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This report will discuss the successes and failures of Tekpa Ltd. it will highlight the internal problems faced and the methods used and implemented to successfully resolve those problems. The report will discuss major decisions taken by the director in regards to expanding the business and the consequences those decisions had.

I started working for Tekpa Ltd. in 2004 and although the company was growing and making a profit there were major problems with production and shipping of goods due to lack of successful management and effective communication. I was employed as an import export manager and identified that the production line and shipping department were not working together effectively. This caused the company financial, production, and efficiency problems.

I first thing I did was determine the root causes of the problem that I believed were lack of management, communication and organisation between the two departments. I decided the first thing was to take control of shipping which initially upset our production manager and caused an additional problem. I needed to resolve the issue with our production manager in order to be able to successfully resolve the other issues we were facing. I arranged a meeting and highlighted that I understood her point of view however it made sense for shipping to be part of the export department so that she could focus on her main job production manager that she was excellent at. This meeting cleared the air and resolved the problem which now allowed me to focus on the main problem.

After resolving the management and coordination problem between the two departments the next problem I needed to resolve was the huge financial waste of paying overtime unnecessarily. We purchased a minibus that would drop the shipping staff home where they could spend quality time with their families and rest. The minibus would then pick them up an hour before they were due to load and drop them off at the factory. The changes made resulted in increased profits, morale, productivity and efficiency. 

Growing profits and orders meant we needed to increase productivity or only take on the orders we could fulfil. The director decided that he wanted to grow but rather than employing more people and renting an additional unit he had an idea of buying land and building his own factory. He felt the real estate would add asset value to the business, save on rent costs and allow the company to take on more work. The problem was that the director did not have capital to invest therefore needed to borrow all the money needed. Failure to perform a PESTLE and SWOT analysis resulted in the director not considering the obvious risks involved.

[bookmark: _Toc535351468]Introduction

The purpose of this report is to present recognised problem-solving techniques and methods to a major financial problem a company I previously worked for had experienced. The report will aim to define and suggest ways of resolving the problems the business faced while aiming to asses and analyse the solutions put forward. The report will provide examples of problems I have faced as an import export manager in my previous employment at a company that produced ladies garments for export. I will explain what the problems were, how they arose, how the problems were solved and the final outcome of each problem.  

Recognised problem solving and decision-making methods and techniques will be discussed and analysed in this report, examples of how these methods and techniques could have been used to resolve or prevent the problems will be studied. Decision making is a vital part of managing that has become increasingly more difficult in modern times due to technological advances and rapidly changing sociological factors. In the modern technological age businesses need to be able to adapt quickly, be able to make effective use of technology, keep up to date with customer trends and demands to have any chance of success. Managers being able to make effective decisions is one of the most important factors for a business to remain ahead of their competition and succeed in business. (Ambrien et al,2012)


Some of the problem-solving techniques that will be covered in this report are Fishbone diagrams, Forcefield analysis, root cause analysis, SWOT, PESTLE. The report will also discuss employer and employee expectations.

The following types of decision-making techniques that will be covered in the report are strategic decision making, tactical decision making and operational decision making. The report will also follow the rational problem-solving process which consists of four steps that are framing the problem (what), diagnosing the problem (why), finding solutions (how) and implementing the solution (do). (Chevallier, 2016, p2)
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I used to work in a company called Tekpa that manufactured ladies’ garments based in Bursa, Turkey that ended up facing huge financial problems starting in the year 2004. I had been working at the company for six years as an import export manager, I thoroughly enjoyed my job at the company and was very successful in my role. The company enjoyed a very successful period of continuous growth and was doing very well financially. We had a very positive and productive environment in which to work in and all sectors of the company communicated and collaborated effectively. Managers and staff had a good working relationship and respected each other, the atmosphere was very positive, we worked and felt like a family with everyone treating the business as if it were their own company. We produced ladies’ garment for export to Europe and the USA and orders kept growing therefore the company had to grow to keep up with demand.

