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Introduction
This report aims to recognize problem solving tools and techniques to identify and propose solutions to a work based problem. It will also include an evaluation of possible solutions. I have chosen to talk about Team work problem at my current place of work Tesco PLC. 
All organizations face problems on a daily basis, and although organizations try to prevent and avoid them, in one way or the other, at some point, there is a problem which arises and so it needs to be solved. With Tesco’s being one of the leading supermarkets it is reliant on how quick management resolves its problems. Therefore, problem-solving is not just about making a decision but it also involves clearly identifying and formulating the problem, implementing, and later evaluating the solution for effectiveness. Team work is an area which seems to cause problems to management due to these complications in the organization which are bought up by diversity it then becomes difficult for a business to do well in the business world. Therefore, organizations must find solutions to problems which arise in the work place which prevent team working in order to make sure that team is work effectively to deliver the set goals. Teamwork ‘lies between the departments which are found within the organizational structure. As such, organizational structure plays a crucial role in molding and uniting employees for teamwork to be realized’ (Dane and Pratt, 2007, p33-54). 

Define Complex Problem at Workplace 
The problem which I will be referring to is team work within Tesco PLC, where colleagues seem to be demotivated and not working together as a team which is resulting in the failure to meet deadlines. Failure to meet deadlines and not working together as a team is having an impact on the organizations sales and reputation as customers are entering the supermarket and are not able to find products which they came into purchase, which is them resulting to high number of customer complaints. This shows that there is an internal ‘teamwork’ problem occurring as customer complaints seem to be rising and many staff members not turning up to work hence failure in meeting deadlines.
Due to this internal problem happening within the supermarket it then raises questions as to why this may be happening and there are many reasons for it. It seems that colleagues are having personal differences amongst themselves and towards those who are running/ leading shifts. This may be due to the fact that Tesco PLC uses a ‘’hierarchical organizational structure,’’ when it comes to sharing informational for the organization. Having such structure may cause differences amongst staff as most of the time shift leaders are usually those who are promoted off the shop floor and not given enough training on how to lead their fellow colleagues whom they used to work with on the shop floor. This leads to poor communication and leadership as not enough training is given to both new and existing staff. According to Mantere and Vaara (2008 p341-358) ‘employees have been having issues with cultural differences’ and poor communication among others. 
Tesco PLC has clear goals which focuses on customers and meeting customer needs through effective service delivery. In store managers usually come up with their own rules to ensure that the company goal is delivered effectively. Some managers / shift leaders tend to present egotistic behavior which causes tension within the team which them results in to unmotivated staff and lack of team morale.  

Tesco PLC Background
Jack Cohen incorporated Tesco Plc in the year 1919. When the company first established it was run in market group stalls (Tesco PLC, 2019). Nevertheless, the company has since then been growing year by year to date. Tesco PLC has been offering different types of products and services to its customers aiming to satisfy its consumers, they offer many products from fresh fruit and veg, a variety of grocery products, clothes, toys, electronics, books etc. Having a variety of has led to the vast success of the organization over the years. This development has allowed the number of workers to increase. Employees have been playing a vital role in increasing/ expanding profits for the organization, which has made Tesco PLC the third-largest retailer across the world. The third position of the organization is measured by the statistics of gross incomes established by the organization. Hence, according to "Tesco Annual Report 2018," the organization generally serves more than 80 million customers weekly. All this is accompanied by the organization's mission, which is, "We make what matters better, together." According to Lowe and Wrigley (2009, p331-347) the mission usually works along with values, and this is what boosts confidence to the customers.

My Experience at Tesco PLC
Tesco PLC is a large organization that directs the retail industry not only in the UK but likewise in 11 other countries across the world. I have been working with the supermarket for the last six years. Despite that, in the last one and half years, I have noticed and have accustomed insufficient communication from shift leaders, which has resulted in unsatisfactory service delivery when I am working on the shop floor. As the norm of shopping, customers usually want details of numerous new products whose information is only known by the staff members in store. I have noticed in the last six months that I have been working at the store that both new and old employees were demoralized and were not working or carrying out tasks as they should be or as they previously were. There would be times where you will find no staff on the shop floor and so when a customer requires help in finding a product it makes their shopping experience difficult as the needs of the customers are not met. Sometimes while customers are shopping, they found employees arguing and being disrespectful to each other about their duties, it seems as though the employees were not taking their job roles seriously as they had an extremely relaxed approach as to the way they were carrying out their allocated tasks. Later, having spoken to two of my collogues who I work with, I found out that there is an ongoing problem which has been occurring  between the shop floor staff (customer assistants) and the shift leaders and this is the reason why there is tension in the workforce.
Due to this, I am able to identify that teamwork is a problem one of which has occurred recently, and if not addressed, the company will certainly not be meeting their profit margins, they will also lose customers and more importantly employees because of how teamwork is being managed. I have established that the issue is caused by the subjective ‘hierarchical system’ of the company, this also includes aspects such as poor teamwork which is leading to faults within the management, and this has caused conflict between the managers, shift leaders and employees. This is also the cause of poor communication and lack of training given to employees, which has been affecting sales targets as well as customer satisfaction.

