarchy Matrix:
This matrix cross matches each alternative with every other alternative in terms of their value adding capacity. It is initiated with a matrix where the x and y axis are populated with the alternatives. Then rows and columns are formulated. Each column corresponds with two alternatives. The matrix is divided from the middle and the alternatives are evaluated with numerical values of 1 and 0. 1 is inserted when the alternative under consideration is capable of adding more value than the other. Is inserted when the situation is opposite i.e. the alternative is capable of adding less value than the other. 
This tools helps to identify the alternatives with the most value of each alternative at a glance. The final value is calculated by adding the values of each row. The row with the most value is the corresponding row with the most appropriate alternative. 
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The alternatives formulated for the identified problem will be analyzed using this matrix. 
	
	Alternative 1
	Alternative 2
	Alternative 3

	Alternative 1
	
	0
	0

	Alternative 2
	1
	
	0

	Alternative 3
	1
	1
	


It is observed that the alternative 3 has the most points which is a 2 out of 2. This means that this alternative is most suitable in terms of the value they add to the organization. On the other hand, the alternative two scores 1 out of 2. That means it adds value but not to the level that is required. Lastly, the first alternative adds no value in comparison to the second and third alternative. 
SFF matrix: 
The SFF matrix stands for three variables against which the alternatives are measured. These variables are Suitability, feasibility and Flexibility. The scoring is done on a scale of 1 to 3 (1 being the lowest and 3 being the highest degree of that particular variable). The suitability variable refers to the ethicality and the practicality of the alternative. It determines if the alternative is practical and within the reach of the organizational boundaries or is it unrealistic in nature. If the alternative is unrealistic then it would receive a 1 as opposed to a 3 when the alternative is practical and realistic. 
The feasibility variable determines if the Alternative is affordable. It also determines the degree of resources required to realize the alternative and the question remains that will the alternative actually solve the problem. If these issues can be addressed and positive results can be expected then the alternative will receive a 3 and a 1 when the answers to these questions are blurred or inconsistent. 
Finally the flexibility variable determines the ability of the alternative to respond to the drawbacks created by the problem. It also explores if the alternatives are open to changes so that the outcomes can be controlled once the process has been initiated. If the alternative is opposed to change and is very rigid in nature then it will receive a 1 but when it is flexible enough that new variation can be introduced during the implementation, then the alternative will receive a 3 under this variable (Morris & Sember, 2008). 
Finally all the points are added for each variable, and the alternative with most points is deemed to be the most effective in terms of value adding capacity. 
This technique will be used to analyze the 3 alternatives formerly chose to solve the identified problem.
	
