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Executive summary
The research has shown the significance of problem-solving activities in business organisations. A social description of the operation of the company Marks and Spencer's has been implemented in the report for a better understanding. Fishbone structure is used to identify the issues in the operational area and it has also shown the causes of the problems. Similarly, a situation analysis is provided with the research by utilising the PESTEL analysis. Making the solution and implying it with the assistance of the weighted decision matrix. ADKAR model of change management is also described in detail within the research to provide a higher sense of changes in contemporary business. 
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[bookmark: _Toc131919882]Introduction 
Problem-solving skill is an essential factor for the company as it allows the firm to develop mitigation strategies and gain a competitive advantage in the market (Araiza-Alba et al., 2021). The following report will make a discussion on the workplace problem and its mitigation strategy. It will also highlight the monitoring and reviewing techniques to make further analysis. Marks and Spencer is one of the largest retail brands that brings top-quality clothing and food to customers. As per the groundwork, the organisation currently has about 5,473 employees in the UK market to operate (zoominfo.com, 2023).  
Workplace issue in the company has been identified to be poor management decision within the operational area (Russon, 2020). The company has a lower management performance, which is an issue in the internal dynamics of the firm. It has a potential threat of decreasing the overall performance of the firm.  
[bookmark: _Toc131919883]Analysing information 
[bookmark: _Toc131919884]Root cause analysis (RCA)
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)
Figure 1: Fishbone Structure
(Source: Created by the Learner)
Management requires the organisation to address issues, which can affect the operations of the contemporary business. Using Root Cause analysis helps in identifying the inefficiencies within the organisation, as well as helps with increasing the capabilities of the management, which can play a pivotal role in business transformation too (Shaturaev and Bekimbetova, 2021). M&S could use this approach of root cause analysis aligned with the Fishbone framework to identify the reason leading to collective poor management decisions from the organisation's side. 
Categories 
Leadership
Cause: Poor crises management 
Even with the revenue increment, after the COVID-inflicted debacle, the organisation is struggling to lead the operations and actions in a productive manner. Due to COVID, the company had taken the decision to cut jobs of over 950, and instead of applying new strategies, the company has implied strategies from 2015, in the form of a "Sparks Card customer loyalty scheme” (Russon, 2020). These crisis-based decisions had forged the leadership, which is one of the causes of the collective poor decisions. 

Management style
Lack of customer-centric actions
The business management has shown only adequate attention to the contemporary trend, which includes the management not connecting with the customers. The lack of investments towards the clothing retail business, which is one of the profitable sections for the company could be reflected as the reason behind the lack of customer-driven practices from the company too (Russon, 2020). This is also one of the harbinger causes regarding the poor decision-making from the holistic company, as customers and their preferences are one of the biggest stakeholders for the respective business.  

Industry volatility
Slow recovery from loss
Even in the post-COVID times, the company is struggling with several crises like the respective global volatile economy or the high costs as well as inflation due to Brexit. The additional supply chain cost for M&S is creating a hindrance in their recovery. In addition, the industry competition is hampering the desired growth and transformation of the company. Thus, this slow growth, and lagging behind in regards to market-leading other retail companies (Bottaro, 2021). Therefore, it could lead to poor decision-making from the respective company. 
[bookmark: _Toc131919885]Applying situational analysis models
	Elements
	Factors
	Influence

	Political 
	Brexit's Impact on the Country 
	Brexit made a huge impact on the sales of the retail industry within the UK market. As per the research, the companies have seen a sales drop of about 0.5% in the UK market (Partington, 2019). Therefore, it is a negative impact on the companies as the EU trade barriers were making the employees of the firm demotivated as well. Marks and Spencer have suffered heavy losses due to the Brexit impact in the UK nation.   

	Economic 
	Inflation rate in the nation 
	The inflation rate is around 10.4% in the UK market and it makes a negative impact on companies (tradingeconomics.com, 2023). It has been identified that the increasing inflation has forced companies in the retail industry to increase their prices. The higher price of the company will develop an opportunity as well to demand high prices for the goods. However, the high cost of production is a negative issue in the market.  
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Figure 2: Inflation rate in the UK 
(Source: tradingeconomics.com, 2023)

	Social 
	Covid-19 Impact on the Country 
	Covid-19 is one of the most uncertain situations in the market and it has created a negative impact on business. As per the research, sales of the retail business have fallen by approximately 1.9% in the competitive world of business (ons.gov.uk, 2021). It has been identified that the companies such as Marks and Spencer have a negative impact due to the sudden closure of physical operation within the UK market   

	Technological 
	Internet Penetration rate 
	The Internet penetration rate of the nation is around 94.62% in the UK market in recent days (statista.com, 2023). The retail industry will face an opportunity in the competitive market, as the organisations will be able to promote the products and services in the market. It also lowered the pressure in the workforce as the work is automated with technological advancement.  

	Environmental 
	Sustainable development 
	The government of the country has a sustainable development goal and reduce carbon emissions by 100% by the year 2050 (unglobalcompact.org.uk, 2023). The retail industry can gain opportunities, as carbon reduction is a vision for most companies. It generates higher sales as the eco-green customers will be promoting the firms for developing better performance 

	Legal 
	Employee national minimum wages 
	The government of the country has implemented a minimum wage of 10.42 British pounds per hour in UK companies (gov.uk, 2021). Motivating employees is required in the UK retail sector as demotivation is the main cause of employee turnover. The following factor makes an opportunity for Marks and Spencer a company that provides high wages in the operational area.  