When I first started working at the company there were serious problems with the management such as lack of communication, collaboration and organisation. The shipping and export side of the business was being managed and organised by the manufacturing department, my colleague was very good and successful at her job as manager of production which caused the director to give her responsibility of exports and shipping. Unfortunately, she had no experience in regards to import export and although the orders were being met on time the company was unnecessarily losing money on shipping. Problems that arose in regards to transport and customs were not being resolved properly or effectively. Transport bookings were unorganised which caused haulage to wait around resulting in unnecessary hourly charges for waiting time, wasted haulage charges incurred for late cancellations and trucks that were not loaded and sent back empty after arriving. Production often had to work overtime to complete orders for transport that was incorrectly booked which was also a drain on the company’s finances as it reduced profit margins.

Once I started work as import-export manager, I realised that things were not looking good in regards to shipping goods for export and could see the unnecessary amount of money and man hours that was being wasted. I arranged a meeting with the director and the production manager that was also responsible for the shipping of goods. I raised my concerns which made sense to my boss however the production manager was not very happy with my idea. I believe she saw me as a threat to her job and perceived that I was insinuating she was lacking at her job. I knew that she had a very good relationship with the director and that she was a very good production manager that he trusted very much. It was a difficult situation as I didn’t want to make enemies however, I had to sort out the problems with shipping and believed that it should be my responsibility as export manager to manage shipping and resolve the problems that existed.

The director agreed with me that I should take charge of shipping but I knew I had to resolve the problems with our production manager for things to run smoothly. I arranged a one on one meeting with her in which she was quite cold and distant to begin with. I decided before that I would take a direct approach as to why I felt I was right but also to highlight what I thought her concerns so that we could bring them out into the open and resolve them first. I explained that I understood how she must feel as a result of me as a new member of staff coming in and taking over some of her responsibilities in the company, her mood seemed to change for the better as a result of bringing the issue out into the open. I then went on to explain that the reason I was hired was as and export manager and that shipping should logically be part of exports. I explained that I knew she was excellent at her job as production manager and the only reason the director put her in charge of shipping was because there was no manager in that position and he trusted her the most to fill that position until a solution could be found. The meeting went very well as she realised that I was not a threat and that it was also to her advantage that I should take control of shipping.

After the successful resolution with my colleague I now felt more confident to bring in changes to the way we arranged shipments and deliveries as felt I had her full support and production would not let me down. The main problem I found was that the production line and shipments were not synchronised, both shipping and production were both being arranged according to delivery times to the customer. It seemed simple but transport should have been arranged according to production who in turn should be working to complete orders as agreed with our customers. This disjointed approach led to unnecessary overtime payments for the company as production had to complete orders in time for shipping and if orders were ready to load workers had to hang around for hours waiting for transport to turn up. Either way the company was wasting money therefore something needed to be done.

I followed the Plan, Do, Check and Act plan at this stage Deming’s Cycle (PDCA). The plan was to separate shipping from production so that the manager of production could focus on the job that she specialised in. I planned to merge shipping with the import export department that I managed as they were closely related parts of the business. The do phase was to hold meetings with the director and managers to convince them of my plan then once successful to take over and manage the shipping department. Once the first two had been successfully implemented I had to check if the plan was working successfully and ensure that I was managing effectively with intended targets were being met.  The final phase was to act on the results, were the results meeting expectations, were staff more productive and did the expected financial savings take place. If any problems arose or targets were not being met I would start planning from the beginning. It did not take long for my plan to start showing results with the director, managers and staff all extremely happy with the results and outcomes. (Peterson, 2010)
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I thought of a few solutions the first of which was a relaxation area where workers could sleep, Rest and recuperate while waiting for transport as they would be very tired while loading the containers from preparing the orders all day. Using forcefield analysis methods which involved the employee’s life space that affected the employee’s motives, values, needs, moods, goals, anxieties and ideals this would have made them more productive and increased morale. Most of the workers had families lived very close to the factory but worked long hours and did not have a chance to spend much time with their families. I came up with a plan to have the workers dropped off to their homes so they could rest and spend time with their families while waiting for the shipments to be ready to load. I worked out the cost of having a minibus to drop them off then pick them up was much more cost effective than having them wait around for hours getting paid overtime. I also believed that spending precious time with their families would be better for staff morale as most shipments were night loads therefore the loaders hardly got to spend any time with their children. 

