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[bookmark: _Toc58705017]INTRODUCTION
This report is about analysing a problem that has arisen in my work, where I will first identify the problem and analyse the possible solutions, for this I will use the techniques for making decisions  that I have learned so far in class, these techniques I will use for find possible solutions are: Fishbone Diagram and  PESTLE Analysis, after develop a plan to implement the solution, communicate the plan to stakeholders, and evaluate the successful implementation of the solution.
Problem solving is the process of solving problems in an effective and timely manner. (Cleverism, 2020). We have six steps Problem Solving that are: 1) Define the problem, 2) Determine the cause of the problem, 3) Develop possible solutions, 4) Select a solution, 5) Implement the solution and 6) Evaluate of process. (Free Management Books, 2020). 
[bookmark: _Toc58705018]DEFINITION OF THE PROBLEM
The problem I will address is about my experience when I was working in a supermarket as a Customer Assistant, where the problem was that customers complained that some of the best-selling products could not be easily found and that they wasted a lot of time looking for them and when they asked employees they did not get the information they need for their problem, this  problem can  be summarized as “Poor customer service and product placement”.  
[bookmark: _Toc58705019]ANALYSIS OF THE PROBLEM
For analyse causes and effect, of the problem I use the Fishbone Diagram, this diagram was created by professor Kaoru Ishikawa, in the 1960s, it is a visualization technique to categorize the potential root cause of a specific problem for this it combines brainstorming with a mind mapping to see the different causes of a problem.  (Mindtools.com.,  2020).   In the following diagram I made to find the causes of the problem, first place on the fish’s head the Effect of the problem that is: “Poor customer service and product placement”, after the causes I found are six, 





[bookmark: _Toc58705020]Fishbone  Diagram



Storage
POOR CUSTOMER 
SERVICE/
PRODUCT   PLACEMENT
Methods
Process
Suppliers
Insufficient time to replenish 
items

Lack of stock
Out of stock items are
Included in the offer
Poor communication
Between parts
Disorganized 
storage
Unverified stock for new
orders
Policies
People
Lack of policies for
Busy hours
Assignment of undefined tasks
Poor storage process
Fatigue
Small space
Orders do not 
Arrive on time
Insufficient employees
Poor level of
training
Lack of customer
service