Table 1: PESTEL Analysis
(Source: Created by the Learner)
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Solution 1
Transactional leadership theory implementation 
The company M&S can implement a leadership theory to generate results in the competitive market. Transactional leadership theory provides the benefit of productivity with the help of rewards and punishment according to the performance of the employees (Cho et al., 2019). M&S increased the overall salary for the employees to motivate them and create higher opportunities in the market. As per the groundwork, the company has increased the salary for approximately 40,000 employees (reuters.com, 2021). Improving the leadership style of the company will be beneficial for future growth aspects in the corporate world. Therefore, a transactional leadership style is essential to mitigate the issue within the company's operational areas. 
Solution 2
Customer-oriented products and services 
Making the products according to the needs of the customers is one of the major solutions for the company to gain higher opportunities in the market. It has been identified that the company has a bad management decision and a lower appeal for the younger generations (Russon, 2020). Improving it will require proper market research and identification of understanding the needs of the customers within the operational area. The company can improve the overall practice with the help of increasing the management decisions within the internal dynamics. Thus, it has been identified that the company has to increase the management decision and make the work more customer-oriented.   
Solution 3
The company can increase its presence on online platforms to mitigate several issues in the company's operation. Most customers have shifted to online shopping due to the pandemic situation in the market. The company can increase the operation in the online platforms will increase motivation and it will develop employee retention opportunities as well. As per the legwork, the company has already launched social media campaigns in about 46 new markets (bbc.com, 2021). It will increase the use of technology and make the employees satisfied, as the customers’ needs will be fulfilled.  
[bookmark: _Toc131919887]Evaluation of alternative solutions 
Weighted Decision-making Matrix
	
	Current Solution
	Alternative solution 1 (Transactional leadership theory)
	Alternative solution 2 (Improve management decisions and technology)
	Alternative Solution 3 (Customer-based products and services)

	
	Rating 
	Weighted score 
	Rating 
	Weighted score 
	Rating 
	Weighted score 
	Rating 
	Weighted score 

	
	2
	4
	4
	17
	3
	10
	4
	13

	
	2
	7
	5
	14
	4
	20
	4
	9

	Total 
	
	11
	
	31
	
	30
	
	22


Table 2: Weighted Decision-making Matrix

After evaluation of all the solutions that are available for the company M&S, it has been identified that improving the leadership will be the best for the company to generate a higher outcome in the market. The company will provide an opportunity to the customers with the help of technology and management decisions. As per the statement Gonchar et al. (2020), improving the products according to the taste and preferences of the customers will develop a better opportunity to grow in the competitive market. The solution, which is based on the leadership style, will be effective for the company as it will generate knowledge of the market and increase productivity within the firm. Employee retention is an essential factor and it is improved with higher motivation among the employees. 
Developing productivity and rewarding the employees will generate high motivation in the area of performance. As per the research, the company M&S has already implemented 15 million British pounds for employee benefits (bloomberg.com, 2021). Providing benefits to the employees will generate a higher sense of motivation and the leader will be able to guide them and generate high outcomes. The matrix will show the importance of the overall practices of the company and the best solution to mitigate the issues faced within the internal dynamics. Therefore, it has been identified that the company will increase its leadership practices to generate customer-based products and improve performance. 
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Plan
The company M&S will create stages to develop the solution in the workplace and create an opportunity to resolve the issues. Transactional leadership implementation will require a proper strategy for the company to generate internal dynamics. Building trust in the leader, improving the skills, making innovative approaches and generating proper leadership will be developed for a particular time period (lse.ac.uk, 2023).
Gantt chart 

Figure 3: Gantt chart
Stakeholder communication 
	Stakeholders
	Power/
interest
	Key interest
	Communication vehicle
	Frequency

	Government of the country 
	High/ low 
	The government of the country checks the overall performance to increase the GDP for the nation and also to promote businesses in the UK market 
	Government official sites 
	High 

	Customers 
	Low/High 
	Customers have an area of interest as it has to fulfil the needs of the products and services of the companies in the United Kingdom. 
	Customer services websites 
	Low 

	Leaders 
	High/High 
	The leader of the company has a high power as it guides the employees to perform and interest is also high due to the direct relation with the company’s profit margin
	Verbal communication 
	Moderate 

	Top Management 
	High/Low 
	Top management of the company has a high interest in the performance as it makes most of the decisions to generate results in the market 
	E-mails and Video conference 
	High


Table 3: Stakeholder communication
(Source: Created by the learner)
[bookmark: _Toc131919889]Monitoring and review techniques 
Transactional leadership will be implemented in the business organisation to generate growth opportunities for the firm. Changing the factors that are making the issues as per the requirement of the firm will be needed through a change management model and communication with the stakeholders. According to Sulistiyani et al. (2020), ADKAR is a change management model that allows a change within the overall performance by the utilisation of five factors. The current management in the M&S has to be evaluated and it will be developed with the help of proper awareness and desire of the employees. Similarly, knowledge of the market will be an essential need for the business, as it will create the ability to improve the work. Developing the work according to the needs of the customers will also provide a benefit to create increasing revenue in the area of operation. Reinforcement will be required to review the performance of the employee in the company's operative stations. Resolving the issues is the main aim of the business and it will also develop the opportunity in the wider market. Therefore, ADKAR model implementation will be beneficial for the company to resolve the issues faced in the company’s operation.       
[bookmark: _Toc131919890]Conclusion 
The research has concluded the importance of the changes that are required to develop higher performance and improve the operations in the market. Few issues that a company faced have been resolved with the help of the fishbone structure. It helped in identifying the causes of the issues and then provided the opportunity to generate an effective solution. Solutions to the issues have created an impact on the overall performance in the competitive market. It has been seen that the evaluation and monitoring of the strategies that were implemented have assisted to generate knowledge on the changes required within the business. 
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