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[bookmark: _30j0zll]Introduction 
In this era of rapidly growing competition, it is essential for any company to bring out their best efforts for long time survival in the market. There are numerous obstructions and issues which may emerge and pose as a major threat for any company. However, with strategic approaches and significant planning, these issues are generally addressed in most efficient manners in order to maintain the functionality of the company in the long run. It is important that the prevalent issues which may hinder progress of the organization are identified and appropriate steps are taken to tackle the potential barriers in most effective ways. Hence, managers, within most of the organisations, hold a crucial responsibility, out of many others, to make decisions which would be addressing and resolving problems within the organisation and the company would keep continuing its operations properly. Problem solving is, hence, recognised as an essential skill that a manager requires possessing, in current business context (Van Aken and Berends, 2018). Be the nature of the problem simple, complex, small, or large, it requires implementation of suitable approach in order to get resolved. Therefore, any manager or leader is expected to have a logical and practical capability in order to address the problem in suitable manner. 
This specific report identifies and analyses the issues prevalent in Iceland Foods with the help of proper theoretical models and structural frameworks. On the basis of the thorough analysis, the root causes are highlighted and a suitable solution has been tried to be proposed. The steps that can be taken by the manager or leader of the company to be able to resolve the issues have been discussed in more details which would ensure that an in-depth analysis is done and positive outcomes are anticipated (Yang, M. and Gabrielsson, 2017). 
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In order to avoid facing the same problem over and over again, it is important for any organisation to ensure that appropriate measures are taken to identify the prevalent problems from its core and adequate steps and strategies are implemented to eradicate the issue and address the major factors which are escalating the problem. The organisation which is in discussion for this specific study is Iceland Foods Ltd. The supermarket chain, which is majorly known for its specialisation in ranges, is functional in more than 800 locations. The company holds 2.2% shares in UK food market and is largely popular among a specific set of loyal customers. Currently the company employs more than 23,000 individuals in specific job roles. Even though it has been functioning properly, there are certain sets of underlying issues that Iceland requires to focus on in order to increase its overall credibility in a suited manner.
One of the major problems that the company faces is that there is no specific organisational culture which is followed. Even though the company hires a significant number of individuals, who come from different backgrounds and socioeconomic status, it may be seen that there is no specific organisational culture which is being followed by the company which would ensure that their different approaches and ideas are aligned in a synchronised manner which would eventually increase the organisational efficiency in an effective way (Al-Haddad and Kotnour, 2015). 
One of the major issues that the organisation faces is the general conflicts emerging between the employees. There are numerous incidences in which it might be seen that the differences in attitudes of employees are reflected in their work front. It may also be seen that the employees are generally unmotivated and are unhappy with their work atmosphere. Due to this reason the overall impact on the performance of the organisation as a whole. There is a lack of synchronised effort and team work is not effective either (Tseng et al., 2018). The underlying tension due to prevalent conflict is apparent in almost every activity which is being undertaken by the company. 
In addition to this, a proper and systematic communication system in which people are exchanging knowledge and feedback and engaging in continuous learning and improvement is also missing in case of Iceland Foods. Hence, while other companies in the supermarket industry are engaging in cut throat competition to mark their position and ensure a secure status in the market, due to lack of overall credibility in knowledge exchange and an integrated culture, it may be seen that the overall satisfaction of the employees are lesser. 
The values, assumptions, objectives, and beliefs are not shared by the employees. Hence, their connection with each other, as well as the organisation is bleak and not profound. The psychological environment in which the employees require working is not efficient enough which would ensure that they are able to invest their time and energy to move towards a shared goal (Mo, 2017). Hence, the outcomes which are generally set are not achieved by the company. The scope of growth is reduced. Furthermore, the chances of increase in employee turnover cannot be ignored in any way either. 
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Solving any prevalent issue with standardised and methodical approach  is known to be best method for understanding the major causes and exploring the impact of any problem on the basis of which planning and implementation of solution is generally done. Since best solutions to any problem may not always be the most obvious ones, it is essential that careful procedures are followed for thorough assessment regarding different aspects for figuring out the most feasible steps to be implemented. Attention to detail is recognised as the key to ensure that the best solutions are implemented for any problem so that the issue never surfaces in future to hinder the progress of the organisation in any way. When it comes to analysing any problem deeply and coming up with the suitable solution, the entire process generally require seven distinct steps (Bardach and Patashnik, 2015). With the help of these steps, it will be easier for any organisation to come up with relevant plans which would address these issues. 
Step 1: Identification of the right issue: One of the most crucial elements for taking suitable business decision is to be able to identify the prevalent problem in most effective way. It is essential that the problem is being specifically focussed on and properly highlighted. This ensures that the chances of confusions within the organisation are avoided effectively. It is also necessary that perspectives of other individuals are taken in order to ensure what is being regarded as a problem by any person is recognised as the same by someone else or not. In addition to ensuring the problem has been identified, it is also necessary to identify that how addressing this problem maybe a significant opportunity as well. 
