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[bookmark: _Toc113197584]Introduction
We make decisions every day, even if we do not stop and think before getting dressed, for example, choosing the colour of the dress or the perfect outfit for the day, is still a decision. In this assignment we are going to have a closer look at problem solving and decision-making techniques, define and explain problem solving and elaborate the ways that we can practise to take the best decisions.
From defining the problem to brainstorming, swot analysis, cost benefit analysis and other techniques, the complexity of all these methods is going to generate a great result in finding the best solution for the most complex problems.
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A problem can be defined in so many ways, but to make it as simple as possible we can say that a problem is the gap between what a thing is and what it should be or what we want it to be. As an example, we will try to identify a problem in our business and find a solution to it by making the right decision.
A complex problem can have two or more solutions and to identify it and try solving it we can follow some simple and secure steps as Janet and Robert wrote in “The Psychology of Problem Solving” as above:
“Psychologists have described the problem-solving process in terms of a cycle (Bransford & Stein, 1993; Hayes, 1989; Sternberg, 1986). The cycle consists of the following stages in which the problem solver must: 
1. Recognize or identify the problem.
 2. Define and represent the problem mentally.
 3. Develop a solution strategy.
 4. Organize his or her knowledge about the problem.
 5. Allocate mental and physical resources for solving the problem.
 6. Monitor his or her progress toward the goal.
 7. Evaluate the solution for accuracy. 
The cycle is descriptive and does not imply that all problem-solving proceeds sequentially through all stages in this order. Rather, successful problem solvers are those who are flexible. The steps are referred to as forming a cycle because, once they are completed, they usually give rise to a new problem, and then the steps need to be repeated.”
Problem solving is based on Knowledge (of people, tasks, organisational influences), skills (in identifying, analysing, and finding solutions), judgement (to assist in decision making through the problem-solving process).
The first stage of problem solving is recognising the problem. So, after continuously monitoring the performance of our business we have noticed that the sales are the same for a very long period. As any business we want to see improvement and to make the business grow, increasing the sales. Looking closely, we managed to observe our customers behaviour or possible customers who, seeing our terrace full were always deciding to go and seat somewhere else to have a coffee because they wanted to seat as well. Our loyal customers complained a couple of times as well and asked us to have more seats fitted. 
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So now that we have found the problem, which is no improvement in sales, and we have defined the scope, which is business growth, the solving of this problem can help us reach the desired scope. By analysing the problem and trying to approach the customers in a nice and pleasant way we tried to figure out what can we do to improve, what would they like to find in our store, is there anything else they would be happy to try or to taste, so we managed to gather some information and found out that what makes them sad is that sometimes, because we have only four tables with eight chairs, they don’t have a place where to seat and that’s the reason why they decide to go to another place.
After having all these information, we can classify our problem as an improvement problem, because we can do something to improve, it is something that we should do as soon as possible as this needs our immediate attention as it is important and urgent.
Now let’s try to apply Benjamin Franklin’s 5 why’s to see exactly what is going on.
1. Why are sales the same? – because there is no improvement.
2. Why is it no improvement? – because we thought we don’t have to change anything.
3. Why would you think this way? – because we thought our customers are happy with our product and our seating area.
4. Why are they not happy? – because we do not have enough seats on our terrace.
5. Why don’t you have enough seats? – because we thought the existing ones will be enough.
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To find the best solution for our problem we have decided that the best way is using the brainstorming idea, as we can generate many ideas and find what’s best for the business. 
So, me and my partner have challenged each other to generate as many ideas as we can to try and find the best solution to our problem. Add more tables and chairs
Add more things in the menu
Offers
Change recipe
Change packaging
Social media
Advertising
Discounts
Stagnating sales
















Once we have identified the problem and tried to generate as many solutions as possible, we can start evaluating each solution to see which one suits us better.
So, let’s take a closer look at each solution to see if we can find the right one.
Add more things in the menu- it’s not a bad idea, it can be considered in the future.
Discounts- our products are at a fair price so we can’t do any discounts for the moment.
Advertising- a good idea, would not be very expensive and we can get more people to know about us.
Social media- this is a good idea as well and it involves no extra costs as we can do it ourselves.
Offers- we can consider this in the future once we increase the sales.
Change recipe- not a very good idea as the customers like our products.
Change packaging- to be considered in the future when we can afford a more colourful/expensive packaging for the donuts and coffee.
Add more tables and chairs- the best idea for the moment as this is what customers need now.
Let’s have a closer look as well in our strengths ang weaknesses by creating a swot analysis.
	Strengths
	Weaknesses 
	Opportunities 
	Threats 

	Good customer service
	Small terrace
	Extend the terrace
	Competitors 

	Excellent product
	Only two products in the menu
	Add more products in the menu
	

	Great location 
	
	Sell more
	

	
	