	Suitability
	Feasibility
	Flexibility

	Alternative one
	1
	3
	1

	Alternative two
	3
	1
	2

	Alternative three
	2
	2
	3



The first alternative has scored a 1 in suitability as it does not really address the problem rather it stops the problem form continuing. It has scored a 3 in feasibility as virtually no resource will be required to stop the production. And it has scored 1 in flexibility as there is no scope for introducing changes in such a linear process. 
The second alternative has scored a 3 in suitability as it directly calls back all the inventory and replaces them with rectified lot. This addresses the main problem to a great extent. But it requires extensive resources that is why the score reduced to a 1 in feasibility. Finally a moderate room for flexibility is present when the new products will be manufactured and shipped. This has given the alternative a 2 in the flexibility index (Zeithaml et al., 2018).
The third alternative does not solve the problem for existing customers, but solves it for the potential customers. So it is somewhat suitable and receives a 2 in that variable. It is moderately feasible and changing managerial positions and replacing them with professional personnel is quite expensive. That is why it receives a 2 in the feasibility index. Finally it receives a 3 in the flexibility index as there is a lot of room for making changes to the process (Quanyu et al., 2013). 
[bookmark: _Toc531539377]Best solution:
It is observed that the third alternative again receives the highest points rendering it to be the most effective alternative. So from the analysis observed from the above matrix the best solution to change the individuals who are in charge of quality management and replacing them with professional personnel. This produces a balance between the resources required and the degree of problem solved (Willig, 2012). 
 Now, it is important to understand that the above matrices are based on subjective arguments. It is not based on empirical evidence. Now subjective arguments can produce different results in different situations based on the arguments associated with them (Rao, 2013).
[bookmark: _Toc531539378]Analysis:
In decision making it is necessary to understand the numerical aspects involved with the ongoing circumstances. In order to understand this, it is important that research is conducted. Quantitative research provides the basis for the analysis then it is holistically approached to identify the qualitative data occupying the space. Ultimately, the reasons, causes and effects of every decision is justified which helps to choose the most effective alternatives (Rees, 2008). In the following segment a research will be done on the information that will help to assess the feasibility, appropriateness, suitability and flexibility of the alternatives formulated in the previous section (Vogt, 2010). 
[bookmark: _Toc531539379]Data collection:
The data required is segmented in three categories. The first category includes the data required form the customers which will help to understand what the customers really want. Secondly, the data regarding the expenses of the alternatives should be considered. Thirdly, the data flexibility and conformability that the alternative will work is to be collected (Sarantakos, 2007). 
For the first category of data, questionnaires were used. The questionnaire was formulated so that the customers could provide their feedback on how bad or good the experience was. It also helped to identify what the customers really wanted. Lastly the questionnaire helped to determine if the customers would be willing to try out new products if the new courses of action are adopted (Sivia & Skilling, 2012). 
For the second category, it is necessary to collect the data regarding the layers of actions required to realize the alternative. The cost associated with each layer should be calculated and added to the total cost. This category also involves the calculation of the value that is created through the investment. The data is collected form financial analysts working For Tesco (Shtub, 2016). 
The final category of the data requires to collect data regarding the rigidity or flexibility of the alternatives. This would analyze the layers of actions and determine how different approaches can be taken to those layers. The data is collected through technical analysts either hired from professional sources or the existing ones (Sprankle & Hubbard, 2012). 
[bookmark: _Toc531539380]Data Presentation
When the customers were asked about the experience. 88% of all return cases told that the experience was very bad. The other 12% told that it was bad. Among them 60% wanted refunds and 40% wanted replacement products. 


For the second category of data the alternatives were analyzed by financial analysts in terms of the stages involved and the average cost of each stage of realizing the alternative. For the first alternative, only three stages were found. Notifying the employees, halting production, and remunerating the employees for the months’ work. The total cost resulted in about 500,000 thousand pounds (Ramsay & Silverman, 2010).
For the second alternative, 5 stages were involved. First of all the production was halt while keeping the employees in payroll. Then all the products were called back from the customers via advertisement and return policies. Professional help was acquired to identify the problems which added more to the cost. Then the production was restarted and additional tools and human resources were employed to monitor the process. The final product was replaced with the old ones and was delivered to the doorsteps of the compensated consumers. The overall cost was of the alternative translated to about 5 million pounds (Zsambok & Klein, 2014).
The third alternative involved 4 stages. The first stage was to halt the production. Secondly, the individuals in charge of quality control were laid off. New individuals were recruited and production was restarted after solving the problems. The total cost was 3 million pounds. 


While collecting the third category of data the technical analysts used a rating system to measure the flexibility of the different alternatives. The first alternative scored a rating of 1 out of 5. The second alternative scored a 2 out of five and the third alternative scored 5 out of 5. 