Step 2: Analysis of the problem: Once the problem is well-defined, it is important that necessary information related to the problem is collected through different sources. It is essential that all aspects of the problems are related with the collected information. Thus, apart from the problem, which are already known, discovering facts related with the issue in a better manner. Proper questions are needed o be formulated for in depth analysis which may be structured as per ‘5 W’s and 1 H.’ Apart from identification of the problem, the influencers of the problem, benefits in resolving the problem, and the resources needed for resolving can be discussed in this stage. In addition to this, in depth questions like how long the problem has been prevailing and how the situations may vary if the issues were not present.
Step 3: Define the problem:  A problem can be properly defined only after proper identification and analysis has been done. This ensures that the problem can be defined properly as well. Thus, it may be stated that the defining the problems exactly can be defined. In addition to this, defining specifically what is needed to be solved in a proper manner as well. The desired outcome can be also properly defined in this stage. This would ensure that all the members associated in the process have clarity regarding the way in which the study is progressing. 
Step 4: Develop Opportunities: It is essential to have numerous innovative solutions. Since prevalent issues are analysed in-depth, simultaneous processes are necessary to be followed to come up with a suitable solution. Hence, seeking opportunities by attaining advice from experts, brainstorming and analysing the trends that the company has been reflecting can be effective. It is also essential to keep track of the internal and external environment and ensure that the solutions developed are properly aligned with the issues (Fjeldstad and Snow, 2018). 
Step 5: Select solutions: Even though there are numerous potential solutions and opportunities which are identified in the previous step, it is essential that the most suited one is selected with thorough discussion and analysis. Out of the numerous solutions available, the ones which are in regards with factors like economic validity, operational validity, grips interest of the stakeholders, have minimum risk and complexities in implementation, and so on are needed to be identified and selected for implementation (Gatrell and Ross, 2019). 
Step 6: Implement solution: Putting the selected solution into action is one of the most crucial aspects that the problem solving process may have to go through. After a thorough planning of the actions which are required to be done, it is essential that step by step implementation is done in order to ensure that the potential solution which has been drafted theoretically is able to bring out the expected outcomes. Appropriate testing is therefore important to look into the fact that all expectations are being met. Proper monitoring of the progress is also necessary (Karlsen et al., 2015). 
Step 7: Evaluate and learn: Once these processes have been completed, the last and final step is to evaluate what learning outcomes were achieved by the organisation. The effectiveness of the solution in the long run and the desired outcomes have been received or not can be emphasised.
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Even though majority of the people have a tendency to solve the immediate issue at hand as quickly as possible, it is often touted as one of the grave mistakes that the businesses tend to make. Since problems tend to occur almost every day and is recognised as a channel for improving the overall capability of any organisation, it is needed that efforts are taken by any company to get to the depth of the issues prevalent and try addressing the major factors influencing and escalating the problems. Thus, the chances of emergence of problems as such in the future are significantly reduced as well (Metcalfe, 2019). Using a proper approach for determining the causes and effects of the issue can be regarded one of the most effective techniques that majority of the companies are considering. This is largely due to the fact that the technique is effective in not only identifying and defining the organisational problems, but it can ensure that the decisions taken to resolve the problem are more defined and well-structured, rather than being hurried. In order to do the same, most organisational managers or leaders utilise tools for measuring the issue properly. Fishbone analysis is one such problem identification and measuring tool. 
The fishbone diagram, also known as the cause and effect diagram can be regarded as one of the most effective and standard visualisation tools that can be applied by the managers of Iceland Foods in order to address the issues which are currently being faced by them. This tool helps in categorising the prevalent issues and go in depth in order to identify the potential causes of the issues at hand (Baker, 2018). With the help of this approach, it becomes easier to get to the roots of the factors which are further escalating to serious concerns affecting organisational performance as a whole. With likely causes of the problems being properly identified, along with the manners in which the organisation is getting affected due to the existence of such problems can enable the organisational managers to come up with the best suited solutions. Thus, the problem solving and decision making efforts would be best suited for the organisation if it is done in an organised and structured way with the help of proper framework. 
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It is necessary to understand that factors influence or impact organizational culture of a company such as Iceland Foods. It enables a company to showcase and utilise different individual cultures as a whole in the form of organizational culture. However, Liliana, (2016) states that maintaining healthy work atmosphere and diversity is difficult and requires constant effort of the management. For instance, leadership, transparency, accountability, teamwork and so on. In the company of Iceland Foods, internal conflicts tend to occur that affects the particular organization culture. Herein lays the significance of the fishbone analysis. It is relevant to state that the theoretical analysis framework would be effective to identify and pinpoint the factors concerning organizational culture of the company. It would help the company to understand and deal with root causes that impact organizational culture and resolve internal conflicts in an effective manner.