	Open new stores
	


Now analysing this table, we can say that our small family business has all the chances to success, and it is because the only threat are the competitors and our strengths can beat the business so we can become even stronger as we can change the weakness section into strengths by working hard and doing our best to sort every problem that crosses our way.
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“Critical thinking is a process that emphasizes a rational basis for what we believe and provides standards and procedures for analysing, testing, and evaluating our beliefs. Critical thinking skills enable decision makers to define problems within the proper context, to examine evidence objectively, and to analyse the assumptions underlying the evidence and our own beliefs. Critical thinking enables us to understand and deal with the position of others and to clarify and comprehend our own thoughts as well.” (S. Williams,2002)
One of the reasons why we should think about this skill, critical thinking is because a decision-making process is all about critical thinking, it is about what we know and why we know it. To progress and do things better, if we add a little bit of creativity as well, we have the full package that will take us straight to success. Creativity enables us to generate and consider new ideas and perspectives, to see things differently and to do innovative and unique things in a clever and original way. So, creativity is influenced by the techniques that we use during problem solving. If we don’t use creativity when we are trying to solve a problem, the problem might be somehow solved but it will not be in a new, original, and exciting way. Any person having a problem is looking for the best option to sort it out, so using creativity will help everyone not just to sort the problem but to do it in an amazing way.
[bookmark: _Toc113197589]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

Making a decision in not always easy, it does depend a lot what kind of problem you are facing. It will be much easier if we could follow the five steps in deciding as John Eric Adair wrote in his book “Decision making and problem solving: break through barriers and banish uncertainty at work” in 2019:
1. Define the objective – our case – increase the sales.
2. Collect relevant information – our case – talking with customers and try to figure out what is the thing that makes them go to another store, watch closely the other stores selling similar products to compare prices and strategies.
3. Generate possible options – our case – the brainstorming helped a lot as we generated as many ideas as possible to help us achieve the desired result.
4. Make the decision – our case- with the help of the grid analysis we took the option that best suits our needs
5. Implement and evaluate – our case – after implementing the decision we have conducted a cost benefit analysis to evaluate the entire process and see if the decision we took was the right one.
Cause and effect diagramCompetition

Distribution
Cost

Too expensive?
New products

No deliveries

Only at the counter sales
Can’t afford
Offers 

Too cheap?
Discounts

Don’t trust the quality 
Stagnating sales


Not enough seats
Rain 
Too far for them

Don’t know about the store

Small coffee machine
Snow 

Donuts machine too slow

Equipment

People
Environment


If we decide to create a cause-and-effect diagram, also called fishbone, invented by Kaoru Ishikawa, who pioneered quality management techniques in Japan in 1960, it will help us determine the root of the problem, it indicates all the possible causes of the problem it increases our knowledge relating to it by breaking down the process and makes the decision being easier to see and to choose. 
So, if we take to analyse every “bone of the fish” we might find interesting solutions to our problem. Having a look at our competition we can notice that they have new offers and discounts that can bring more customers to them, also adding new products in the menu like seasonal drinks can be an advantage. The cost of our product it is fair because it is not too cheap not too expensive, it equals the best report quality-price. Regarding distribution, we can’t afford to do deliveries yet, but it is something that we consider for the future. Besides our loyal customers, there could be so many potential customers, but many people don’t know who we are or where are we so a little bit of advertising, social medial and other types of publicity could help. Thinking about the environment, the climate is not helping us too much because it does rain a lot and our terrace is not covered, so maybe changing the position to a covered area should bring us more customers. When we talk about the equipment, we know for sure that we have to buy more tables and chairs as this is the most urgent thing to do because we had complaints and sometimes loyal customers left because they wanted to seat for a coffee, but the terrace was full. Coffee machine and donuts machine are ok for the moment, and we will replace them for sure if we double the number of customers and increase the sales in such way as we will need a better speed for them both.
Let’s make now a grid analysis and list our options and the factors that are most important in making a decision.
	