I put my plan to the director who was very happy with the idea as it made economic sense and he believed his workers would be more productive. The workers were very happy, even though they would lose some overtime they were very happy that they would spend more time at home with their families as they normally worked very long hours and it was very boring for them sitting around constantly waiting in a factory. I arranged with our production manager to give me an hours’ notice when ready to load so that I could have the loading staff picked up. I also arranged coffee breaks and food for the staff which they appreciated very much. We saved money, had a more productive, loyal, motivated staff who were well rested and not deprived of sleep as a result of the implementation of my plan. The director was delighted when he saw how much money we were saving as a result of the changes. Using force field analysis helped change the life space of the staff, managers making effective well-structured decisions helped improve morale, job satisfaction and stimulation while enabling the successful implementation of the decisions made. (ODI,2009) 
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Looking back although I did not know about root cause or fishbone analysis at the time, I believe this is what I did. There are three basic types of root causes which are physical causes, human causes and organisational causes. The problem that existed between production and shipping were caused by human causes due to managers not tackling the causes of the problem which were a tired, unmotivated workforce and financial waste for the company. The second cause was organisational as the system in place was not fit for purpose and all departments were concentrating on their own tasks without considering the effects on other sections of the company. (Edupristine, 2018) 
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Fishbone analysis created by Dr. Kaoru Ishikawa is similar to root cause however it focuses on the effects of the problem then works back to the causes that result in the effect by drawing a long line back from the effect and adding horizontal lines to make it look like a fishbone. This method is extremely beneficial to working out causes of the problem and would have been a technique that I would use today when working out what causes the effect. (Rouse, 2015)

According to Cyert et al. (1956), for a company to be successful managers need to make effective decisions in regard to new business opportunities, technological advancements, the needs of their customers, suppliers and adapt to changes in the socio-economic environment. Decision making is one of the most critical executive activities in business. (Ambrien,2012) 

The company was doing extremely well, we had ever increasing orders, a productive and motivated workforce and managers that were running their departments effectively and efficiently. After a long spell of growth and good profits the director decided it was time to expand the business. The company had already been taking on additional employees and investing in equipment to keep up with demand however the director had bigger plans for the business. He decided that he was going to but a large plot of land and build a factory that he would own freehold and would be an asset to the company for years to come. Although his business was doing very well, he could not finance this project with his own or business capital which meant he would have to take out personal loans and a loan on the business. Many people within the company had warned him against taking such a risk however he was adamant that he did not see it as a risk and that it would be foolish not to take this opportunity and that it could only add value to the company.

The director went ahead and took out very large loans which he used to buy a very large plot of land and built a new and much larger factory. All the staff were very happy as we all had new offices, equipment and a modern working environment. The director had only ever considered the positives and could only envisage the business growing as that is what had continually happened until that time. He failed to do a PESTLE or a SWOT analysis to thoroughly understand the risks of his decisions such as, weaknesses, threats, political and economic factors. 

Performing a PESTLE (political, economic, social, technological, legal and economic) analysis would have enabled the director to identify and take into consideration political factors such as changes in government legislation, trade tariffs and taxes which could have an effect on the business. A PESTLE analysis would also have allowed him to analyse the economic risks such as global trends, interest rates and changes in demand and supply which would have been an important factor to consider as the business was solely reliant on the international customers that that could change and adapt to the global economic trends. Changes in technological advancements could also have been highlighted if a PESTLE analysis had been performed as this could have an effect on the efficiency, profitability and competitiveness of competitors and the business itself. (Pestleanalysis Contributor, 2011)
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[bookmark: _Toc535351474]Table 5: PESTLE Analysis (Kunchala,2016)
A swot analysis should also have performed before expanding and investing such large amounts mainly financed by loans to highlight the strengths, which were a motivated, hardworking and adaptable group of employees, Good effective management, efficient, productive, high quality output at competitive prices and a high volume of existing orders. Weaknesses which would have been high percentage of income used to service loads and interest, becoming less flexible when downsizing or expanding in the future, Not being able to cut costs as effectively if orders declined as the servicing of the debts would be an ongoing cost regardless of the amount of orders. The opportunities which were a potential to grow and take on more work, having extra assets that the company could utilise and would add value after the loan was paid off and saving on rent expenses in the long term if the loan could be paid off. Threats would have been failure to keep up with loan payments and overheads should orders decrease, competitors abroad attracting the clients with a cheaper workforce, Foreign governments changing tax laws, tariffs and providing incentives to allow their companies to attract our clients. (Pestleanalysis Contributor, 2011)
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Not long after completing his project our customers gradually started shifting orders to the far east which where the garments could be produced for much cheaper which resulted in less orders and more pressure on the business as the loans he had taken out needed paying back with interest. Our American customers shifted their orders to China and some of our European customers moved production to Vietnam. The business ended up laying off over half of it’s workforce to cut costs however this was not enough to meet the cost of running the business and paying back the loans therefore the director decided to sell the building at a loss and move back into the building he was renting before. The company was now smaller than when I started working there. 

