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[bookmark: _Toc132022052]Essentials of Problem Solving and Background of the Organisation 
Problem-solving skills are essential for the success of any organisation. They enable individuals to identify, analyse, and find effective solutions to a range of challenges, from minor issues to complex problems that may have significant implications for the business (Giampaoli et al, 2017). Effective problem-solving skills can help organizations like Marks and Spencer save time, money, and resources, and enable them to innovate and remain competitive.
Marks and Spencer is a well-known British retailer that offers a wide range of products, including clothing, food, and homeware (Forbes, 2023). The company has a long history dating back to 1884 and has built a reputation for high-quality products and excellent customer service. Over the years, Marks and Spencer has faced a range of challenges, including changing consumer trends, increased competition, and economic uncertainty.
In this context, problem-solving skills have been critical for Marks and Spencer's success. The ability to identify and address issues quickly and effectively has allowed the company to adapt to changing market conditions and remain competitive (Lang et al., 2018). For example, when the company faced declining sales in the mid-2000s, it implemented a range of initiatives to improve the customer experience, including revamping its store layouts and introducing new product lines.
Effective problem-solving skills are also critical for day-to-day operations at Marks and Spencer (Lang et al., 2018). In the retail industry, issues such as supply chain disruptions, product recalls, and customer complaints can arise at any time, and the ability to respond quickly and effectively is essential ( Donati, 2021). Marks and Spencer has implemented a range of processes and systems to ensure that its employees have the skills and tools necessary to address these challenges, including training programs, quality control processes, and customer feedback mechanisms (Reuters, 2018).
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Managing stock difficulty refers to the challenge faced by a business in maintaining optimal inventory levels for its products (Alam et al., 2023). The problem can arise due to a variety of factors, such as unpredictable demand, supply chain disruptions, inaccurate forecasting, and poor inventory management practices (Atnafu and Balda, 2018). The scope of the problem can vary depending on the size and complexity of the organization, the number of products it offers, and the markets it operates in.
At Marks and Spencer, the stock management difficulty can have a significant impact on the organization's performance (Reuters, 2018). If the company fails to maintain adequate inventory levels, it risks stockouts, which can result in lost sales, decreased customer satisfaction, and damage to its reputation. On the other hand, overstocking can lead to excess inventory, which ties up capital and resources and can result in wastage due to spoilage, damage, or obsolescence.
The stock management difficulty can also impact the company's profitability (Burt et al., 2002). If the company is unable to manage its inventory effectively, it may have to resort to costly expedited shipping or other emergency measures to ensure it can meet demand. In addition, excess inventory can result in increased carrying costs, such as storage, handling, and insurance expenses.
The potential impact of the stock management difficulty at Marks and Spencer extends beyond its financial performance (Burt et al., 2002). Poor inventory management can lead to a suboptimal customer experience, which can result in decreased customer loyalty and retention (Jenkins, 2022). If customers consistently find that their desired products are out of stock, they may turn to competitors, eroding the company's market share (Vasilev and Milkova, 2022). The stock management difficulty can also impact the company's supply chain relationships. If the company is unable to meet its commitments to suppliers, it risks damaging these relationships, which can impact its ability to secure favourable terms and conditions in the future.
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A cause-and-effect diagram also known as fishbone diagram, is a visual tool used to identify possible causes of a problem (Lewis, 2023). It helps to identify and organise the different factors that may be contributing to the problem, and to determine the root causes of the issue (Lewis, 2023). Here, a Fishbone diagram will be used to identify the possible causes of the managing stock difficulty problem at Marks and Spencer.
Possible causes:
1. People: One possible cause of managing stock difficulty is related to the people involved in the process (Goyal and Patwardhan, 2018). This includes employees who manage inventory, suppliers who provide goods, and customers who purchase products. Possible issues could include lack of training for employees, unreliable suppliers, or unpredictable customer demand.
2. Processes: Another possible cause of managing stock difficulty is related to the processes used by Marks and Spencer to manage its inventory (Jenkins, 2022). This could include ineffective inventory management techniques, inefficient supply chain processes, or inadequate communication between departments.
3. Technology: The use of outdated or inefficient technology can also contribute to managing stock difficulty (Jenkins, 2022). This includes outdated inventory management systems, unreliable supplier communication systems, or outdated forecasting tools.
4. Environment: The external environment can also impact managing stock difficulty. This includes factors such as changes in consumer demand, natural disasters, or supply chain disruptions.
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Figure 1: Cause and effect diagram 