	Cost 
	Time 
	Ease of implementation 
	Total 

	Weights
	5
	4
	3
	

	Advertise
	420

	28

	412

	1040


	Change packaging
	315

	28

	515

	1038


	Buy new machines
	15

	5200

	26

	831


	Deliver
	210

	28

	39

	727


	Buy tables and chairs
	210

	520

	412

	1142


	Improve recipe
	315

	28

	39

	832




The maximum importance in weight will be 5 and the minimum 3 here, so the most important factor for us is the cost of the product, we want to spend a reasonable quantity of money to buy something that can help us reach our purpose. So, we clearly have a winner and that will be buying more tables and chairs as it scored the most. But also, advertising could help us grow a little bit and because it doesn’t involve great costs, we will finally take that in consideration as well.
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The moment when we decided to buy more tables and chairs for our terrace, we started thinking about where to buy it from and when. But first we had to arrange a meeting with the outlets management to ask if we can extend our terrace. Said and done, the following day we had the meeting and they said yes, so we decided to ask if we can add 5 more tables with 20 more chairs and they agreed that we need more. Second and most important thing, the cost. We wanted to find the best price, so we started looking online to see what the best suitable price for our pocket is. We have finally found Ikea, very close to us with free delivery when spending £500 or more. Said and done, once we have ordered the tables, we knew that the following day we will be assembling our new terrace. Once we had everything ready, we took some lovely pictures with the terrace and our lovely products and went straight to an IT shop to ask for a good deal to have our small business very close to peoples look. The price was right for our pocket, so we have accepted the deal, so here we are ready to see our family business everywhere on social media.
To ensure that things go as planned we made an action plan to set the objective, how and when we want it done.
	Objective
	Task
	Success criteria
	Time frame
	Resources

	Increase sales
	Buy more tables and chairs
	Attracting more customers
	One month
	Money 

	
	Advertise more
	Selling more
	Once per year
	Money




[bookmark: _Toc113197591]Communicate the plan to relevant stakeholders
“We begin our analysis with Freeman's definition of stakeholder—"any group or individual who can affect or is affected by the achievement of the organization's objectives" (1984: 46)—and develop a theory of stakeholder identification drawn from these various theoretical literatures. We start with a broad definition so that no stakeholders, potential or actual, are excluded from analysis arbitrarily or a priori. We then propose that classes of stakeholders can be identified by their possession or attributed possession of one, two, or all three of the following attributes: {1} the stakeholder's power to influence the firm, (2) the legitimacy of the stakeholder's relationship with the firm, and (3) the urgency of the stakeholder's claim on the firm. This theory produces a comprehensive typology of stakeholders based on the normative assumption that these variables define the field of stakeholders: those entities to whom managers should pay attention.”
Based on this definition and attributes that we found in Mitchell, Agle and Wood’s article about the theory of stakeholders, we can say about our stakeholders that they have a very big influence on our business because trying to keep them happy will help us reach our purpose which is increasing the sales and grow our business.
Because a good stakeholders communication plan delivers the right message to the right stakeholders at the right time in the right way, we have thought to share our plan with our stakeholders. As we value our greatest stakeholders which we call customers we have told them about our plan, and they were as happy and excited as us. They offered us them support if we need any help with anything, we are talking here about our loyal customers, and they could not wait to see the results of all our hard work.
We also wanted to communicate our plan to our suppliers, so they expect bigger orders from us from now on as we are expecting an increasing in sales.
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Cost benefit analysis 
	Cost
	1
	2
	3
	4
	5
	Total

	Tables and chairs
	1,800
	-
	-
	-
	-
	1,800

	Professional cleaning (twice per year)
	50
	100
	100
	100
	100
	450

	Social media advertising
	80
	80
	80
	80
	80
	400

	Total cost
	1,930
	180
	180
	180
	180
	2650


Once we have implemented the solution that we thought it was right for our problem we can do a cost benefit analysis to monitor progress and observe if we have gained the desired results.

We have purchased the tables and chairs as this was the biggest issue of our customers and we had so many complaining about the seating area as being too small. Now in the year that of purchase, which is year 1 in the table above, we have spent £1,800 to buy as many as the area would allow us to fit. Then we thought this seating area will need a professional clean and the professional team that we hired to do it advised us that it should be done twice a year and a normal cleaning to be maintained by the staff during the year by wiping them clean every day. So, we are paying £50 per cleaning session which will be £100 per year. We also decided to try to advertise a little bit to see if it is going to bring us any benefits and seeing the improvement, we have done it every year, so we are currently paying £80 per year for this benefit.
	Benefits
	1
	2
	3
	4
	5
	Total

	Improved customer service
	3,000
	3,100
	3,100
	3,100
	3,100
	15,400

	More customers due to advertising
	700
	1,100
	1,100
	1,400
	1,400
	5,700

	Total
	3,700
	4,200
	4,200
	4,500
	4,500
	21,100


Once we have done the cost analysis now, we can do a benefit analysis table to see exactly if our investment is bringing us the desired result.

Now having the benefit analysis, we can do the analysis itself to see the improvement that our change is constantly bringing to our business.
Benefits to cost ratio Total benefits = 21,100 = 7,96 : 1
                                  Total costs         2,650
Now we know that for every pound spent we bring back £7,96 which is amazing.
Net annual benefit is the annual benefit minus the annual cost 
Year 1 = 3,700 - 1,930 = 1,770
Year 2 = 4,200 – 180 = 4,020
Year 3 = 4,200 – 180 = 4,020
Year 4 = 4,500 – 180 = 4,320
Year 5 = 4,500 – 180 = 4,320
Total annual benefit = 21,100 – 2,650 = 3,620 
                                                5
[bookmark: _Toc456901523]The average benefit per year is £3,620 
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