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[bookmark: _Toc49538673]Introduction
Lidl is one of the most successful retails companies in the UK. During this pandemic, many organisations are suffering huge financial losses and its employees are being made redundant. Moreover, Lidl keeps growing and adding new opening to their, already large, store numbers; consequently, increasing employing number by adding more 1,000 people just this year (Hussain, 2020). Lidl's success is a result of new strategies of work and control of merchandising. The stocktake is one of the strategies used by Lidl to control the massive quantity of product moving from big warehouses to stores (Lidl annual report 2020). 
This report is addressing a complex problem at the workplace to be solved through problem-solving and decision-making methods learned in class. The best solutions observed are meant to be implemented with the help of all members of the team in the store to solve the problem that will result in a better stocktake outcome in the future.  
This report will explore an already existing issue at Lidl in regard to the last stocktake that was recorded in one's workplace, in which, a loss of £9,000 was the cause of concern. Consequently, measures were put in place to solve this specific issue involving all members from managers to customer assistants.
[bookmark: _Toc49538674]Applying recognised problem-solving tools and techniques
To be able to best assess the solutions for this issue is necessary for an overview of some access to tools. Firstly, in this report will be explored the internal systems through a SWOT analysis, secondly, a demonstration of ways to link the problems to viable solution through mind mapping, followed by an illustration of ways to collectively find a solution by brainstorming, finally, evaluate the problem through the Kurt Lewin's Model and implement the best solutions found.
[bookmark: _Toc49538675]SWOT Analysis 
SWOT analysis explores internal (Strengths and Weakness) and external (Opportunities and Threats) aspects to understand problems and develop solutions "which would support decision-making related to strategic dimensions of the issue" (Leiber et al, 2018: 352). SWOT analysis will be used to list Strengths, Weakness, Opportunities and Threats of the Company related to actual UK changes regarding Brexit, Covid-19  that have a direct impact on day-to-day work at Lidl.
STRENGTHS
· Good team-working
· Store layout very well organized
· Great Company structure
· Well-trained team
· A brand-new app to help customers and employee purchase smartly
· Business is growing in contrast to other Retails Companies




WEAKNESSESS
· The store has a high rate of shoplifters
· The store faced a reduction on security guards during the pandemic
· The store is poor in security measures to control employees’ routines inside the store
· Lack of awareness on how thieves act inside the store








OPPORTUNITIES
· Development of new products
· Establish better relationship with British suppliers
· Establish good trade prices with EU suppliers


TREATS
· Instability because of pandemic period
· Uncertainty because of Brexit
· New policies and taxation due Brexit transition
· Inconsistency on  exchange rates
· Customers behaviours








[bookmark: _Toc49538676][bookmark: _Hlk48408141]Mind Mapping:
According to Tsinakos and Balafoustis (2009), mind mapping was developed to improve the technique of taking notes, boost creativity that helps find solutions. By using it is easier and faster to identify current problems and its connections or its root. On top of that, linking mind mapping with brainstorming creates a powerful problem-solving and decision-making team.
The store manager organized a meeting with all members of management of the store, after identifying the stocktake issue presented on stocktake results, it was used the mind mapping to expand the connectivity of ideas (Davies, 2011), to elevate the problem-solving spirit in the team.
Possible explanation for the poor inventory:
· Colleagues stealing;	
· Customers stealing;
· Data warehouse registration error;
· Lack of control of write-offs (waste registration);
· Customer scanning the wrong barcode;
· Cashiers scan wrongly the product when working at the tills.
[bookmark: _Toc49538677]Brainstorming the team
Bringing successfully changes to fix problems involve calling employees to discuss effective plans and strategies, allowing them to share their ideas and feel part of the team (Hussain et al, 2018), the reason why brainstorming is a tool used by managers to challenge the production and share of problem-solving ideas or thoughts free of judgments, limitation and creativity (Hicks, 2004).
Moreover, all ideas and thoughts are valid, and all members of the team have space to add their thoughts to a list of possible solutions. Brainstorming is an important tool to exploit ideas to solve problems, but it does not mean those ideas will be enough to decide or to eliminate them (Morgan, 2017).
[bookmark: _Toc49538678] Kurt Lewin’s Model
This report sought best to find tools that would change the daily routine, thus, changing the current system and by it eliminate the problem is the use of Kurt Lewin's model which will enable to strategically change methods of working supported by mind mapping and brainstorming sessions.