[bookmark: _Toc132022057]Actual root causes
Based on the data collected, it appears that inadequate communication between the purchasing and inventory management departments is the actual root cause of managing stock difficulty at Marks and Spencer. This is likely due to a lack of standard procedures, unclear roles and responsibilities, and inadequate training for employees involved in the process. This has resulted in overstocking and stockouts, leading to increased costs, lost sales, and lower customer satisfaction.
[bookmark: _Toc132022058]Situational Analysis.
Workforce planning and organisational change are critical aspects of any business, and Marks and Spencer is no exception (Varekamp and Van Dijk, 2019). The company can identify potential opportunities and threats, and develop strategies to address them by using a combination of SWOT and PESTLE analysis.
Strengths:
· Strong brand recognition and customer loyalty
· A well-trained and engaged workforce
· A diverse product range
· A growing online presence
Weaknesses:
· High cost structure and outdated business model
· Inadequate inventory management leading to supply chain issues
· Limited international presence and declining profitability
Opportunities:
· Expanding the company's online presence to reach a wider audience
· Diversifying product offerings to keep up with changing consumer preferences
· Expanding into new markets, including emerging markets
· Embracing sustainability initiatives to attract environmentally conscious consumers
Threats:
· Increasing competition from online retailers and discount stores
· Economic uncertainty, including inflation and global trade tensions
· Changing consumer behaviour and preferences
· Increased regulations, including labour laws and environmental regulations
Marks and Spencer can develop a comprehensive workforce planning and organisational change strategy by using this analysis (Jenkins, 2022). For example, the company may choose to address its high cost structure by restructuring its operations and streamlining its supply chain, which would involve working with suppliers and improving inventory management to reduce waste and increase efficiency.
In addition, the company may need to adjust its hiring practices to attract and retain younger workers who are more tech-savvy and may bring new perspectives to the business (Vasilev and Milkova, 2022). This could involve providing training and development opportunities to existing staff and hiring more diverse talent to ensure the company stays ahead of changing consumer preferences.
Marks and Spencer could explore opportunities to expand its online presence and tap into new markets to address declining profitability and limited international presence (Reuters, 2018). This may involve investing in e-commerce technology, improving website design, and leveraging social media and other digital marketing tools to reach new customers. It could also involve partnering with local retailers and distributors to expand into new geographic regions.
Marks and Spencer may need to ensure that it is in compliance with all relevant labour laws and regulations, including those related to equal opportunity and diversity to address regulatory threats. The company may also need to consider environmental regulations and policies when developing its sustainability initiatives and ensure that it is minimizing its environmental impact. For instance, by using a combination of SWOT and PESTLE analysis, Marks and Spencer can identify potential opportunities and threats and develop strategies to address them. This approach will help the company remain competitive in a rapidly changing business landscape and ensure that it continues to deliver value to customers, shareholders, and employees alike.
[bookmark: _Toc132022059]Range of Solutions 
After conducting a thorough analysis of the complex problem of managing stock difficulty at Marks and Spencer, it is clear that the company needs to implement significant changes to address the issue. Here are three potential solutions that could help resolve the problem:
Streamline supply chain processes
One of the primary causes of the stock management difficulties at Marks and Spencer is an inefficient supply chain (Reuters, 2018). For instance, the company could consider implementing a more streamlined and centralised approach to its supply chain (Spacey, 2021). This could involve consolidating suppliers and improving communication channels between suppliers and the company. Besides, the company could leverage technology to monitor and track inventory levels in real-time, which would help reduce overstocking and understocking. The company would need to invest in staff training and development programs to ensure that employees are equipped with the skills and knowledge necessary to implement the changes.
Embrace Omni channel retailing
Another potential solution to address the stock management difficulty issue is to embrace Omni channel retailing (Spacey, 2021). Marks and Spencer could reduce the risk of overstocking and understocking by offering customers a seamless shopping experience across multiple channels, including online and in-store (Reuters, 2018). In addition, the company could leverage data analytics to monitor customer demand and adjust inventory levels accordingly. Marks and Spencer would need to invest in technology and infrastructure to support online sales and delivery to implement an effective Omni channel strategy (Vasilev and Milkova, 2022). The company would also need to train employees on the new processes and systems to ensure that they can provide a consistent customer experience across all channels.
Improve collaboration with suppliers
 Furthermore, improving collaboration with suppliers could help resolve the stock management difficulty issue at Marks and Spencer. The company could reduce the risk of stock shortages and overstocking by working closely with suppliers to develop a better understanding of lead times and production schedules (WiSys, 2022). Besides, the company could consider implementing a vendor-managed inventory (VMI) system, which would allow suppliers to manage inventory levels directly, reducing the burden on Marks and Spencer. The company would need to establish clear communication channels with suppliers and provide training and support to help them implement the VMI system (Reuters, 2018). Each of these solutions has its own advantages and disadvantages, and the best approach for Marks and Spencer will depend on a variety of factors, including the company's goals, available resources, and overall strategy. Here are some potential pros and cons of each solution:
Streamline supply chain processes: 
Pros:
· Reduces the risk of overstocking and understocking
· Increases efficiency and reduces costs in the supply chain
· Improves communication and collaboration with suppliers
Cons:
· May require significant investment in technology and infrastructure
· Could disrupt existing supplier relationships
· Requires significant training and development for staff to ensure effective implementation
Embrace Omni channel retailing: 
Pros:
· Provides customers with a seamless shopping experience
· Reduces the risk of overstocking and understocking
· Allows for real-time monitoring of inventory levels and customer demand
Cons:
· Requires significant investment in technology and infrastructure
· May require significant changes to existing processes and systems
· Requires significant training and development for staff to ensure effective implementation
Improve collaboration with suppliers:
 Pros:
· Reduces the risk of overstocking and understocking
· Improves communication and collaboration with suppliers
· Could improve lead times and production schedules
Cons:
· May require significant changes to existing processes and systems
· Could disrupt existing supplier relationships
· Requires significant training and development for staff to ensure effective implementation
Evaluation of Alternative Solutions
A weighted decision-making matrix will be used to evaluate the three alternative solutions presented in the previous section for managing stock difficulty at Marks and Spencer (Reuters, 2018). The matrix will consider several criteria, including the potential impact on inventory management, cost-effectiveness, feasibility, and ease of implementation.

