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[bookmark: _Toc531550201]Introduction
[bookmark: _GoBack]Problem solving and decision-making skills are characterized with the ability to analyze situational variables and to take decisions accordingly. There are different types of dynamic problems in the modern world and skills and abilities to solve workplace problems are significant for the organizational success. Pattern of problems are changing rapidly because of size and scope of the organization. Previously there were problems in the workplace regarding some specific sector like finance, production. But now different types of situational issues rise in the workplace. Competition in the market has led to a situation where quick decision-making ability is highly prioritized for its effectiveness in the contemporary world because business organizations try everything to be ahead in the competition. In order to solve problems efficiently, managers need information and ability to analyze that information for making decisions. In this report, an organizational problem will be identified and information will be collected for solving the problem. This report will focus on specific measures to be taken for identifying, measuring the depth of the problem and to take measures accordingly. Marks and Spencer is the selected organization for completing this assignment. This organization which is a retailing organization established in 1884. M&S employs more than 85,950 employees(Marks and Spencer, 2018).
[bookmark: _Toc531531089][bookmark: _Toc531550202]Discussion:
[bookmark: _Toc531531090][bookmark: _Toc531550203]Problem identification:
Since Marks and Spencer is a business organization and their aim are to deliver customers with services for strengthening its root in the market, this organization needs to satisfy its customers for ensuring organizational sustainability. Marks and Spencer has several rival competitors who are always trying to go ahead by providing better services to the customers Tesco, Asda can be considered as rival organizations of marks and spencer. These organizations compete in the market for achieving their business objectivesso that long term sustainability of the organization can be secured. A certain level of revenue must be generated for ensuring proper functioning of the organization. It is mentionable here that business organizations in a competitive market must focus on the preferences of the customers. Without satisfying the customers, it is very difficult for business organization to sustain in the long run(Anderson et al, 2012). Business organizations’ failure to identify problems leads to failure to achieve organizational goals.Problem identification segment will include identification of the issues and identifying the damage done for not being able to meet the business objectives. Data based problem identification will enable the organization to take necessary measures to deal with the problem in a quickly manner. 
In order to identify a problem effectively, it is important to have problem knowledge about the business operations and objectives of that organization. Marks and Spencer is one of the largest retailing business organization operating in more than 58 countries.Day by day, M&S is increasing its scope of operation for deepening its root into the international market so that it can beat its competitors with the assistance of customers. In order to do that, Marks and Spencer needs customers preference and preferences of customers can only be attained by providing them with the services they need. About six months ago, Marks and Spencer introduced their canned curry for working people who do not have enough time to cook. In this regard, M&S launched five types of canned curry among which three of them were reported to be very bad in quality. This kind of incident is not new in the retailing industry but Marks and Spencer always tries to maintain the quality of delivered services. Since this organization is renowned and is still expanding their business operations in new countries, this incident can potentially harm new expansion project of Marks and Spencer.In this case, M&S must identify the problem and the depth of the issues so that the organization can deal with the problem in a timely manner. The batch produced over 10 thousand of canned curry 2 hundred curry of one category. It means that Marks and Spencer must deal with the whole batch since most of the product were reported by the customers in the customer satisfaction survey(Bazerman& Moore,2012). 
This inconsistent service delivery can harm the fame of this organization and since it operates in more than 58 countries, any information regarding this bad performance will be communicated worldwide. Competitors always look for contents to hammer the popularity of other organization. More than 25% of the total canned salmon were ported to have extra oil in it which created discomfort among customers. 75% of the veg canned curry were reported to have absurd amount of salt in it which is a dangerous thing for customers with diabetic and high blood pressure. Lastly 55% canned chicken curry were reported to be extra spicy which was not mentioned while labeling. This incident can cause serious damage to the fame of this organization.For such a large retailing organization, this incident can be regarded as a problem because it has the potentiality to cause troubles for M&S(Davis&Stenner,2011).