Literature Review on Teamwork
According to Pfaff and Huddleston, (2003, p37-45) it states that teamwork is very essential in any organization as it divides the workload amongst the workers, and through that, the organizations objectives are met and achieved. However, when there is a problem within the team it usually affects the attitudes of the employee which leads to poor performance towards their appointed tasks and responsibilities. According to ELLIS et al., (2005, p641-672), teamwork is crucial in the proper execution of organizational aims, and as such, an experienced team has analytical knowledge competencies when it comes to communication, coordination and collective problem-solving. Surprisingly, even a well-trained and skilled team usually differ in their roles and responsibilities rendered on them. The middle-level management benefits more from collective teamwork since they control movement and activities through employees. On this note, they met the aims and objectives that have been set by the management.
When a company or organization does not practice the team working training and development, it often leads to problems such as poor communication and coordination among the team, which lhas an impact on the organizations sales. Longenecker and Neubert, (2000 p.37-44) states that most organizations are investing massively on their operations with the aim of appearing as competitive frontier over their competitors. As such, the contribution made by those organizations includes the purchase of machinery and various types of equipment's which are expected to seek improvement, earn market share, and later grow revenue. Managers are as well put under pressure as well by their executives to arrange ways through which aims and performance can be achieved. For that reason, they come up with activities such as technology integration, raise number of workers, and use of limited resources. As they do this, there is no discussion made for effective teamwork which implements all the work within the organization. For that reason, employees feel excluded given that they are not involved in decision making, therefore, they are compelled to work under pressure to meet the targets. All these plans are completed without the thought of team work, which is crucial to the achievement of the anticipated goals. As a result, lack of teamwork becomes a hindrance to the creativity and innovation, cooperation and coordination as well as cutting down all the unnecessary costs within an organization.

Decision Making Tools & Techniques
	Decision making tools and techniques are used to help solve any problems a workplace is having. Decision making tools and techniques include SWOT Analysis, PESTLE Analysis etc. For my work based problem I have decided to use SWOT Analysis.
SWOT Analysis 
SWOT analysis is a framework used to help identify strengths, weaknesses, opportunities and threats. I will be using this framework to identify and analyze both internal and external factors which may have an impact on Tesco PLC. As I have identified that Tesco PLC is having complex issues with team work, it is therefore important that this problem is addressed as it will help regain the team working strength and morale of the store. According to Belliveau, Griffin and Somermeyer (2004, p13-17) ‘team working strength is the backbone of the corporation’ hence why I will be using the SWOT Analysis framework. This will help me identify issues within the organization which will help to save its public image because once customers lose their loyalty, it will take a lot of time and costs to regain the same. 
Strengths 
Current processes 
Tesco PLC has employee programs, departmental hierarchies, and efficient software systems. Therefore, since they are currently experiencing problem with team work, the company will need to review its hierarchy within the company. Tesco PLC will need to train their employees through programs that have resourceful software systems. This process will help to keep employees  engaged and involved through the presentations as they will be able to bring forward any issues which they may have which is affecting them.
Weaknesses 
Financial Costs for Change 
Whereas Tesco PLC would be prompted to employ change as a way of solving practical team problem, the changes which need to be applied will be costly as the organization has not been doing well financially. Therefore, this may cause a restriction to the leadership renovation as there may be insufficient funds, which may make it difficult to train staff in the specific areas of improvement. 
Opportunities 
Market trends
Tesco PLC is the third-largest retailer in the world, and it has invested heavily in technology which captures consumer behavior, their needs and wants alongside tastes and preferences. As such, it has continually been producing new products that match customer needs. All this is done even after the organization has had issues with teamwork discord between the employees since the organization has already sold its name to the public (Bose, 2008).
Threats 
Political Factor 
The corporation is controlled by traditional politics of the countries and therefore, in one way or another, the countries end up imposing business policies which cause cultural differences among the workers of Tesco PLC. Because of that, the politics then divide the organizational based on politics, which in turn leads to the team working row among the employees.