	Criteria
	Weight
	Integrated Inventory
	Collaborative Relationship
	Cross-Functional Team

	Potential Impact on Inventory
	40%
	9
	8
	7

	Management
	
	
	
	

	Cost-Effectiveness
	20%
	6
	7
	8

	Feasibility
	20%
	8
	7
	6

	Ease of Implementation
	20%
	7
	7
	8

	Total
	100%
	7.8
	7.6
	7.2


Table 1: Weighted Decision-Making Matrix
Based on the weighted decision-making matrix, the most appropriate solution for managing stock difficulty at Marks and Spencer is implementing an integrated inventory management system. This solution scored highest in terms of potential impact on inventory management and ease of implementation, while also scoring reasonably high in cost-effectiveness and feasibility. Although developing a collaborative relationship with suppliers and implementing a cross-functional team approach were also strong solutions, they were not as well-rounded as the integrated inventory management system in terms of meeting all the criteria outlined in the matrix. Moreover, by implementing an integrated inventory management system, Marks and Spencer would be able to overcome the identified root causes of the complex problem, such as the lack of real-time tracking, forecasting, and automation (WiSys, 2022). This would help the company to reduce stock-outs, overstocking, and excess inventory, and improve profitability in the long term.
[bookmark: _Toc132022060]Implementation Plan 
Change management is an essential aspect of implementing any new solution or process within an organisation. To ensure the successful implementation of the alternative solutions, the following change management plan can be represented in a visual format, a Gantt chart. The Gantt chart will provide a clear overview of the project timeline, milestones, and deliverables.
The Gantt chart will include the following tasks:

	Activities 
	Week 1
	Week 2
	Week 3
	Week 4

	Analysing the current inventory management process and identifying areas for improvement
	
	
	
	

	Developing a detailed implementation plan with clear milestones and deliverables
	
	
	
	

	Piloting the new inventory management system in a small-scale environment
	
	
	
	

	Training employees on how to use the new system effectively
	
	
	
	

	Collecting feedback from employees and stakeholders to evaluate the effectiveness of the new system
	
	
	
	


Table 2: Implementation Plan









Communication Plan with Stakeholders 
Identification of stakeholders:
· Employees
· Managers and supervisors
· Stock management team
· Customers
· Shareholders and investors
· Suppliers
· Regulatory authorities

Stakeholder Communication Plan
	Stakeholders
	Power/Interest
	Key Interest and Issues
	Communication Vehicle
	Frequency
	Comment

	Employees 
	High/High
	Job security, fair compensation, work-life balance
	Intranet, company meetings, employee surveys, manager one-on-one meetings
	Monthly/Quarterly/As needed
	Communication should be honest, timely, and address employee concerns.