Scope of the problem:
Identified problem is deeper than anticipated because those canned products were launched by Marks and Spencer and labelling of those canned products do not allows M&S to state that they have not done so. Since the products launched by this organization, have not crossed the boundary of UK. Therefore, international reputation of this organization is not hampered by if the issues are not solved, international reputation of this organization will be hampered. Other two products canned beef and canned mutton are highly rated by the customers. But these three products have problems in it and Marks and Spencer should undertake necessary steps for resolving the issues. Veg canned curry were reported to be highly salty which made anxiousness among customers with diabetics and high blood pressure. The amount of salt found in the canned veg curry, have the potential to damage to harm a person and 2 canned veg curry’s salt is enough to raise a person’s blood pressure from 80/120 to 90/140 which can be serious and injurious to health. 55% of the canned chicken were reported to be too spicy which is harmful for the children and adult as well the amount of pepper found in most of the cans is enough to cause any internal injury of stomach. In order to solve the problem, M&S should halt selling any products of this production batch(Duteurtre&Benderson, 2008).
Impact of the problem:
Impacts of the problem can be double sided. Extra salt, pepper and oil can be injurious to the health of the customers and this damage of customers will lead to the dissatisfaction of the customers which can harm the business of this organization.
[bookmark: _Toc531531091][bookmark: _Toc531550204]Alternative solution:
In order to solve the problem, there are different types of solutions available to Marks and Spencer. There are different ways to fight this problem and each solution bring a certain amount of loss to the organization. Three alternatives are given in the following section.
Alternative one:
First possible way to deal with the problem is to stop producing such products and withdraw all the products of that batch but this will bring loss to the organization because a huge amount of money is already invested in producing canned curry.
Alternative two:
Marks and Spencer can replace those products with a new batch of products so that no more harm is done to the health of customers. But this will require marks and spencer a huge amount of money to invest again for the same kind of product. But it will retain the existing customers of this organization.
Alternative three:
This option will allow marks and spencer to identify the person responsible for ensuring the quality of the products. There are different types of people associated in the quality control and monitoring process. Identification of the responsible employees for the mismanagement of that batch will ensure quality of future products. But it will not ensure that the dissatisfied customers are not included in the solution of the issues. Yet this alternative will ensure quality of products to be produced in future(Bergman&Klefsjo, 2010).
[bookmark: _Toc531531092][bookmark: _Toc531550205]Tools and techniques:
In order to make effective and efficient decision, there is no alternative of collecting data from real world and analyze them to make decisions.Data analysis will enable M&S to ensure that this kind of incident will not occur in future. There are some tools and techniques used to analyze situation and select best alternatives.
SFF matrix: 
SFF matrix is used to analyze alternatives by using three variables and scores for measuring those variables. SFF means Suitability, feasibility and flexibility. The scoring technique is 1-3, where 1 means lowest score and 3 means highest score. This matrix analyses three variables according to the real-life scenario and gives the variables scores to find the best alternatives among these three. Among these three variables, suitability means to what extent the alternative is ethical and to what extent the alternative has particularity in it. It helps the organization to identify if the alternative is applicable in the real-world situation or not. If it is not applicable in the real world, then it will have score 1 and if it seems to be applicable in real world situations, then it will get 3- the highest marks of the variable.
2nd variableidentifies to what extent the alternative is affordable. Affordability of the alternative is measured by this variable. If the alternative if affordable given the available resources of the organization, then the alternative will get 3 out of 3 and if it is not affordable, the alternative will get 1 out of 3. 
Lastly, the third variable determines to what extent the alternative is able to minimize the impacts caused by the problem. In other words, it measures the ability of the alternative to fight the negative impacts of the problem.
In the final stage, all the variables are scored according to the alternative’s suitability, feasibility and flexibility in order to find out the best alternatives available for Marks and Spencer.In the following section, SFF tool is applied to identify the best alternative to deal with the problem faced by M&S.
	
