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1. INTRODUCTION 


The aim of this report is to define and show steps that are made in problem solving and decision making with the purpose of identifying and proposing solution to a work-based problem. First section will include Evans background. A company pertaining on Arcadia Group. The company was randomly chose to exemplify and present the scope and impact of a problem found in most UK retail companies. To note that some facts are added to create a work-based problem, and that the problem has no connection to Evans.
Following is a literature review, with the purpose of defining the concepts and frameworks of problem solving based on previous research. This section also includes analysis on the problem and alternatives to the problem backed up by data gathered with the help of problem-solving tools. 
Following, solutions believed to address the issue are applied based on decision making techniques. An evaluation of the solutions, stakeholder analysis and review of the change are also included. Finally, the report will conclude and present references. 

1.1 COMPANY BACKGROUND

Evans is a private apparel company operating under Arcadia Group, which has over 1,000 employees. The brand was founded in 1930 and is the first high street brand designed for plus size women.  In 2017 the company launched a program called #IamUnique, where they use students’, from London College of Fashion, designs, illustrations and broderies and apply them to their clothes (Evans – Arcadia, 2020).  Arcadia group, has announced closure of 194 stores, blaming change in customers’ habits and online competition for the decision to close. Most of the stores targeted by closures are Evans and Miss Selfridges (Hawken, 2019).

1.2 DEFINITION OF THE PROBLEM - SCOPE AND IMPACT

There are 60 employees working for Evans and a staff turnover of 59 per cent. A high rate of staff turnover has been a persistent issue for the organisation. Identification of the problem dated back to 2003 when middle management held a day’s meeting to share their concerns. It was proving expensive to fund turnover, given that the cost of recruiting, training and equipping an employee was estimated by the company to be around £3,000. Poor retention was also proving a barrier to the company’s desire to grow.
Most entrepreneurs do not see the problem-solving process as a business improvement process. Therefore, they normally do not pay much attention to the critical problems harming their business and leave them to others to handle.
This issue was raised before, and the answer was given was that retail work has usually a high staff turnover rate, due to employees not being the right fit. However, there are other issues such as low pay rate and lack of learning and development. And these issues can be addressed, in order to decrease the number of staff leaving and to keep the invaluable staff, by implementing problem solving tools and techniques.

2. PROBLEM SOLVING AND DECISION MAKING

2.1  Problem solving tools and techniques

When defining a problem, a lot of factors should be considered. It is important to differentiate the facts from opinions, determine who or what is responsible for the problem, access underlying causes of the problem and encouraging participation of those involved, in order to go deeper into the problem  (Maund, Schriek and Tinkler, 2017).
To address this issue, the company used Fishbone diagram or cause and effect analysis. Fishbone analyse is a “tool for analysing the business process and its effectiveness” (Kanti Bose, 2012, p.18). It is called fishbone because the diagram looks like the skeleton of a fish. This method is widely used in problem solving and decision making process because it assists in uncovering all the symptoms of a business problem, by evaluating the causes and sub-causes that contribute to the problem (Kanti Bose, 2012).
This technique has helped analysing all the causes of the problem. Most importantly has helped to find and resolve the main cause of the problem in order to prevent it from happening again.  
To solve the problem with this technique, they wrote down the issue, which was high staff turnover. After that they drew several other lines which represent the factors contributing to this problem. These factors were: management, working environment, training and development, material and pay rate.

2.1 [bookmark: _Hlk49586494]a. Analysis of the information concerning high staff turnover at Evans. 

Another method widely used in problem solving is Brainstorming, which is a method on “generating more ideas quickly” (Maund, Schriek and Tinkler, 2017, p. 213). The ideas can be either expressed or written on papers. Short ideas are meant to be expressed, and usually the more the better, as it can construct a pattern in how many members consider same issues or ideas (Maund, Schriek and Tinkler, 2017).
The management brainstormed possible causes of the problem related to each factor detailed in the Fishbone analysis and revealed the following issues: in terms of management it was discovered that the managers have not spent enough time on sites and they did not provide the team members the needed guidance to do their jobs effectively. The working environment was lacking natural light and not enough breaks were given. For the training and development, the issue raised was lack of progression opportunities and budget training cuts. Materials were classified as inferior quality and in terms of pay, lack of bonuses and formal pay structure were an issue. This are considered all possible causes of such high rate of staff turnover.
To dig into issue even deeper, exit interviews played a crucial role, as the management got some surprising answers from members deciding to leave the company. Exit interview is a “critical company procedure that can provide benefits to both the employee and the employer” (Kumar, et.al., 2004, p.3). The interviews can be formal or informal, structured or non-structured and can give qualitative or quantitative data, depending on its format. For example, they can be in a form of surveys or face-to-face discussions. However, the literature has critiqued the method in terms of how it is implemented in todays’ organisations, as the data is collected inconsistently because the task is given to untrained interviewers (Kumar, et.al., 2004).
The exit interviews revealed that employee dealt with a lot of customers complaints related to the quality of the materials. Therefore, the decision to leave the company was due to them not wanting to be associated with a brand that uses low cost, low quality materials. 