[bookmark: _Toc531539381]Data analysis:
In this segment the data will be analyzed in order to determine which alternative adds the most value and which alternative addresses the problem more prominently than others. 
First of all the degree of severity of the individuals who had very bad experience was very high. This indicates that the customers were severely aggrieved and they want immediate solution. But it was also found that only 40% wanted their money back and 60% wanted replacement products. It indicates that the products are relevant and important to the target audience and the value they have provided in terms of money is not replaceable by any other entity in the market. The ones who are demanding the money back are intending to utilize that money to purchase other products that could mitigate the vacuum that has been created by the lack of utility of the product. This is also indicative of the fact that the customers are not willing to skip on the product. The products are of basic necessities rather than luxuries. So form the analysis, it is understood that the most relevant course of action should involve providing the customers with products that do not create such grievances. The customers cannot be satisfied just by returning the cost price. And the solution should be delivered as soon as possible as the products are in high demand and the customers will shift to other alternatives if Tesco fails to deliver (Peng, 2009). 
In the second category of data it is observed that the first alternative requires 3 stages to be completed whereas the 2nd alternative requires 5 and 3rd alternative requires four. Now logically, the alternative with the least amount of stages will require least amount of time which will satisfy the customers swiftly. But in case of the first alternative, it is seen that the outcomes of the alternative does not provide money back to the customers neither does it provide replacement products. It just halts the production just to keep the rest of the customers safe from the bad experiences. But that does not solve the problem. The customers that already had the bad experience will advocate the products negatively to the potential customers. This deteriorates the potential of making more sales. So it is seen that a quick response does not necessarily add value to the solution rather it makes the situation worse. It is also observed that the first alternative requires the least amount of monetary funding. But when the amount of potential sales are calculated then the small investment is deemed to be a liability and a potential loss. So this alternative does not quite meet the requirements. And as the stages involved in the first alternative is linear there is no room for undertaking flexible options (Martin, 2009). 
For the second alternative, it is observed that the monetary requirement is maximum among the three alternatives. It requires around 5 million dollars for its completion. It involves five stages which is also the most in comparison to the other two. But the upside is that it directly addresses the customer demands and consequently the problem. Now there are some potential road blocks to the alternative. The alternative has an average flexibility rating among the three. Due to the number of stages required, the process would take a significant amount of time. During this period, other brands might get the competitive advantage by innovating. And By the time Tesco satisfies their existing customers, the potential customers would have acquired a refined taste. This would require Tesco to adopt a new set of strategies to address the new taste. The flexibility index is also low. This indicates that even if the alternative wanted to produce something that can appeal to the new consumers, it will not be able to reach that state effectively (Gronstedt, 2012). 
For the third alternative, we observe that it involves four stages, requires 3 million pounds and is very flexible. This alternative involves changing the management and continuing the production after solving the problems. This solves the problem objectively. If all the inventory is called back, it cannot be reused or called back, so it is unnecessary to spend money to call back the inventory. Now, the alternative is flexible and can start producing relevant products after the problem is solved. The new products can also appeal to potential customers while mitigating the grievance of the existing customers. The customers can be sent the new products, which will not only serve the purpose but also strengthen the trust on Tesco’s services. 
Form all the analysis it is evident that the third alternative is the most effective alternative of the three. This is because it is able to hit the sweet spot in regards to monetary expenses and time required. In addition, the alternative receives its edge through the flexibility that it fosters. It provides Tesco with the opportunity to move in many directions that might be in demand by the customers. 
[bookmark: _Toc531539382]Recommendation/ Suggestion:
To solve the Problem that emerged in Tesco, the alternative which involves revising the personnel plan and reinitiating the production with improved systems is most effective. But some aspects should be given more focus than others. These are:
i) The personnel involved in implementing the alternatives should be given adequate incentive so that a buy in is created. 
ii) Proper leadership should be in place. A transformational leadership would be most effective for institutionalizing change (Gillin & Schwartzman, 2011). 
iii) The customers should be provided with adequate updates about the progress that is being made to solve the problem. This would generate enough good will to intrigue potential customers to make purchases when the new products come out.
iv) Adequate marketing and advertisement measures should be taken so that the customers are well oriented to the products and are intrigued to buy them.



[bookmark: _Toc531539383]Conclusion:
This report has focused on problem solving by analyzing different solutions. Both subjective and objective analyses were undertaken. These analyses helped to understand the pros and cons of the different alternative holistically. And finally the proper alternative was chosen which had the most potential and added most value to the decision (Brown & Slezak, 2010). The report also portrayed the learner’s data collection, data presentation and data analysis skills. It was also indicative of the learner’s ability to Apply Theories into practice. The report has addressed stages of problem solving and methods of analyzing different alternatives. It has also helped to understand how to select the most effective decisions and implement it to solve the problem at hand. 
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Experience	bad 	Very Bad	0.12	0.88	


Demand	Money back	Product replacement	40	60	

Stages required in realizing the alternatives.

Aletrnative 1	Stages required	3	Alternative 2	Stages required	5	Altenative 3	Stages required	4	



Money required to achieve each category

Alternative 1	Money 	500000	Alternative 2	Money 	5000000	Alternative 3	Money 	3000000	




Alternative 1	Flexibility	1	Alternative 2	Flexibility	3	Alternative 3	Flexibility	5	
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