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1. [bookmark: _Toc58189893]Introduction 
Studies show that innovation and creativity are the result of the art of solving or resolving problems and challenges, but not every approach that solves or fixes problems and challenges is innovation, some are only technical reinvention, but it takes a certain standard of expertise and skills for innovation and growth or reinvention, to fix the issue. To be able to provide and offer quality and reliable services and "solution" to any organization, department, or agency, having competent and trained experts is needed. These experts are people with knowledge about various methods, strategies, approaches and techniques for solving problems.

2. [bookmark: _Toc58189894]Define the complex problem.
[bookmark: _Hlk57407494]H&T is a corporate group known across the nation for its financial services. 
They become the oldest and lending pawnbrokers in the UK. We currently operate in 252 stores in the UK, more than 10 000 employees and around two million customers. 
We provide a lending money service to help customers access cash in a safe and friendly environment. Also providing personal loan services with an affordable interest rate offering peace of mind to people. Foreign Exchange services with no commission and excellent rates.  We buy almost anything, including gold and all types of jewellery, even if it is broken. And we also sell jewellery online and in the shop. 

Last year I have been moved from a large store in Penge to a small store in Camberwell. I soon understood the reason why I was moved to the Camberwell store. They were experiencing a severe decrease in employee engagement due to the fewer sale of jewellery in the specific store. 
In 2018 the sales of Camberwell store dropped of 40% due to few factors. 

More customers were pawning the jewellery rather than buying it and some other customers were looking of style of jewellery that is were not available in the store. This impacted the overall performance of the store and since not actions were taken the profit trend of the store has been going down ever since. 




3. [bookmark: _Toc58189895]Analysis of complex problem

Camberwell, being a small store, did not have a wide range of jewellery able to be exposed and proposed to the customers and therefore it had a limited sales opportunity which often led the employees to refer to the online store to complete a sale. However, this solution was not always the most optimal one as the online store was not up to date with the latest stock available in the UK stores. 
The online jewellery selection included only the physical stock available in JC Jewellery Centre, which does not include the stock available in the rest of the UK stores. This again represented limited sales opportunities.

In general, customers did not have many opportunities to buy in my store and more often than ever they were leaving with empty hands.
This caused misunderstanding with the management as we were not able to meet the monthly and quarterly target that the company was setting for the store. It was difficult to be able to compete with other stores, with huge windows and with more stock available, and reach our target with little chance of being able to increase our retail business. 
Due to the lack of opportunities, the overall sales in our store recorded a sharp decrease and loss of customers.

The corporation started to feel the pressure of acting on the issue, communication between senior management and stores became critical for the success of each one of the retail stores however a plan was needed to meet the organisational objectives. 

The problems can be analysed and addressed by using the SWOT and FISHBONE analysis, which will lead to a proposal for solutions.

4. [bookmark: _Toc58189896]Fishbone/ SWOT analysis

Root cause analysis is a structured team process that assists in identifying underlying factors or causes of an adverse event. Understanding the contributing factors or causes of a failure or a problem can help develop actions that can help the resolution of the problem and the understanding of the failure mode. A cause-and-effect diagram, as the one used in the fishbone analysis, can help identifying possible causes of a problem and in sorting ideas into useful actions. A fishbone diagram is a visual way to look at cause and effect, the problem or effect is displayed at the head or mouth of the fish and the possible causes are listed on the smaller “bones” under various categories. (Ariane de Saeger, Carly Probert, Brigitte Feys , 2015)

A fishbone diagram can be helpful in identifying possible causes for a problem that might not otherwise be considered by directing the team to look at the categories and think of alternative causes. It is important that team members that know the problem or are affected by it are part of the brainstorming session as it is important to capture any aspect of it.


Environment
Equipment/Supplies

No website update.
Store layout.

Store dimensions.

Limited sale in Camberwell store.
Store location.
No jewellers stock.

 
Online sales method.

Collaboration.
Communication.

Sales process.
Sales target.

Empowerment.

Staff/ Peoples

Procedures/ Rules




 From the fishbone analysis is clear that the route cause analysis for the problems statement used in this case is:
· The store location is outside the main profitable area and therefore the dimension of the store is limited as well as the stock availability.
· The sales target has not been changed in accordance with the store location and market opportunity and therefore those are unachievable for the employees which then increase the level of discontent between employees and management.


SWOT
 
A SWOT analysis is a simple but powerful tool to analyse problems and build actions and strategies.
SWOT stands for Strengths, Weaknesses, Opportunities, and Threats.
Strengths and weaknesses are usually internal to the company and regards a specific problem. (Grant, 2020)

Opportunities and threats are external things that can represent opportunities for the company. It is possible to take advantage of opportunities and protect against threats, but you they cannot be actively changed. Examples include competitors, prices of raw materials, and customer shopping trends.
A SWOT analysis organizes the top strengths, weaknesses, opportunities, and threats into an organized list and is usually presented in a simple two-by-two grid. 