	Suitability
	Feasibility
	Flexibility

	Alternative one
	2
	2
	1

	Alternative two
	3
	1
	2

	Alternative three
	2
	3
	3



Alternative one has scored 2 in the scale of suitability since alternative one stops producing those products rather than addressing the issues properly. But stopping the production help M&S to be ensure that no such product is produced.In the feasibility variable, it has scored 2 because it is quite affordable for the organization to stop the production immediately but can M&S afford to stop producing a popular product? The answer is no. this is why the score for feasibility is 2. Alternative one has got 1 in the flexibility variable because there is no scope or provision of changes in the organization(Shtub,2016).
Second alternative scored 3 in the 1st criteria since it allows M&S to replace the products of previous batch with a new batch. But huge amount of resources is required in order to implement this alternative.  Thus, alternative two scored in the feasibility criteria. It introduces a replaced batch for the previous one. Though it is not enough to deal with the problem properly, it got 2 in the flexibility criteria(Ananthan,Appannaiah& Reddy,2010).
Alternative three does not focuses on the existing problem rather it focuses on preventing the recurrence of the problem. This is why it get a 2 in the first criteria.Alterative three is feasible with the existing resources of the organization because identifying responsible personnel and replace them with new personnel wouldn’t cost the organization much. Alternative three get a 3 in 2nd category. Lastly, it introduces change in the organizational system to deal with the problem directly. Thus, it gets another 3(Sen,2008).
[bookmark: _Toc531531093][bookmark: _Toc531550206]Best solution:
Based on the analysis of the alternatives, it can be said that alternative which scored the most is the best suited alternative for dealing with the problem. Alternative three suggests to change the personnel responsible for the damage. It is ethical to change those employees because they did not perform their job properly. Changing those personnel will also trigger afear of punishment for mismanagement of their duties and responsibilities. It will also raise and awareness among the employees for performing their job properly. An urgency will be created by changes in those positions will positively influence the organization as a whole. It is important to mention that alternative three will not cost much since it allows M&S to change old personnel with new one. Recruitment process of several employees will not cost much. Feasibility of this alternative higher than any other alternatives since it does not cost much. Subjective analysis is not enough to understand the situation and provide best suited solution. In order to provide the best possible solution, the organization must conduct numerical analysis for identifying the best alternatives among these three(Allwood&Selart, 2010).
[bookmark: _Toc531531094][bookmark: _Toc531550207]Analysis:
While considering decision making, it is important to understand the numerical values of each alternatives. In this regard, research can be conducted for identifying different perspectives associated with each alternative. In order to identify the real reason for the incident, M&S must consider conducting a research on customers and it will also provide M&S with information regarding effects caused by that incident. In depth analysis of this incident will help M&S to understand the situation better which will ultimately pave the way for finding out the best suited alternative among three(White& McBurney,2013). A research is conducted below for collecting information regarding the incident of canned curry batch which will ultimately assist to measure the alternatives based on stability, flexibility and feasibility(Rao, 2013). 
[bookmark: _Toc531531095][bookmark: _Toc531550208]Data collection:
Data collection will help to collect information from three different aspects. First of all, the study will look to identify customers’ needs and desires from marks and spencer. In the second phase of the study will look to identify the cost of different alternatives set in the first part of this assignment. And in the third phase of data collection, the study will focus on identifying the flexibility of alternatives(Blischke et al, 2011).
First line of data was collected using a questionnairefor getting customers’ feedback. Customer satisfaction survey was also conducted using that questionnaire. Feedback of customers were helpful to understand the perception of customer regarding those products of Marks and Spencer. Data was collected for analyzing the factors behind customers’ satisfaction and factors which are preventing customers satisfaction(Fowler, 2014). 
2nd line of the data wascollected in order to identify the measures necessary to accomplish different alternatives. Alternatives set in the 1st part of this assignment was analyzed. Total cost of each alternative was identified in order to measure the applicability and affordability of the alternatives. Calculated value of the collected data was integrated into the criteria so that feasibility of the alternatives can be analyzed.
For the 3rd line of data, it was required to collect data regarding the flexibility of the alternatives.  In order to identifythe rigidity of the alternatives, and to identify different sets of action required to solve the issue properly. Required data is collected from both primary and secondary sources. Primary data was collected from a hired field researcher. 
[bookmark: _Toc531531096][bookmark: _Toc531550209]Data Presentation
In the questionnaire, customers were asked regarding their experience of those canned products, 75% of the total respondents said that they were dissatisfied with the provided services.15% of the total respondents said that they were highly dissatisfied with the services. And the rest 10% said that they were somewhat satisfied with the services(Cooper&Schindler,2014).

Customers who consumed those products were highly dissatisfied about the services of M&S. and among 100 respondents, 65% of the total respondents demanded cash back and rest 35% wanted product replacement.
Most of the respondents wanted their money back for this kind of bad services provided by marks and spencer. In this regard, it is shown in the above bar chart that customers are no longer happy with the services being provided by the business organization(Munzert, 2013).
For the second line of the analysis, stages associated with the alternatives proposed will be analyzed.For the 1stsuggestion of alternatives, only three stage is required to take the action against the incident. Informing the employees, stopping the production, and providing the employees with their payment. Total cost of this alternative is about 2 million£(Zsambok& Klein, 2014).
In the second suggested alternatives, there are five required stages to implement the alternatives. At the very beginning, production of the previous batch must be stopped and then through advertisement, products were taken back from the customers, after that with the help of professional, new production was designed and then produced. After completing the production, old products were replaced with the new one and then sent them to the customers as a compensation.This process cost more than 5 million £(Brown&Slezak,2010). 
The third and the last alternative consist of four stages of implementation. At the very beginning of the implementation, the production was stopped and personnel who were in position to check product quality were sacked and after that new personnel were recruited.After that production process was restored. This alternative cost 3 million £. 



In order to measure the flexibility of different alternatives, rating scales were used to measure the flexibility of the alternatives based on the analysis. Alternative one score 1 out of three and alternative two scored 2 out of 3 and alternative three scored 3 out of three.

