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Nowadays we can notice when browsing the labor market for a job, there is a huge demand for people that are able to manage an unexpected and challenging situation, and also people that are capable to make decisions, basic people with problem solving and decision making skills, because this skills are an important part that guarantees the success of a company. 
In everyday life as well as at workplace we face problems. As defined by Cambridge Dictionary a problems is: “a situation, person or thing that needs attention and needs to be dealt with or solved”. Or when we think from a company point of view, a problem can be described using the definition provided by Chevallier(2016) “a difference between a current state and a goal state”. 
Problem solving is a process that involves the following: “making a choice but also coming up with quality alternatives from which to select and then working to implement the choice your team selects”as  presented by Maund, Schriek and Tinkler (2017). 
Clinehens (2022) proposes to divide the problem solving process into six steps:
1. Define the problem (identify the problem);
2. Discover the root cause, the reason and the effect;
3. Generate possible solutions;
4. Evaluate the solutions;
5. Implementing the most promising solutions;
6. Monitor the evolution of the process and refine the approach.
Working for MSA, a company that manufactures motorcycle boots it comes with lots of exciting and at the same time challenging moments. Like many other companies that face problems, MSA experiences a drop in sales during the winter months. At the end of the financial year, during the meeting, the problem of decrease sale was pointed. 
	The process of diagnosing the problem:
1. Nature (what is the problem):
· the sales volume decreases in the winter months. 

2. Scope (who is affected?) :
· Company;
· Employers;
· Employee;
· Bank;
· Suppliers;
· Collaborators;
· Clients;
· Financing companies;
· Public transport;
· Schools;
· Companies that provides different social activity (cinemas, hotels, spa, fitness gym, theatre, stores, etc);
· Beauty salons.
 
3. Impact (how they are affected?):
· Company: very low margins of safety, low levels of profit;
· Employers: unable to pay bonus, thinking to reduce personnel;
· Employees: possible to lose their job, they can't afford the same lifestyle as they've been used to it;
· Family: their quality time spent together is affected;
· Friends: less time for going out;
· Bank: delaying with payments, mortgages, lose money;
· Collaborators: loosing clients and business opportunity; 
· Suppliers: delaying with payments, lose money;
· Public transport: less clients, unaffordable service;
· Theatres, Cinemas, Restaurants, Pubs, Stores: less clients;
· Finance of the cars: lose money.
	This process help us to identify the problem, to find who is affected, the impact that have for so many people’s and other companies. By analysing this situation, we can generate solutions and an action plan, that we can implement and monitoring for improvement over the time. 
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	The specialized literature in the field helps us to establish the problem, to find the root of the problem, to generate potential solutions for the problem. At the same time, it provides us with various methods and tools that can help us to better analyze the situation and have a clearer idea in terms of exposing the problem and finding solutions.
	To establish the root cause of the problem, we can rely on the 5 Why’s strategy that is “The basis of Toyota's scientific approach”, as presented by Prakash(2021) and Frohman (2023). 
	The Five Why’s is a questioning method that split down the problem into details and generate clear solution.
 (
The 
sales volume decreases
 in the winter months
.
)
Problem	

 (
Why sales volume decreases in winter months?
Because customers don’t buy boots in winter time.
)Why?

                                                                                         
                                                                                         Why?
 (
Why 
customers don’t buy boots in winter time?
Because, they don’t use so much the motorcycle.
)	


 (
 Why they don’t use so much the motorcycle?
Because, they need to work extra hours.
)Why?