Organizational culture conflict 
Management 
Poor structure of management 
Lack of proper communication policies 
Lack of regulations and norms of organizational culture




Communication 
Problem due to language barrier
Conflict of opinions 
Miscommunication 
Communication gap 
Cultural difference leading to communication conflict

Workforce environment 
Lack of clarity regarding job roles 
Confusion about individual roles and responsibilities during team work 
Incoherent workforce ambience
Workload pressure 


Leadership
Weak leadership principles of leading teams Iceland Foods
Lack of proper leadership approach
One dimensional leadership
Change in leadership philosophy 


Recruitment and hiring 
Poor system of recruitment and hiring
Inefficient selection problem of candidates
Issues in employee training 
Business nature 
Operational structure
Mission and market
Working ambience and nature


Fishbone diagram: (Fjeldstad and Snow, 2018)
It is important to understand that a company needs to consider various factors to ensure proper organizational culture and manage internal conflicts. For instance, in the Iceland Foods company, poor management and communication, lack of training and so on have created negative impact within workforce environment. As its consequence, internal conflicts such as communication gap, delay in work services occur. This in turn impacts customer services. Taking into account presented fishbone analysis, it can be stated that six key factors are responsible for organization culture conflict, management, communication, workforce environment, business nature, recruitment and hiring, and leadership.
As stated by Li and Lee, (2011), the Iceland supermarket chain has weak management system. Due to its poor structure, operations of company stores tend to suffer. For instance, different stores have separate work culture and management system. The company has attempted to incorporate a single kind of management process and work culture to avoid communication issues, internal management problems, customer service and so on. However, with management the company finds it difficult to achieve the goal. The problem is, it impacts customer service. For instance, an individual with purchase issue face problem for queries in other stores. It offers less flexibility concerning customer queries and problems as the stores fail to stay updated about customer problems and purchase as a whole. It is essential to state that the supermarket chain needs to strengthen rules and regulations regarding organizational culture. 
Communication is a major factor that leads to organizational culture conflict. For instance, Iceland Foods have employees who belong to different cultures. Difference of language leads to language barrier, making it difficult for individuals to interact and understand each other. Although most employees communicate in English, for some individuals it is problematic to adjust with the language. As a result, communication gap, miscommunication occurs that leads to organizational culture conflicts. For example, in several scenarios, communication gap leads to difference of opinions about work projects. In supermarket spheres such as Iceland Food store, the issues are inevitable. Cultural difference is a problem as it leads to communication conflict that impact business as a whole.
The fishbone analysis highlights that workforce environment is a factor that require attention. Bose, (2012) state that the company needs to improve it to experience proper growth and work culture. For instance, there lies a sense of lack of clarity concerning job roles and responsibilities. This in turn leads to confusion of individual job roles in team work. For instance, while working in customer care, providing in-store services, employees need to work together to offer quality service to customers. The problem is, work pressure is present round the clock and it affects employee satisfaction. The pressure to achieve high sales target is ever present. This in turn leads to poor and incoherent workforce environment, demotivates employees to work.
As per the fishbone analysis, business nature is a factor that needs to be taken into account. It is necessary to comprehend that the factor focuses on operations, mission and market influence behaviour and attitude of employees. It stresses on nature and ambience of working in the process. For instance, mission of the Iceland Foods is to be one of the top provider of frozen foods. The company has stable operational structure. However, the nature of the business is supermarket that demonstrates constant work pressure, round the clock customer service. Along with the fact, the company has operational structure that increases work pressure and is complex in nature, difficult for employees to adjust.
As per the statement of Ferrell and Fraedrich, (2015), business organizations tend to overlook the importance and long term impacts of recruitment and hiring. However, it a crucial factor. For instance, Iceland Foods fails to give relevant importance to the factor. It considers recruiting without considering work culture and existing workforce problems. On the other aspect, candidates who enter as new employees do not receive necessary training to work. As a result, internal conflicts occur as the individuals find it difficult to cope up with existing organization culture. (De Maio et al. De Maio, C., Fenza, G., Loia, V., Orciuoli, F. and Herrera-Viedma, E., 20162016) state that existing employees need to develop the attitude of appreciating and acknowledging new individuals within the workforce. Leadership has become an issue in the Iceland Foods company. Arnsten et al. (2017) state that leaders possess powerful influence a company’s organization culture. It helps to determine employee perception regarding work experience, behaviour and attitude. For instance, in Iceland Foods, leadership principles are poor and weak. As its consequence, employees suffer from confusion regarding work roles, management structure and so on. For instance, strong leadership is absent in most of the supermarket stores. Employees often face problems regarding work problems, providing customer service. Different individuals have different opinions and it leads to internal conflicts that delay target activities and tasks. 