[bookmark: _Toc531531097][bookmark: _Toc531550210]Data analysis:
This section will analyze the collected data foridentifying different aspects of the problem and will help to determine the best suited alternatives among these three. At the beginning of the data collection, data was collected regarding customers’ satisfaction using Likert’s scale. According to that collected data, it is evident that most of customers were dissatisfied and highly dissatisfied when they were asked regarding the services provided by M&S. 75% of the total respondents think that they are not satisfied with the services of canned curry provided by M&S.and 15% of the total respondents were found highly dissatisfied with the canned curry services. It is also important to mention that 35% of the total respondents asked for product replacement whereas 65% of the total respondents wanted their money back. Customer who wanted their money back are willing to buy something similar like that product they bought from M&S. since the product is not luxurious in nature, the customers are willing to replace the products with something else. Which indicates that the customers are no going to stop consuming that product. Canned curry is one of the best innovations of this organization. Therefore, it will be feasible for M&S to implement alternative three which will allow M&S to produce the same product maintaining the efficiency and effectiveness of the operations(Gronstedt, 2012).
Second line of data was collected to identify the stages involved in implementing different alternatives. First suggested alternative requires 3 phases for completion, and 2nd alternative needs five stages to be successfully implemented and the 3rd alternative needs4 phases to be implemented properly. In this case, first alternative is not able to provide any viable solution to the problem because it does not suggest M&S to give the money back to the customers not it reproduces the product in a better way. All it does is stopping the production of canned curry which is in fact not a long-term solution to the problem.Stopping the production is not enough to deal with such kind of incidents because customers are already in dissatisfactory situation and without providing compensation to the customers or providing them with another quality products will probably easy the situation.Therefore, it is seen that alternative one is not going to solve the problem, instead it suggests to stop the production process which is not beneficial for the customers nor for the organization itself. In order to deal with such problem, customers must be taken into account because without customers’ satisfaction, the organization may not be able do business in the long run(Morse& Kimball, 2012).
Second alternative requires five stages for completion and these five stages offers a new product replacing the old one.In this alternative, it is seen that there is a number of factors associated which is difficult for the organization to manage. This alternative suggest that M&S should stop producing the current product and replace the production system with newly designed product. But the thing this alternative does not consider is that implementing this alternative will require M&S to invest the same amount of capital which was invested six months ago on same kinds of project. M&S is a large business organization and it operates in more than 58 countries. There are plenty of affairs that M&S has to deal with. Investing in the same product for the 2nd time is not a viable option for this organization. This huge amount of can be used to develop another product. In this regard, it is evident that alternative two is highly expansive for marks and spencer to carry.Even though this alternative focuses on replacing the old product with a new one for reducing customers’ dissatisfaction but it is very difficult for M&S to invest this amount of money in the same sector(Heerkens, 2015).
In the third line of alternatives, it was found that there are four stages involved in the implementation process and about 3 million pound is required to implement the alterative solution which is lower than 2nd alternatives. This alternative focuses on uprooting the main cause for this kind of incident. People who were responsible for checking and managing the quality of the product were reluctant about the aim and objectives of this organization. In this regard, 3rdalternative provides marks and spencer with the advantage to use the existing production system. Since the analysis of customers preference indicate that customers are not willing to avoid this product rather, they are willing to have a replacement of the product, third alternative will ensure that the customers get their desired canned curry(Zarate et al, 2008).New products will also attract more customers(Agile Project Management, 2013).
From the discussion above, it is evident that there are different types of alternatives available for marks and spencer but each alternative carry special type of advantages and disadvantages along with them. In order to deal with the problem, M&S needs to have a deeper understanding of the issues and customers’ satisfaction survey provided M&S to understand what customers are thinking about their canner curry. In this regard it can be seen that people are willing have their money back and some people are willing to have their products replaced with a fresh one.Based on the circumstances and on analysis, alternative 3 has been selected as the best suited option for dealing with the situation because there are plenty of organizational matters to deal with. Therefore, appointing new personnel instead of old ones will reduce the intensity of the problem and thus pave the way for solving the problem in an efficient manner(Levow et al, 2013).
[bookmark: _Toc531531098][bookmark: _Toc531550211]Recommendation/ Suggestion:
In order to solve the problem that is being faced by marks and spencer requires several steps to follow.
i. Ownership must be grown in the implementation sector by providing incentives
ii. The roles of leadership are important in business organization like M&S
iii. Important updates must be communicated with the customers. 
iv. Proper marketing strategies must be followed for communicating the advanced production of M&S
Conclusion
This assignment has concentrated on the problem solving and decision making on specific issues. It has discussed several aspects of problem analysis and provided solutions by conducting research. Using empirical data to solve any problem in business is considered as the most effective way of decision making. Lastly some recommendations are mode for implementing the alternative plan properly.
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1st alternative	2nd alternative	3rd alternative	3	5	4	


cost required (million £)	
1st alternative	2nd alternative	3rd alternative	2	5	3	



flexibility	
1st alternative	2nd alternative	3rd alternative	1	2	3	
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