The 3 steps of Kurt Lewin's model – unfreezing, movement, freezing can be a perfect tool to create a dynamic capable of generating new strategies to be implemented and supervised by management (Hussain et.al, 2018). 
The above model illustrates the opportunity to change or eliminate the current procedures and simultaneously implement work methods to run the business more efficiently. According to Levasseur (2001), leadership is crucial to the implementation and success of Kurt Lewin's methods. Leaders are the active support of communication because they have to motivate and inspire the team to apply the very first step of the model which is "unfreeze" the current methods of work. The dialogue and support of the management lead to the second step -"movement" of the old methods and implementation of new rules, methods and guidance of work. Nevertheless, current and new methods can be blended or eliminated to move for the third step which is  "freezing" the processes that seem more appropriated to solve the problem and prevent it to happen again, though the accomplishment of change cannot be done without teamworking and open communication.
[bookmark: _Toc49538679]Find the solutions to the problems
Brainstorming session were used to list possible problems at the same time important to impulse the discovery of solutions. The proposed solutions will affect managers, staff and customers routines and they are:
· Create awareness in the team about the problem;
· Workers on shop floor has to be more alert on their surroundings around colleagues and customers;
·  Refreshing training in PLU (products’ codes) to minimize mistakes;
· Informe the employees about thieves’ methods of stilling;
· Evaluation of employee’s performance on tills and self-checkouts;
· Make sure all waste products are filled;
· Give more freedom to workers to solve problems;
· Scan products correctly;
·  Weekly counting of selected products;
· Training all staff members on the waste program;
· Blame workers for the stocktake results;
· Put pressure on employees because of results causing stress on them;
· Self-checkout’s staff have to double the attention because customers try to save money on expensive items by scanning the cheap products.
[bookmark: _Toc49538680]Evaluate alternate solutions
PMI (Plus, Minus and Interesting), is a decision-making tool and a subjective form to evaluate the positive results to be implemented and the negative effects, the interesting implications and outcomes of the possible alternatives. The alternatives are evaluated with a score given subjectively and after adding them up. The positive results are an indication of good ideas to implement and the negative results that the solutions are not suitable for the problem (Ahmed and Omotunde, 2012).


	PLUS

	MINUS
	INTERESTING

	Create awareness in the team about the problem (+8)

	Blame workers for the stocktake results (-8)
	

	Workers on the shop floor has to be more alert on their surroundings around colleagues and customers (+9)

	[bookmark: _Hlk48581902]Put pressure on employees because of results causing stress on them (-9)
	

	Refreshing training in PLU (products’ codes to minimize mistakes) (+6)

	
	

	Informe the employees about customers habits to still and its methods to do it (+7)

	
	Counting of selected products every week (+5)


	Customers bags and trolleys checks on tills and self-checkouts
	
	
Training all staff members on the waste program (+4)


	Mystery shopper to evaluate employee’s performance on tills and self-checkouts (+5)

	
	

	[bookmark: _Hlk48581382]
Make sure the correct code products are scanned correctly (+9)

	
	