Why?
 (
Why they have to work extra hours?
Because, they need to save money.
)	


 (
Why they need to save money?
The cost of living is increased on winter time.
)Why?
Root cause
Fig. 1 Five Why’s strategy	Fig. 1 The 5 Why’s
	Following the 5 Why’s method, we can establish what is our problem, and follow question by question and dig deeper and divide the problem in sequences and create a plan that can try to overcome the problem.
	According to Tracy (2022) “the creative mind is stimulated and triggered into action by focused questions”. Focused question can help establish the root of a problem and also generate creative solutions.
	The Five W’s is a problem solving tool that can be use to gather more information, by answering the following questions:

1. Who is experiencing the problem?
The MSA company is experiencing the problem.

2. What are the impacts /effects/symptoms – errors / defects or something you expected doesn’t happen? 
The sales on winter time decrease causing:
· very low margins of safety, low levels of profit. 
· job instability;
· loosing clients and business opportunity;
· determine lack of motivation between employees;
· increase stress level and anxiety;
· delaying with payments towards suppliers;
· the expenses regarding the storage and handling of the products increase.
3. When does the problem occur or when did it start happening?
Usually this problem in dropping sales occurs during the winter months.

4. Where does the problem occur?
             This problem usually occurs in countries with poor weather conditions during winter time and where is economic and political instability. 
5. Why did the error happen?
	This problem occurs because; during the winter months the living cost is higher than the other months of the year.
	The Five W’s helps us to collect more information about our problem, and improve creative thinking that generate better ideas, solutions to our problem.
	
	Another tool for root cause analysis is used by Radziwill (2017), is the Ishikawa (fishbone) Diagram a visual method “connects causal links in major categories with an outcome, or effect”. 
1. Identifying the problem
2. Identifying the major factors
3. Identifying principals categories and possible factors 
4. Possible underlying factors for the problem.
	Hedley (2005) consider that the fishbone or Ishikawa diagram is a powerful tool between problem solving methods and encourage the users to treat the scheme “as living documents and build on them”. He finds that the tool is used superficially because after a problem is solved the document is filed, instead to be add to a wall where it can be adapted whenever is needed. Also using the computer for creating the fishbone diagram, the user finds it difficult to “fit neatly into a computer”, and encounters difficulties to maintain readability.

 (
Production  cost
) (
Distributors 
) (
Customers
)

	                                                                                      Lack of distributors                                   Lack of customers
High cost  	Expensive supplies 	Delay in replying 	Inefficient 
 (
Decrease sales
)with production              Inefficient logistic	to emails	No proper 	         customer service
                                                                                                             customer database

Rain                                                    High cost                        Lack of social 
	                                    for living                                 media account	                                   Need                                        
	Prepay ads
                              Snow                                                                                                                              
                                                                                                                                                             Promotional  
	                                Economic                      Political             Not engaging                        program                         
	instability	instability	with customers	
 (
Weather
) (
Lack of money
) (
Marketing
)                                                                                                                                                            Proper website



	Fig. 2  The Ishikawa (fishbone) Diagram

	 Fishbone diagram gives a better understanding of the problem. It also helps us find other situations that need improvement, by keeping the chart on the sidelines, updating it whenever needed, we can fully benefit from the best parts that this tool has to offer.
For example we can notice that we have a lack of distributors.
· Part of the problem is the delaying in replying to emails, this matter can be prevented by offering training regarding time management to the employee who is in charge with this attribution.
· Inefficient Logistic, we need to find other companies that can guarantee the delivery of the stock in time, without wasting time and money.

	Between the multiple choices of tools that assist to resolve a problem, we can find Mind Map very useful. Buzan ( defines Mind Map as: “a graphic, networked method of-storing, organizing and prioritizing information”
	Mind Map can generate creative ideas that can help solve the problem.
	Create a social media account
 (
Marketing
)	Engage with customers
                                          Prepay adverts  	    Loyalty rewards
	                                   Promotions                                         Make phone calls 
 (
Find distributors
)                                                                                                                                         Invite them to visit the 
 (
Increase sales in winter time.
)	company
	                                                                                                                           Offer them a tour of the 
	Factory
                                                                                                                                           Showing them how boots 
 (
Bad Weather
)                                                                                                                                            are made


                                                                                                                                                                         