[bookmark: _Toc535351476]Analysis

Having successfully built the business with a highly motivated, efficient and productive workforce that could provide high quality work at competitive prices and complete large orders on time the director decided to expand the business by investing heavily in land and a larger upgraded factory building. There was a potential to elevate the company to a higher-level and make it more cost effective by saving on rent and adding asset value in the long term.

Despite warnings from management, friends and family highlighting the risks of servicing such a large loan and investing such a large amount without sufficient capital the director failed to assess the short-term risks such as changing customer demand, global threats which included downturn in global economic growth, threats from competitors abroad and the amount of turnover that would be channelled into paying back loans. 

By overestimating the positives and failing to consider the risks the business changed from a competitive and adaptable model that could expand or cut costs according to needs to one that had to increase the amount of work or at least maintain the existing level to remain profitable. The business was now vulnerable to the slightest external changes in a volatile industry which was ultimately very damaging to the business.

Failing to implement or consider PESTLE analysis or SWOT analysis was a catastrophic mistake. PESTLE and Swot analysis should always be implemented when a business takes on a new project and chooses to invest heavily especially in the case of Tekpa ltd as all the funding was financed through loans placing a huge financial burden on the business that had to be met regardless of turnover.

[bookmark: _Toc535351477]Recommendations

The recommendations in this report are based on personal experience of myself and other staff members that were employed at Tekpa during the period of growth and decline. Although good management and work practices helped the business to grow and be successful the director failed to assess the risks of expansion correctly. Having continuous growth and success led to over confidence and a false sense of security which caused the business to over expand without taking into accounts the risks that this could present. 

The director should have performed a PESTLE analysis in order to evaluate the effects that Government policy, trade tariffs and taxes could have on the business. Economic factors such as global trends, the general economy, demand and supply and economic growth should have been considered. A SWOT analysis should have been conducted to assess the strengths, weaknesses, Opportunities and threats of the business before expansion and investment was financed with such large loans. 

Competing in an ever-shrinking World where technological advancements have enabled even to smallest companies to trade internationally the threats from global economic factors, foreign competition, the ease with which customers can change suppliers must continuously be considered from the smallest business to the largest corporations.
  


[bookmark: _Toc535351478]Conclusion 
 
Good work practices such as effective communication, motivated hard-working staff, effective management and a high demand for good quality work at competitive prices were all factors that allowed the business to grow and be successful for a long period of time. I believe that the culture and working environment within the company allowed for effective problem solving to take place when problems arose. The director trusted and gave a high level of autonomy to his management team which allowed us to grow and perform to our maximum level. Although I did not know all of the theories and methods such as SWOT analysis, PESTLE analysis, root causes, fishbone, PDCA and force field analysis. I naturally applied in practice many of these theories, however learning these new skills during this lecture has made me more aware of their benefits and has equipped me with extremely beneficial knowledge that I can use in my future career.

If the director had been aware of and applied the methods and skills covered in this lecture I believe he would have taken a more cautious and informed approach when deciding to expand the business.  It would have been far more beneficial for the business to have grown organically according to demand and by using its own resources to grow which would enable the cutting of costs and downsizing if necessary. Although problem solving methods were successfully implemented and were extremely beneficial to the growth and success of the company failure to implement an effective risk assessment and perform PESTLE and SWOT analysis before expanding and investing ultimately cost the business dearly.

Combining my practical work experience with the problem solving and risk assessment skills I have gained in this lecture has increased my knowledge, confidence and given me new skills that I can implement throughout my career. Often the success and failure of a business comes down to decisions from directors to management and staff decisions effect the how the company is run, what direction it will take and how profitable a business is. Being well informed and applying the skills learnt in this lecture will in my opinion will have a huge influence on decisions and enable managers to make the right decisions.
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