	Shareholders 
	High/High
	Financial performance, dividends, long-term growth strategy
	Annual report, investor presentations, webcasts, one-on-one meetings
	Annual/Quarterly/As needed
	Communication should be transparent and highlight any potential risks or challenges.

	Customers 
	High/High
	Quality products, prices, customer service, convenience, loyalty programs
	In-store signage, email newsletters, social media, customer service hotlines
	Weekly/Monthly/As needed
	Communication should be timely and personalised to the customer's preferences.

	Suppliers 
	High/Medium
	Payment terms, order volume, product quality, sustainability, ethical sourcing
	Supplier portal, face-to-face meetings, sustainability reports
	Quarterly/As needed	
	Communication should be professional and build long-term relationships.

	Regulatory 
	High/Medium
	health and safety and compliance
	Regulatory filings, inspections, meetings
	As needed
	Communication should be transparent and proactive in addressing any compliance issues.

	Managers 
	High/High
	company culture
	Annual report
	Annual/Quarterly/As needed
	Communication should be transparent and highlight any potential risks or challenges.


Table 3: Influence/Power and Interest matrix
Based on this matrix, the level of engagement and communication required for each stakeholder group is determined. The high power and high interest stakeholders such as employees and managers/supervisors will require frequent communication and involvement in the implementation process. The high power and low interest stakeholders such as shareholders and investors will require periodic updates and reports on the progress of the implementation. The low power and high interest stakeholders such as customers and the stock management team will require regular communication and consultation throughout the implementation process. Furthermore, the low power and low interest stakeholders such as suppliers will require occasional updates and may not require active involvement in the implementation process.

[bookmark: _Toc132022061]Monitoring Review 
Monitoring and review techniques are crucial for ensuring the successful implementation of any project. In the case of implementing changes to workforce planning and organisational change in Marks and Spencer, it is important to have a robust monitoring and review plan in place to track progress, identify potential issues, and make adjustments as necessary (Reuters, 2018). The ADKAR Gap model can be a useful tool to guide the monitoring and review process. The ADKAR Gap model focuses on five key stages of change - Awareness, Desire, Knowledge, Ability, and Reinforcement (Mulder, 2023). The effectiveness of the implementation plan and identify any gaps or areas that require improvement can be assessed by measuring progress against each of these stages.
To monitor and review the implementation of the workforce planning and organisational change project in Marks and Spencer, the following techniques can be used:
1. Milestone tracking: It can set specific milestones and deadlines for each phase of the implementation plan and track progress against these milestones. This will help us to identify any delays or issues that may arise and take corrective action to stay on track.
2. Stakeholder feedback: It can collect feedback from stakeholders throughout the implementation process to identify any concerns or issues that may arise (Reuters, 2018). This feedback can be used to make adjustments to the implementation plan and ensure that the needs and concerns of all stakeholders are being addressed.
3. Performance metrics: It can use performance metrics to measure progress against specific goals and objectives. For example, we can track employee satisfaction levels, productivity levels, and other key performance indicators to assess the effectiveness of the workforce planning and organisational change project.
4. ADKAR Gap analysis: It can use the ADKAR Gap model to assess progress against each stage of change (Mulder, 2023). The company can identify any gaps or areas that require improvement and make adjustments to the implementation plan as necessary by measuring progress against each stage.

[bookmark: _Toc132022062]Conclusion
In conclusion, managing stock difficulty can be a complex problem that can have significant consequences for an organisation like Marks and Spencer. It can lead to a decline in customer satisfaction, sales revenue, and profitability. Therefore, it is crucial for the organization to identify the root causes of this problem and develop effective solutions to address them.
Using the Fishbone diagram, the possible causes of the problem were identified, and the actual root causes were determined through data collection and analysis. The identified root causes were inadequate workforce planning, poor communication among different departments, and ineffective technology systems. Besides, three alternative solutions were suggested, including improving workforce planning, enhancing communication, and implementing new technology systems to address these root causes. Through the evaluation of these alternative solutions, it was determined that the best approach is to implement a combination of all three solutions.
An implementation plan was developed using a Gantt chart, and the importance of monitoring and reviewing the progress of the implementation process was discussed. It is crucial to ensure that all stakeholders are engaged and that the progress is being reviewed regularly to ensure successful implementation.
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