	                                
                                               Open a show room 
                                               Let people try the products
 (
Reduce production cost
)	Organise meetings with motorcycle lovers

	Reduce expenses
		Browse for better deal for                                                                                                                                                                                                   
	supplies
Fig. 3  Mind Map	
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	Analysing the problem solving tools like Five Why’s, Five W’s, Fishbone Diagram and the Mind Map for our problem, we decided that the best options we have to choose the one who suits to our needs are the following:
1. Advertise
2. Promotions
3. New distributors
4. Release new model
	We did create a table where we add the options per row, and in each column we add a factor important for our decision making. 
	We did score each item in the rows, then rank each option to every influencing factor. We gave numerical a weight to each one of the factors from a scale of 1 to five, where 5 is the best.
	We did calculated using the formula:
Score for every option X weights (value of each factor) = weighted scores for each combination of factors and options 

	Factors
	Cost
	Quality
	Time
	Service
	Total

	Weights
	5
	4
	4
	3
	

	Advertise
	5                 25
	3	             12
	5                 20
	2                  6
	15                63

	Promotions
	4                 20
	3                12
	3                 12
	4                 12
	14                56

	New distributors
	3                 15
	5                20
	5                 20
	5                 15
	18                70

	Release new model
	1                  5 
	5                20
	2                  8
	5                  15
	13                48



Tab. 1 Grid Analysis 
	As we can notice the highest score that represents our best option for our problem is to find new distributors that are able to increase our sales during the winter season.
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Cost/benefits Analysis 
The MSA problem
Cost:
· With advertising the products;
· costs of attracting new distributors;
· the cost of the meetings when sign the collaboration contract.
Benefits: 
· reducing the costs of handling and storing the products;
· reducing product transportation costs.

	
	Year
	Cost (£) Total

	
	1
	2
	3
	4
	5
	

	Cost of finding new distributors
	1500
	-
	-
	-
	-
	1500

	Cost of meetings
	2000
	500
	500
	500
	500
	4000

	Cost of training 
	400
	100
	100
	100
	100
	800

	Total costs
	3900
	600
	600
	600
	600
	6300


Tab. 2 List all the cost

	
	Year
	Cost (£) Total

	
	1
	2
	3
	4
	5
	

	Reducing the the costs of handling and storing the products
	4000
	4500 
	4500
	4500
	4500 
	22000

	Reducing product transportation costs
	800
	1000
	1000
	1000
	1000
	4800

	Total costs
	4800
	5500
	5500
	5500
	5500
	26800


Tab. 3 List all the benefits

Analysis:
Benefit to cost ratio = Total benefits/Total cost = 26800 : 6300 = 4.38 : 1   for every pound spend, will get back £4.38

Net annual benefit = annual benefit – annual cost = 4800 – 3900 = £900
First year

Total annual benefit = (total benefit – total costs) : 5 = (26800 – 6300) : 5 = 20500 : 5 = £4100
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	Gantt chart is an useful tool that will help to plan the project, and also will give an idea about the time, resources needed to be completed.

	
	Month 1
	Month 2

	
	Week1 
	Week2
	Week3
	Week4
	Week1
	Week2
	Week3
	Week4

	Research for new distributors
	A.F.
	A.F.
	
	
	
	
	
	

	Contact possible distributors
	
	A.F.
	A.F.
	A.F.
	
	
	
	

	Set-up a date for meeting
	
	
	
	A.F.
	A.F.
	
	
	

	Meet de distributors
	
	
	
	
	
	I.B.
	I.B.
	

	Set-up a contract
	
	
	
	
	
	
	L.T.
	L.T.

	Sign the contact
	
	
	
	
	
	
	
	L.T.
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	Stakeholders represents an individual, a group or an organisation that has an interest in the performance of the company. 
Identifying stakeholders:
· employees;
· employees family;
· suppliers;
· customers;
·  community;
· Utilities company;
· Collaborators.
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