[bookmark: _Hlk49586527]2.1.b. Range of alternative solutions for high staff turnover.
The costs of high staff turnover can be detrimental to the business as recruitment, training and development don’t come cheap. You also rather not lose your talent and knowledge as it could significantly hurt the quality of your services and the reputation of the brand.
In terms of Swot analysis, the companies’ biggest weakness is the lack of marketing expertise. Therefore, as a solution for this weakness they have decided to implement training for staff in relation to how to promote better the products. This solution will also address the training and development issue discovered in the Fishbone analysis and also increase the sales which in turn, will increase the pay rate. Another resolution is related to motivational strategy and the solution would be to implement other motivation programs for staff such as reimbursement of college courses related to the job, paid vacation, and banquets which recognized superior employees each month.  The company has also decided to change the supplier for the materials.
These are all the solutions that must be implemented to address the issue. The evaluation of them will tell if we are on the right path and when further resources will be available, the other issues will be tackled. 
2.2.  EVALUATION OF THE PROBLEM USING DECISION MAKING TECHNIQUES
Mostly, to solve a problem it is necessary to include decision making from management or leadership. Swot analysis and Pestel have been regarded as useful tools for decision making. To improve the quality of the decisions all internal, but most importantly, external factors must be considered (Decision–Making & Problem Solving – BusinessBalls.com, 2020).
We must not forget the difficult time that we are facing due to Covid-19. And  if we are looking at the economic element of the PESTLE it tells us that when the economy is not doing too well the business tends to suffer. 
Having done the pestle analysis, the consultants for Evans have identified that Political and Economical factors are the ones affecting the retail industry the most. More recently environmental factor plays an important role as there is the need to follow the trends and to participate in the world’s efforts to protect the environment by using natural materials. 

2.2 a. Plan for solution implementation
In this step everyone gets involved to participate and operate the change. HR department, groups and individuals in other departments and organisations’ management implement restructuring, training, hiring appropriate staff, perfect the allocation system and implement new work policies. The implementation work can be both challenging and critical.  (Maund., et.al., 2017)
[bookmark: _Hlk49586871]2.2 b. Stakeholder analysis and plan communication.
[bookmark: _Hlk49794725]According to Maund., et.al. (2017) once the problem is stated it is time for cooperation, as is best to solve problem and take decisions with other parts involved. 
“The growing popularity of stakeholder analysis reflects an increasing recognition of how the characteristics of stakeholders – individuals, groups and organizations – influence decision-making processes” (Brugha, 2000)
Regarding informing the stakeholders about the change, it is known that firms have cooperation with different partners such as: suppliers, warehouses, retailers, distribution centres to be able to acquire materials, transform them, produce and deliver the goods to customers (Sinha, Das, Misra and Singh, 2010).
The decisions above needs to be communicated to the stakeholders and to make sure everyone is onboard with the decision. 

2.2 c. Monitoring and review techniques.
In this last step of the process, the success of the solutions implemented is tested (Maund., et.al., 2017). The company needs to make sure that the solution is working and that the customers will be satisfied with the new materials, and staff appreciate the changes implemented for them. This can be achieved with the help of a complex process involving consultant duties and directly assessing the degree of success bu the organisational management. However, if the results are negative, the process of solving the problems starts all over again. 

3. Conclusion
To conclude, problem solving, and decision making is a complex process that is done in steps which include diagnosis, planning, action, evaluation, and termination. Evans has attempted to solve the problem of high staff turnover, by implemented some solutions such as training, reimbursement and decided to switch supplier for materials in order to produce better quality clothes.
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