Work overload










[bookmark: _Toc58705021]1.Policies, in this cause I found Lack of policies for busy hours, which means that at times of the day and week where there are more customers in the supermarket, we did not have rules on how staff should be distributed in their different tasks to prioritize customer service. Other sub-cause is Poor level of training, which means that employees do not have enough training to give quality customer service.
[bookmark: _Toc58705022]2.Methods, in this cause I found Fatigue among employees as they had many hours of work. Other sub-cause is Lack of stock, because we do not have the products we need the most as they sell fast and take time to replace them due to a bad handle of the products and the other sub-cause is Out of stock items are included in the offer, this happens because there is not enough inventory control.
[bookmark: _Toc58705023]3.Process, in this cause I found that Assignment of undefined tasks, because we did not know exactly what we had to do throughout the day, our tasks were repeated without taking into account the movement of customers in the supermarket. Other sub-case was we had            Insufficient time to replenish items, because we were few employees for so much workload and the other sub-case was the Poor storage process, because we did not have the necessary training to perform this task efficiently.
[bookmark: _Toc58705024]4.People, in this cause I found that we had Insufficient employees for the needs of the supermarket. Other cause was that we had Work overload, therefore, we cannot fulfil our tasks effectively in a reasonable time due to a high turnover of staff in the supermarket and the other sub-cause is                  Lack of customer service, for the reasons mentioned above we were stressed and lost to be able to offer a good service to our customers.
[bookmark: _Toc58705025]5.Suppliers, in this cause I found that Orders do not arrive on time, because the information of the products we needed was not updated at the time of order and  other sub-cause is Poor communication between parts, because the supplier do not have the correct information on when the orders are going to be delayed or are going to arrive earlier.
[bookmark: _Toc58705026]6.Storage, in this cause I found that Disorganized storage it was a big problem because it was hard to find some items that we lost a lot of time with or did not know if any were left in existence. Other sub-cause is      Small space, because our storage was getting small  for the new items that are added three times a week. Other sub-cause is Unverified stock for new orders, because there were not enough staff or the necessary training to carry out the physical inventories and deliver the correct information for the repositioning of the items.
[bookmark: _Toc58705027]PESTLE  ANALYSIS, it is a business analysis tool that analyses an organization from six different sides: Political, Economic, Sociological, Technological, Legal and Environmental. This analysis helps reduce the possibility that any adverse situation faced by the company will catch the company off guard. (Tool, W., 2020).  I will use this tool to analyse the different factors in which the company can be affected both positively and negatively. I am going to do the analysis of the six aspects as follows:
[bookmark: _Toc58705028]Political, the most important problem is the Brexit, could make it difficult for supermarkets to import of products at the same price due to increased import taxes, most likely the costs increase meaning an increase in the consumer basket, so that the supermarket would have to strive to keep customers buying as much as possible so that it does not affect the profits of the business. 
[bookmark: _Toc58705029]Economic, in this aspect there are three factors that affect the supermarket. The first is, increased fuel costs, because every year diesel is increasing, this added to an increase in the price for an environmentally friendly fuel that in turn increases the transport of goods in and out of the country. This could be translated into lower profit margins at higher prices for customers. The other factor is the increase in wages, because of this fixed expenses will increase and reduce profits, which could increase the final price of the products and possibly reduce the level of sales and therefore the profitability of the supermarket and the last factor is aggressive competition from major popular supermarkets such as Tesco, Morrison, Waitrose, Lidl, Asda and other speciality stores such as butchers and bakeries, forcing the supermarket to constantly innovate to maintain its ability to make a profit. Added to all these aspects is the uncertainty of the stock market, which is an increasingly characteristic feature of a globalized world.
[bookmark: _Toc58705030]Sociological, in this aspect there are two sociocultural factors that affect the supermarket, the main one is the tendency to a healthy meal, so the variety in products such as salads, smoothies and sandwiches is becoming increasingly important in supermarket offerings as they must adapt to consumer demand to ensure a long-term success. Other factor is the Fair trade movement, which consists of paying more for agricultural products so that farmers are guaranteed a fairer price for their products because consumers are increasingly aware of the origin of food. (Traidcraft, 2020). Furthermore, in our current situation due to Covid-19, supermarkets are innovating ways to provide an easy, fast and safe service to customers from the safety of their homes and therefore guarantee the profits of the supermarket.
[bookmark: _Toc58705031]Technological, in this aspect there are two factors, the first are technological advances such as the use of Big Data and Artificial Intelligence that allow companies to learn more about their operations, in the case of the supermarket these advances in analysis could be used to make more accurate models that determine the amount that could be sold from a particular product, with this tool can avoid wasting the products, and also which quantities should be replenished with the use of these tools would increase their profitability. The other factor are Online Shopping, now more than ever consumers want to make the purchase from the comfort of their home and the supermarket will have to go hand in hand with the use of new technologies to improve service to customers.
[bookmark: _Toc58705032]Legal, in this aspect I see is that with Brexit and its new regulations to hire staff, the supermarket has to be careful not to commit any irregularities that violate Labour Law, Discrimination Law, which are related to the business.
[bookmark: _Toc58705033]Environmental, in this aspect there are two factors, the first is the carbon emissions it generates either by transporting goods from one side of the country to another or keeping its warehouses lit every day is an environmental pollution problem, therefore the supermarket will have to look for alternatives to be more environmentally friendly, minimizing the environmental damage caused by their operations, for instance the use of electrical vans for delivery. Other factor are the plastic waste generated by the supermarket when packaging the products in single-use plastic bags, this introduces a lot of environmental contamination, in this sense the supermarket should look for ways to solve this problem as an incentive for customers to bring their own bags.
[bookmark: _Toc58705034]SOLUTION
The possible solution could be that the supermarket develop policies about what employees should do when they have hours with many customers also write policies for that employees receive training before starting to work with a refresh of the same every three months on how to offer quality care to the customer for the development of the company. Furthermore, the supermarket must adequately prevent the demand for products, taking into account not only previous sales, but also what it has stopped selling due to poor service or lack of stock. In this way, the supermarket anticipate stock problems and at the same time solve the problems that caused this sale not to occur. Another solution would be to expand the warehouse for large amounts of storage, although an additional cost for the company could be more beneficial than losing potential sales due to dissatisfied customer. Another solution could be to provide training to employees who have weaknesses by fulfilling their tasks to function in an orderly and planned way and to supervise their work until it is done correctly with an attitude of support and not distrust. The training should also be given to new employees investing the necessary time so that they can perform their work efficiently. The supermarket should also refresh this training every three months to strengthen their knowledge. In addition, training should be planned so that there is a rotation in the roles of the supermarket to avoid boredom and mental fatigue of the employees. In addition, as the work in the supermarket grows, the number of employees should increase so that the workload is more equitable and in this way avoid high employee turnover. Other solution is improve relationships with suppliers is to establish clear lines of communication to receive alerts at the same moment that a problem occurs and avoid a lack of stock or not having the necessary employees at that time to do the work.  An evaluation should also be made to establish the quality measures by making these known to the suppliers so that they know what is expected of them, and of course the supermarket must have a polite and relaxed relationship that will benefit the company, such as in the increased flexibility so that marketing times can be faster and maintain a long-term relationship. All these solutions will be communicated to the interested parts to know the employees and suppliers as soon as possible to implement said changes. For these changes to be more effective, the supermarket will use the ADKAR model, what is a change management model oriented towards objectives that guide individual an organizational change. ADKAR is an acronym, which represents the 5 tangible results that people need to achieve for change: Awareness, Desire, Knowledge, Ability and Reinforcement. (Inc., P., 2020)
[bookmark: _Toc58705035]CONCLUSION
In conclusion for these changes to be beneficial and lasting, the company and employees must be aware that these changes are necessary to improve aspects that do not allow economic and labour things to go successful there must also be the desire for these changes to occur to act accordingly  with the prior knowledge that one has of how and in what aspects it should be improved after that the company must begin the training process so that employees feel comfortable to implement the confidence of even making mistakes and being able to ask questions so that their work reflects the changes, once the change is achieved the company must give positive recognition to the employees who manage to continue with the change and if some of them return to their old habits, the company must give them more time and guidance to achieve the change that the company needs to be successful and achieve the objectives.
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