Swot
	S
· A lot of multi-ethnic customers.
· Possibility of pawn and buyback.
· Possibility of lending cash money
· Possibility to exchange money currency.

	W
· Fewer jewellery sales.
· Store is too small and can accommodate less stock.
· Online presence is unsatisfactory and small.
· No employs engagement.


	O
· Sell more jewellery.
· Increase online presence.
· Increase online/store jeweller’s stock.
· Increase customer satisfaction.
	T 
· Competitions in the area.
· Not enough resources for the online shop.




5. [bookmark: _Toc58189897]Suggestion/Proposed Solution

1. [bookmark: _Toc58189898]Solution A

From the above analysis the strategy I would adopt to increase the sales opportunities in the store is to sells more of it by increasing the online presence. I would do this by adding all the stock available in all UK stores on to the website.

This has the aim of addressing the sales issues and having more stock available into the web site which will eventually increase the possibility to reach the sale target together with increasing customers satisfaction and employees engagement as they would be able to sell more, reach the target and earn the commissions. 
As addressed In the Fishbone analysis, the strategy above would also address some of the route cause identified in the subcategories listed in the bone diagrams. By acting on the Equipment and Supply section we would be able to directly influence the Rules and Policies of the company, which are factors that can be influenced and changed. The same cannot be done with the Environmental causes, as it would be more difficult to change, for example the location of the store or the dimensions of the shop. By looking at the SWOT analysis is possible to understand what are the actions that can be taken in the short term to bring advantages to the organisation and quickly bring value to the sale. By addressing the issues listed into the Weaknesses section it is possible to build a long-term strategy for the overall company, however those need an additional analysis phase where it is possible to evaluate pros and cons of the strategies, for instance via PUGH matrix, and see which one is better suited for the overall company objectives. (Tague, 2005)

2. [bookmark: _Toc58189899]Solution B:
[bookmark: _Toc58189900]With the reduction of the target to be reached and based on the turnover of the store. Camberwell could afford to compete and easily achieve the goal and take advantage of the benefits. In doing so, the workers are also more moved.
3. [bookmark: _Toc58189901]Solution C:
With the renewal of the store and giving the possibility to have more space and veils available. In doing so our customers have a wide choice of jewellers and with a comfort of environment.

Solution A is better than B and C because it is faster to implement, requires less resources, it has the potential to bring greater value not only to the Camberwell stores but to all the stores.

6. [bookmark: _Toc58189902]Implementation plan of the solution

The strategy can be implemented by using the ADKAR model. (Pearson, 2018)
· Awareness
Employees must be made aware of the need for change.
· Desire
Employees must have the desire to participate and fully support the change.
· Knowledge
By gathering knowledge about the change process, the (ultimate) goal of the change will become clear for the employees.
· Ability
Because of the ability to learn new skills and by managing behaviour, change is accepted.
· Reinforcement
Reinforcement to sustain the change makes it clear for all employees that there is no turning back.
	Stakeholders
	Communication Medium
	Timeframe
(Immediate/
Weekly/Monthly)

	
	F2F
	Telephone
	Huddle
	Letter
	Email
	

	Employees
	X
	
	X
	
	X
	Immediate

	Customers
	X
	X
	
	X
	X
	Weekly

	Managers
	X
	
	X
	
	X
	Immediate

	Third Party IT Organisation
	
	X
	X
	X
	X
	Immediate


7. [bookmark: _Toc58189903]Communication plan.



8. [bookmark: _Toc58189904] Monitoring and Review Techniques
To be able to track the progress of the strategy implementation, I would begin with the use of the communication plan to be able to identify the key stakeholders. After, I would schedule weekly and monthly review and set expectations. 
In some organisation it is very common to use the Gantt chart, which provides a detailed timeline of all the steps that need to happen with the resource name next to the task and the expected duration of the task. Through the Gantt chart is also possible to set dependencies between tasks and establish start and end date of the task. (Clark, 2018)
The Gant chart can be used by all the parties involved to raise awareness and track the progress of each one of the steps involved in the strategy implementation. If there is going to be an expected delay, stakeholder will be easily able to be informed and plan course of actions however, it is also possible to identify tasks that can be on the critical path and dedicate more resources to those to mitigate and prevent delays.
9. [bookmark: _Toc58189905]Conclusion 
This document has the intention to analyse problems within the H&T organisation.
Key issues have been analysed with regards to the sale strategies adopted by the organisation and which are the tools that can be used by the management to identify issues and opportunities. In this essay I used the Fishbone analysis to start with the understanding of the cause of the issue. The Ishikawa diagram enabled me to dive into the cause of the issues at a deeper level considering aspects of the business that sometimes are hidden or forgotten. I then used the SWOT analysis to identify what are the strengths and the weaknesses of the current strategy and which are the opportunities. I focused the attention on the opportunities to be able to come up with a strategy that could address all the weaknesses identified in both analysis techniques. 
Through the communication plan and a Gantt chart I believe it is possible to build a comprehensive plan for the implantation of the strategy, with the assumption that the strategy proposed is approved by the business, generating value to the organisation.
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