	+44
	-17
	+9


Table 1. Possible solutions for the problem (0 to 10 scores)
[bookmark: _Toc49538681]Select the best solution
The best solution to the problem is a set of measures that has to be implemented in the team along with constant communication and training. The implementation of the solutions starts with management sharing the problem and solutions with the team, creating awareness of the problems that need to be solved, boosting the receptiveness and productivity of the team.  Therefore, managers, co-workers and customers have their important participation in the success of the process of change.
[bookmark: _Toc49538682]Measures for management
· Create awareness in the team about the problem;
· Informe the employees about customers habits to still and its methods to do it;
· Evaluation of employee’s performance on tills and self-checkouts;
· Give more freedom to workers to solve daily problems at the workplace;
[bookmark: _Toc49538683]Measures for team members
· Workers on the shop floor have to be more alert on their surroundings around colleagues and customers;
·  Refreshing training in PLU (products’ codes) to minimize mistakes during the scanning;
· Make sure all waste products are registered;
· Make sure the correct code products are scanned correctly;
· Counting of selected products every week;
· Training all staff members on the waste program;
[bookmark: _Toc49538684]Guidelines for customer service
· Create customers’ empathy by informing them about the new actions in-store that affect them directly like checking randomly bags and trolleys.
[bookmark: _Toc49538685]Implement the solution
According to Hussain et al (2018), Kurt Lewin's model is seen as a valuable tool to implement change as the management team has a great responsibility for the achievement of the unfreezing, movement and freezing process.
The management structure distributes specific orders to each member of the team initiating the unfreezing process, the first step for change of minds and create a movement to make alterations on routines of work and implementation of new routines which is the "freezing" part.
[bookmark: _Toc49538686]Monitor and control 
The involvement of the team on changing process motivate the team to participate in the process for effective and efficient results during the implementation of the procedures. The support and evaluation of management promote commitment and other behaviours such as flexibility and resilience among the team resulting in successful outcomes (Levasseur, 2001).
The development of new implementations will be checked through new routines of training and financial reports regarding the merchandising instore. Moreover, the training has the objective to refresh co-worker's knowledge about codes used at the tills and self-checkouts as well as the use of other technological tools, control product orders, print discount labels; in sum control the merchandising. Besides, the weekly reports about waste and products will be checked to track the stock of expensive products. To better control customers' behaviour (potential thieves), all cashiers were advised to be extra alert at self-checkout and tills regarding customers' suspicious behaviour,  check customer trolleys (where customers leave unscanned items sometimes intentionally) and bags.
[bookmark: _Toc49538687]Communicate with the stakeholders
Freeman (1984: 46) describes stakeholders as "any group or individual who can affect or is affected by the achievement of the organization's objectives" and are essential to Companies prosper and succeed.  The external stakeholders are customers, suppliers, local communities that have a heavy influence on the business. Moreover, internal stakeholders are all members within the Company from CEOs to customer assistants. The report focusses on Stakeholders as managers and co-worker’s communication and relationship based on the team's commitment to finding strategies and processes to be implemented in order to solve problems at the workplace. In addition, the manager's engagement with the team will result in a better comprehension of the new processes to facilitate communication and execution of new procedures. More important of all details is the satisfaction of all stakeholders and their active involvement in the desired changes and results
[bookmark: _Toc49538688]Recommendations
The managerial team and working staff will implement some solutions simultaneously to elevate the success of the operation and eliminate future inventory failure. Consequently, the team will need better support from the management to implement the new rules and new guidelines in customer service to direct customers to the new measures in place towards avoiding inventory discrepancies. 
Adding to, management should create a safe environment where employees can take charge of the simple decision in regards to customers complaints and give necessary legroom for errors, so employees would improve their decision-making abilities, as well as, add to brainstorming tool that, if managed effectively their collective ideas can provide a sense of belonging and appreciation in the work environment. 
Furthermore, the store should have into consideration to analyse the technological methods used and if is necessary to upload or improve them. Nevertheless,  a reminder that the team is the most important tool to achieve the goals established.  
[bookmark: _Toc49538689]Conclusion
All workplaces face many problems needed to be solved to generate better results and profit. An important step of running a business is to provide an accurate inventory record,  as to avoid too much loss in products during the process of receiving, selling and writing-off.

Through the use of the tools listed above, was possible to list the weak points related to the issue such as the percentage of shoplifters, the number of security guards and the amount of information held by staff in the store. After, identifying and evaluate the root of the problem, the team was easier to identify and think about possible solutions. 

The chosen procedures were combined with some old measures to draw a new path of work involving managers, co-workers and customers; so important for implementation, control and success of the operation and by doing so, coming to a recommendable set of actions.
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