Implementation of Fishbone Analysis
Definition of Fishbone Analysis
The fishbone diagram was developed by "Dr. Kaoru Ishikawa, a Japanese quality control expert" to show the cause and effect of a potential problem (Shinde, Ahirrao and Prasad, 2018, p653-664). The fishbone diagram categorizes potential causes of a problem which is used to identify the root cause.
Why use Fishbone Analysis
Fishbone analysis plays an essential role in the brainstorming and categorizing problems under different headings which may help to find the root cause. According to Cromer et al., (2004, p.451-455) ‘the diagram classifies the issues based on their importance’. 
How Fishbone Analysis is carried out 
The fishbone analysis diagram looks a lot like a fish where the main problem is designated at the head of the fish. The fish is then divided by horizontal line which has the right and left side, the leading causes are positioned on the upper and lower side of the diagram with their effect being singled out against each root problem. 
[image: ]
Implementation of Fishbone Analysis to Team working
Therefore, in my case, the root problem is team working which is causing failure to meet deadlines. As my diagram above shows the root cause is divided into four sections, team work, planning, people and project management. As seen from the above diagram there are many factors and problems which are linked to the root cause for example cultural differences, and organizational politics, these two points are having an impact on employees working as a team as personalities are clashing which raises personal differences leading to employees not wanting to work with each other. Weak leadership and poor communication are also having an impact on the team as goals and general tasks are not being communicated properly Woodfield and Kennie (2008, p.397-415) states that ‘poor communication results in bad leadership styles, which acts as its effect’. 

Proposed Solutions for Team working
I have decided to come up with two solutions which will help resolve the team working/ failure to meet deadlines problem at Tesco PLC. I have decided to review leadership and the rules and regulations for the organization. Both leadership and rules and regulations are important as these two factors are what controls the running of the daily operations. Good leadership ensures that employees have allocated tasks and are helping each other making sure tasks are running smoothly while meeting deadlines. When there is poor leadership it is the management who tend to analyze the cause of the problem which leads to an effective implementation on staff training.  Rules and regulations are also crucial as they work as a framework for employee behavior and moral conduct. This is important as it outlines how employees should behave at work, therefore employee behavior at work should be monitored as this may also have an effect on the team work.
 
Leadership Review 
Tesco PLC practices "hierarchical organizational structure," which is bureaucratic when it comes to sharing of vital information within the structures of the organization. The hierarchy has three to four layers which oversee the department activities and operation. The hierarchical structure is challenging as the supervisors and the managers both run employee activities. For that reason, if the supervisors and managers are not working together it will affect team working, as the employees will pick up on this. Due to this matter it is important to have a head of department who reports to the regional manager. The manager should only be responsible for what happens in the department and the existing hierarch system would need to be reevaluated and will include the top-level management which will include the executive, middle-level management which will include the regional managers and also the department managers and finally the low-level managers which will consist of shift/ team leaders/ employees. Having this structure will help to decrease failure to meet deadlines and employee’s quarrelling with each other. It will help improve communication, collaboration, and cooperation within the operation of the organization. It will also ensure that new leaders who join the team will communicate, work as a part of the team, identify employee strengths, recognize and reward the employees, and all this will improve teamwork. 
Rules and Regulations
Although the organization has set rules and regulations, it is important that they are reviewed and monitored as existing regulations have shown a breakdown in the hierarchy structure. This means that leadership will need to be reviewed and given that it has been reviewed, employees will be required to note what their manager has set as guide lines for them. By doing this, it will help to reduce the personal differences amongst staff and will also help improve communication amongst both employees and management staff and will assist the smooth running of teamwork. Better team working will also occur when employees are able to see a clear outline of their roles and responsibilities, this will make the work environment a friendly place where employees are able to share workload ensuring that all given tasks are completed as team morale will be lifted.

Evaluation of the Proposed Solution
According to me leadership and rules and regulation, are both vital in team working. Having set rules that employees obey, will help Tesco meet their sales targets and achieve customer satisfaction and will result in happier employees. Good leadership alongside rules and regulations will ensure a friendly working environment where employees are happy to come to work. If Tesco PLC do not improve on this it will lead to current employees leaving the company to join a new venture where they have good leadership and teamwork. Employees leaving Tesco PLC will be due to individuals wanting to work in an environment where they will be able to meet and aciculate with friendlier people. Therefore, it is essential that the rules are laid out and given as guidelines to all employees.
Furthermore, practical leadership shapes and mold employees, this enables team working to be successful. Most employees want leaders who will encourage and help them develop their skills, knowledge and capability. Therefore, team working is linked on relations, and a lot of employees want to develop a solid working relationship since they spend most of their time at work, and good leadership is much better than rules and regulation (O'Reilly et al., 2010, p.104-113). This shows that if the leadership team have no malfunction their employees will work well as a team carrying out given tasks without forces.  Therefore, I believe that good leadership is the best alternative.

Implementation Plan for the proposed solutions
For the implementation plan I will be doing a chart which shows how leadership will be implemented. I have decided to divide my proposed solution for leadership in to three   Therefore, the leadership review will be separated into three sections, this will include the first meeting, first practice pilot, second practice pilot, and third practice pilot. 

