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[bookmark: _GoBack]Introduction
Problem solving is a process used to see the possible solutions for one situation.
 Decision making is part of problem solving. Problem solving is a hard process, requiring judgments (or decisions) to be made along the way.
The art of making informed decisions is a particularly important skill for leaders and managers. As part of the problem-solving process, people have to make many decisions. Executives and managers need to use their decision-making skills to see which solutions is the best. Usually they need to review and start the next steps to resolve the issue.
The main difference between problem solving and decision making is that problem solving is a process whereas decision making is action based on insights gained during the problem solving process.
Decision making is part of the problem solving process. Multiple issues can be in the business, which requires time and resources. A key role in management and leadership roles is deciding which issues to prioritize.
The aim of this report is to understand the causes and impact of declining profitability on TM Lewin, and to come up with solutions that can be applied to them to increase the profit.
This report has 5 sections.
In the next section will be identify the causes of problem, and 2 frameworks, PESTLE and Fishbone will be used.
[bookmark: _Toc120378739]	Define the problem
The problem on TM Lewin is declining profitability.
All this situation it was affected by United Kingdoom wide, where all shops was affected, by pandemic situation, all essential shops was forced to be close and in the same time, inflation was another factor. Pressure on supply chain issues because they can’t have the material to produce shirts and all the strategic problems, such as the impossibility to finding solutions to solve the problem had a major impact on declining profitability on TM Lewin company.

[bookmark: _Toc120378740]Its Scope and Impact
This problem regarding declining profitability had an impact on TM Lewin company and on its employees as well. 
TM Lewin had an significant sale reduction, all material that they needed to produce the shirts was expensive and in this way they was forced to sale the products with big prices. Pandemic situation had an impact on TM Lewin, because all shops was closed and people had just one choice: to buy online. The last factor founded which had a major impact as well, it was the management. TM Lewin had already two administrators and they can’t manage that situation and help company to increase.
For TM Lewin employees, the impact of profit it was this:
· Employees start to work from home;
· Because many shops was closed, more than 600 employees lost their jobs;
Next step to solve the problem is to identify the causes using PESTLE and Fishbone frameworks.
[bookmark: _Toc120378741]Analysis of the organisation and problem
A PESTLE analysis examines the main external factors (political, economic, social, technological, legal, environmental) that influence an organization, in our case, TM Lewin company. It can be used in a variety of scenarios to guide experts and executives in making strategic decisions.
The PESTLE factors that I identify on TM Lewin are presented on the table below.








	P 
	E
	S
	T
	L
	E

	· Lockdown- people don’t travel and wear casual clothes
· Less money for costumers to buy TM Lewin
	· Raising inflation, high price to produce the shirt
· Cost increases
· Energy
· Comodity prices and wages and they can’t sell more expensive,
· More money to buy raw materials
	· Banned all socia events during COVID-19
· Health consciouness during COVID
· Consumer buying habits change
	· Over
reliance of physical shops – less focus on online 
	
	


PESTLE analysis for TM Lewin

From this table is visible that the most factors which are present on our case study are economics.
An Ishikawa or fishbone diagram is a diagram showing the cause of a particular event, created by Karou Ishikawa (1990). A common use of Ishikawa diagrams is in product design and quality control to identify factors that can cause overall impact. Any cause or reason for imperfection causes variation. To identify the causes of these variations, causes are grouped into major categories. The categories identified in TM Lewin are: material, external factors, people, environment and economic.
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Fishbone diagram for TM Lewin company

Before to create the Fishbone diagram, first step it was to identify what is the problem, when and where it happened. The problem for TM Lewin it was declining profitability and was happened in 2020 when pandemic situation started. 
Both frameworks, PESTLE and Fishbone help me to identify possible solutions to solve profit decline in TM Lewin. 
[bookmark: _Toc120378742]Proposed solutions
The main important causes identified it was those: 
· Cost increases
· Energy price increases
· Inflation
All of them had a major impact on TM Lewin, it was difficult for company to manage this situation because it was the first time when this was happened and reduce them the profitability.

The solutions founded based on the causes identified was those:
· Attracting new customers using Ads
· More support online
· Buying quality raw materials from another country which sells more cheaper
[bookmark: _Toc120378743]Evaluation
To evaluate the solutions, I used Grid analysis.
Grid analysis is a technique used in decision making. This works best when there are many good alternatives and many factors to consider.