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It needs to be stated that that the Iceland Foods company is required to consider measures and approach to address the factors and resolve the problems related to factors stated in the fishbone diagram. It is reasonable to state that the company has weak management structure. Due to it, it creates negative work environment for employees and staffs who are burdened with work pressure. Problem in decision making, teamwork occur. The problem is, it hampers work productivity as a whole. With lack of clear policies regarding organization culture, communication, employees fail to develop appropriate work methods and approach. Gerbl et al. (2016) state that communication plays a major role in solving internal conflicts. It enables working individuals to express and share individual perspectives, this in turn helps to reduce communication gap and miscommunication. Through constant communication, it is possible to tackle and adjust to cultural differences. In Iceland Foods, employees and staffs have limited opportunity to communicate and interact. It hampers team or group work necessary in large workforce such as that of the supermarket.
The workforce environment impacts internal conflicts. In Iceland Foods, working individuals experience confusion regarding work roles and tasks. Considering the complexity in large workforce, the problem is visible to a considerable extent. Employees tend to experience health issues due to work pressure, long working hours. Poor workforce ambience tends to demotivate and discourage individuals to show best effort. The company needs to change its organizational management and culture taking into account its business nature. For instance, the Iceland Foods company have operation structure that require further improvement. The supermarket workforce consists of staffs who offer assistance to customers to purchase. The staffs stay under pressure to achieve target sales. It is appropriate to state that workforce condition have declined to some extent. The company needs to consider development of recruitment and hiring. It needs to consider recruitment who have the potential to work in the field with time flexibility and necessary competence. Along with it, the company needs to conduct employee training to encourage positive work environment. Poor leadership affects the company’s work style and organizational culture as a whole. Considering all the factors, it can be stated that the company needs to develop new leadership principles and the leading teams need to execute it accordingly.
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Non-programmed and programmed decisions would be effective to address the issues. It is essential to state that internal problems such as internal conflicts, communication problems, team work, recruitment and training issues occur in Iceland Foods. In such case, planned decision making is required, hence the programmed decision making that needs to be taken by low level managerial individuals. For instance, decisions related to leadership strategy, team work while providing customer service and so on. On the other aspect, non-programmed procedure decision making is effective to deal with difficult situations. For example, conflict between customer and staff, difference of opinion while in group. As stated by Liliana, (2016), non-programmed decisions are helpful to deal with situations that are sudden, unplanned and require prompt decision. 
It is useful to state that strategic and routine decisions would be effective for the Iceland Foods company. Routine decisions might not consume time and lack insight. However, it helps lower managers to deal with daily activities. It can be said that training the lower managers have the potential to execute broad organizational policies and regulations in an effective manner. On the other aspect, strategic decisions are insightful and detailed. As mentioned by Ferrell, O.C. and Fraedrich, (2015), Iceland Foods company needs to consider change in organizational goals and policies to strengthen the management structure as a whole. Policies regarding factors related to organizational culture needs reconsideration for long term success and improvement.
It is appropriate to state that certain key ingredients are present for decision making, high quality data, sound judgement, trust and confidence, flexibility and access to proper training and advanced systems required to work in an organization. For instance, in order to change or improve a particular system, quality data is crucial that would validate the changed decision. Working individuals, the management need to have trust and confidence among each other. For example, the management need to express that change is necessary to improve workforce environment of the company. Proper meeting and discussions are important for the purpose. On the other aspect, staffs and employees need to have trust on the management, the company employer to follow and conform to a new decision. The individuals and teams responsible for decision making needs to have sound judgement to make effective decisions. For instance, prior to the decision making, the management personnel need to have insight about workforce problems and challenges that impact employee work and behaviors. It is required to comprehend cultural differences. While decision making, flexibility is important. As explained by De Maio et al. (2016), individuals involved in decision making needs to have flexibility to consider and appreciate different opinions during the process. It would be helpful to generate innovative ideas to manage organizational culture in an effective manner. 
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In conclusion, it can be said that companies such as Iceland Foods need to make effort to improve and better its organizational culture. Considering the fact that it consists of more than 23,000 employees and 2.2 shares in the UK food market, it would be good for the company to rake measures to solve the internal conflicts. The report states that finding the root causes and problems can be difficult. However, with relevant theoretical tools and framework, problems can be resolved. The company needs to consider analysis and evaluation of the problems. Mckinsey 7 s model, fishbone diagram have helped to address the factors and consider methods to solve the issues. 
It is recommended for the company to resolve organizational culture problems with appropriate decision making. Planned decision making is necessary to consider changes of norms and regulations considering eixst6ing work style and nature along with unplanned steps to handle problems with prompt action. As per strategic decision it would be proper for the company to consider first hand work experience of staffs and employees and incorporate changes in existing organizational culture policies accordingly.
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