First Meeting
The first meeting will take place on 12/8/2019. The core of the meeting will be to brief the employees about the changes that will be implemented. Therefore, the employees will be informed that there will be a new plan laid out which had been developed to improve team work, and to avoid confusion they will also be notified as to who will be their leader. Notifying the employees as to who will be their leader will help assure employees as they will find it easier as to who they should reach out to first before approaching the store manager. It will also boost confidence about leadership as this will make it easier for them to reach out to the manager quicker. 
First Practice Pilot
After having the meeting employees will now be aware of the changes which are about to take place and so the first practice pilot will begin on 17/8/2019 to 24/8/2019. This will be the first stage for the implementation of the leadership review and it will also require all staff members to be responsive to their managers. All managers and shift runners will be responsible for planning out tasks which need to be done on a daily basis, they will also be responsible for keeping up to date with the training and development process for all staff members, and this will also help to increase skills and knowledge of the employees. Implying training and development will help build the teamwork spirit, it will help towards restoring teamwork and a good relation between employees and employers.
Second Practice Pilot 
This will be the second stage which will take place from 01/9/2019 to 9/9/2019. At this stage staff members will now be familiar with who their leaders are, they will also be aware of the new procedure and operation system. At this stage team work should now be getting stronger and leaders and managers should now be able to identify the strengths and weaknesses of their employees. Customers should also now be able to receive better quality service as employees will have more knowledge and therefore they will be able to help with customers needs.
Third Practice Pilot
	This is the last stage of the implementation, this will take place from 25/9/2019 to 03/10/2019. This is the stage where management should be constantly reviewing the results of teamwork to insure that leaders are leading the team appropriately to ensure that there are no breakdowns which were faced by the organization previously. At this stage employees should be working together smoothly and the experience of team work in the organization should be more firm, which will mean meeting deadlines, increased sales and customer satisfaction.
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Communication Plan to Stakeholders
Tesco’s PLC is owned by stakeholders who ensure that the business is always on the right track by making sure and proposing suitable suggestions to help grow the business.  As this is the case it is vital that the stakeholders are informed on all the changes that the management have undertook so that it can be reviewed. Due to the new leadership system which aims to bring employees together it is important that the stakeholders are informed about these changes as well as the increase of income which will help the business. The chart below shows the communication plan used by the organization to stakeholders.

	Deliverable/Description 
	Message Type
	Target Audience 
	Delivery Method & Sequence
	Responsibility 

	Status Report for Effected Leadership
	Mandatory
	Local banks
Investors
Government 
	Email. Delivered monthly
	Regional manager

	Revenue 
	Mandatory 
	Local banks
Investors
Government
	Quarterly monthly meetings
	Executive 

	Increase of capital for opening new business 
	Mandatory
	Local banks
Investors
Government
	Quarterly monthly meetings
	Executive



Review and Monitor Plans for Proposed Solutions
Evaluating and monitoring the leadership plans is essential because this will show whether the implementation plan is effective on team working. As the implementation has been put into action, therefore the management be reviewing this every two to three months, this will help to track and monitor progress. Another way to track whether team working is progressing is by monitoring customer satisfaction and reviewing sales target. Review and monitoring plans to see the impact of the implementation plan will help keep track of the organizations success, if this is being done well other chain stores that are not doing well in the same area will be able to implement the same process. The proposed solution will work well if training and development is consistent this will increase working relations as all staff members will be expected to work as a team making sure that set targets are met. Management and leadership members will be expected to develop an employee reward and recognition scheme, this will show employees that their hard work is appreciated. This will also help to motivate and uplift team morale of other employees who would like to attain the same reward.

Conclusion
Tesco PLC has been having problem regarding team work. Due to poor team working the organizations daily duties were not being completed, as a result of this there were dissatisfied customers due to poor service delivery.
Nevertheless recently the organization identified that employees have been divided and team morale has been at its lowest causing the failure to meet deadlines and sales target. Therefore a plan has been set which aimed at resolving the team work conflict leading to a leadership review. Tesco PLC uses a ‘hierarchical organizational structure’ which was causing problems with team work. After full consideration and analysis, Tesco PLC have resolved to have top, middle and low level management who will all keep track of the organizations team work which will then first and foremost help to improve team work which will lead to improved customer gratification and lastly ensuring that there is teamwork amongst employees and employers and effective collaboration happening when carrying out duties.
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Decision Implementation Plan 

Duration	12/08/2019	17/08/2019	01/09/2019	25/09/2019	First Meeting	First Practice Pilot	Second Practice Pilot	Third Practice Pilot	43689	43701	43717	43741	


image1.png
Team Work

- Shift runner and staff conflict

- Insufficient skill mix

- Lack of common purpose.

- Friendly elationship with loor staff

- Statf not fully traned
- Lack of knowledge.

ream work - Failure To.