[image: ]
Grid Analysis for TM Lewin
To solve the problem with declining profitability, the best solution based on Grid analysis is to attract new customers using Ads.
[bookmark: _Toc120378744]Plan for implementing
Next step after choosing the best solution is to do the plan for implementing monitoring and review process/system.
Planning is step which help TM Lewin what to do in a future. To implement the solution, attracting new customers using Ads, first step is to do an Action Plan.
An Action Plan show all the steps that need to be done before the implementation of the chosen solution.
Solution to implement: attracting new customers using Ads
Outcome: increase of profitability

[bookmark: _Toc120378745]Action plan
	Action
(What)
	Description 
(How)
	Time frame
(When)
	Staff responsible

	Identify and document attracting new costumers






Using social media channels





Creating quality content











Creating Ads
	Collecting and interpreting data about customer’s past purchases and behaviors is a central component of tailoring their experience when they are on the site

Interaction with new customers, build a page on Instagram, Facebook and trying to get opinions from them


Any information from website must be interesting and correctly written. The products and services must be presented correctly, with a many details and questions as possible that might interest the new potential customer


Using Google Adwords, Linkedin to promote the products TM Lewin
Collecting emails from website and after send exclusive offers just on email address. In this way the new client will be influenced to subscribed on newsletter.

	02.10.2022 
9.10.2022







10.10.2022  17.10.2022






18.10.2022
25.10.2022










26.10.2022
02.11.2022
	Marketing research director 







Marketing  strategies manager





Marketing department (creative services)










Marketing Strategies Manager



[bookmark: _Toc120378746]Monitoring plan
	Action
	Description
	Timeframe
	Staff responsible

	Online visits
	Register all potential customers which visit website
	Daily 
	Maketing manager

	Online purchasing
	Check how many new clients buy products online
	Weekly 
	 Sales departments

	Feedback





	Asking new customers what kind of impression they had regarding the products, if they buy something.
	Weekly 
	Marketing manager

	Satisfaction surveys and subscription
	Will improve the quality of the business. Clients will be thinking that they are listen and the company are care about them and in that way they even can subscribe, being interest on what company sells.
	Weekly
	Marketing team



Next step after action plan and monitoring is to evaluate the key performance indicators.
Indicators are elements that measure aspects considered essential for the implementation of a program. As a rule, they are directly related to the objectives of the plan, to the way the activities are carried out. An indicator is identifiable, measurable and easy to understand information. A system of indicators is build starting  from the identification of the information necessary to establish the level of performance of a plan.
For this case study on TM Lewin company, I choose four indicators which are presented in the table below.
[bookmark: _Toc120378747]Evaluation

	KPI
	Description of KPI
	Timeframe
	Staff responsible

	The number of persons who accessed the advertisement’s links
	This value indicates a comparison between new and returning customers
	Monthly
	Marketing department

	The rate of completed transactions related to the number of visitors

	This KPI will show if all persons who visit the website buy and some products
	Monthly
	Sales department

	The rate of the number of orders from new customers compared to loyal customers
	This result will help the company to see it all the total value of transactions comes from new or old customers and to know which aspect it should improve
	Monthly
	Sales department

	Traffic source
	Tells us from where visitors come or how they found the site. This will provide information about the channels that generate the most traffic, such as: paid social media ads or newsletter,
	Monthly
	Marketing department



Problem identified: declining profitability on TM Lewin
Chosen solution: attracting new customers using Ads
Outcome: increase of profitability on TM Lewin



[bookmark: _Toc120378748]Conclusion

To start to do this report, first think it was to understand the nature of the problems that company had, and what kind of impact had on company and on its employees. It was a lot of factors presented in case study, and next step was to use two frameworks, PESTLE and Fishbone to understand what kind of category are all of them and see how they had an impact on declining profitability.
Based on those, the most of them was economics, such as: inflation, cost increases and political as well, lookdown, Brexit. PESTLE and Fishbone offered a good picture with all factors, which help me to do Grid analysis, to found 3 main causes and 3 solution. The best solution it was to attract new customers using Ads.
	To apply this solution on TM Lewin company, it was necessary to do a implementation plan. The outcome after plan implementation it was to increase profitability. 
On Action plan I detailed 4 kind of activities that need to be done during one month, such as: documents to attract new customers, social media channels used, quality context and using Ads.
Next step it was monitoring plan, this was weekly, except one which was daily, like online visits. The final step it was evaluation. I chose 4 KPIs which I was considered was matched with the solution chosen: 
· The number of persons who accessed the advertisement’s links
· The rate of completed transactions related to the number of visitors
· The rate of the number of orders from new customers compared to loyal customers
· Traffic source
All of those KPIs need to be evaluate monthly to see if they are effective and improve one of them if they don’t generate the result that company need.
In conclusion I can say that bassed on the solution chosen , the best way to increase the profitability on TM Lewin company is to attract new customers using Ads.
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