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Introduction
In real life work situations whether management or front-line lower hierarchy level staff, problem solving, and decision making is important as when an unsatisfactory cause impacts the work force and company, it is essential to change this for team morale and productivity. This can make or break colleagues we work with, budgets, targets and deadlines or even cultural environments and norms of the company.

Therefore, this will involve communication, interpersonal skills between management and their subordinates, otherwise this impacts poor work ethics and performances to harassment or even discriminations. All these problems impact the stakeholders within the establishment, anyone that is connected such as employees, customers, and suppliers.

Being able to listen, communicate effectively will help identify and recognise when and what are the problems arising, and using techniques such as the Fishbone Analysis can help to resolve the issue. As written by (Proctor, 2009), when using a new approach to find solutions such as tools it allows us to become creative and think outside the box, it is a useful skill to have, when there are deadlines and when companies or individuals are put under pressure, we tend to fall back on old thinking patterns that we have become accustomed to.  

The purpose of this report is to implement all the learning and knowledge I have learnt from lectures regarding how to problem solve issues and finding solutions, then applying them to workplace scenarios. 

Method
I will be looking at my own workplace issue and using techniques I have learnt and identity complex problems and propose solutions. Firstly, I need to define a complex problem within my workplace this will include the scope and impacts, then I will analyse the information to identify the problem, and this will help me make inform decisions. 
To identify the probable issues, I will be using the Fishbone, Ishikawa analysis to find the cause and effect, this is important to any workplace issues because I need to ascertain what are all the possible issues relating and causing the issue then I can narrow down to the root of the problem. Within this report I will also develop a plan for implementing the solution, communicate this to the stakeholders and finally assess appropriate monitoring and review techniques to ensure the implemented techniques are successful. 


Above is the Fishbone Diagram I will be using which will enable me to find causes for the undesirable effects, according to the (Springer, 2018), the diagram is a great tool for brainstorming. This will define the complex problem and enables me to analyse the information and narrow down the root issues, then I will be able to use a decision-making technique to help give me a range of solutions.
Below is an example of the SWOT analysis to ascertain the company’s strength and weaknesses, and PESTLE analysis which will help me identify the internal and external factors that implement my decisions on the complex problem. Many companies use this as mentioned by (Christodoulou 2019). It is a useful tool to examine the key points which impact on all aspects of a plan that needs to be considered in successful application. It considers all the external factors which can have a positive or negative effect on all performances. 

Findings
The complex problem I have chosen is working in a luxury fashion retail company and front-line sales assistants are unable to meet their monthly targets due to the ongoing Pandemic and restrictions. Sales assistants rely on commission, which is a top up on their basic salary, majority of sales assistants have seen their monthly salaries cut by half. Due to seasonal clients, the main client source is Russian and Chinese, unfortunately Russian clients have restrictions and political constraints  to buy and the Chinese are not able to travel because of the restrictions, this has impacted the macro environmental factors of the industry.
Below I have created a Fishbone Diagram analysing the problem and I am able to brainstorm and narrow down the root issues. 

Fishbone Diagram, (Shamim 2022)
As you can see the key issues of the problem, I have identified three main concerns which is the seasonal clients, the main source of buying habits, Russia, and China, frontline sales associates morale have declined and drop in commissions. Due to the ongoing war many countries have shun Russia because of political issues, and in China, Covid has turned for the worse therefore strict lockdowns are in place so unfortunately these clients cannot come into store. According to (Mukherjee, June 2021), due to Covid and restrictions many Industries are facing extreme decline in sales and the purchase power has decreased from clients.
This has caused issue of our sales assistants not being able to meet their monthly targets which is a part of their job criteria’s. Because of this, staff morale is extremely low, and this causes them to feel the lack of confidence and competence in their job role.
The final issue is a big drop in their take home pay as employees rely on their commission based on each sale they sell. This has caused financial loss, stress because they must cut expenses to make ends meet and not feeling motivated, their passion and interest in their job is slowly diminishing. This has affected their career attitudes and income distribution.
Below are the SWOT and PESTLE analysis which will pinpoint the external environmental influences and the internal strength and weakness of the company, but also how we can create a plan and map out solutions for employees.



Outcome of my findings
From my findings I can clearly define the complex problem and its scope and impact, due to the political macro environmental factors, the ongoing war and government lockdowns, the decline in consumer buying habits has changed. These are the external political and economic restrictions that have impacted the economic growth of the industry and unfortunately impacted the stakeholder’s employability and income distribution, in addition the health risks due to Covid causing social implications, thus dramatically declined sales in retailing. Naturally, this has changed the buying habits of the public, not to forget job losses and tight income, this may result in consumers purchasing cheaper options such as counterfeit items or cheaper brands which is a legal implication.
Even though all these challenging factors have impacted retail business, there is clarity and a positive aspect in all of this, due to less consumers travelling into stores, carbon footprint has been reduced which is a beneficial aspect of the macro environmental factors which is the environmental implications. The other positive identified is the technological macro factor, consumers have resorted to online purchasing, according to (Anik, Gindi, and Habib, 2021), consumers are more comfortable shopping online rather than risking health visiting stores.
From the SWOT Analysis we can confidently ascertain the strengths of the company, it is a long-standing reputable brand known globally, it has numerous investors and loyal clientele. Unfortunately, due to challenging times financially, just like many luxury brands, there is a decline in training, marketing, and rebranding. But there is an opportunity for the company and will benefit the front-line members of staff, which is the mass buying for online e-shopping on trend presently and has this has proven to be extremely popular. Even though clients have resorted to buying cheaper options which is a big threat to the business this can change.
Solutions
I have established from the above analysis the following :-
1. Focus on online e-shopping for consumers
2. Maintain client contacts
3. Improve morale within teams
From the PESTLE Analysis I can propose a few solutions to the complex problem because there is evidence that e-shopping has become popular, it makes sense to focus on selling online as this will enable Global sales without the need for them to travel and overcome the restrictions. For this to happen we need to maintain and re-establish contact with old clients and potentially new clients. Refresh and train staff to guide and introduce consumers to shop online, process sales through e payment, arrange courier service and ship items to their homes. 

Plan
To implement a plan to these solutions I have used the ADKAR Model which connects the current, transition and future states. Below is the diagram which identifies the plan and what the company will action.

ADKAR Model (Sharmim, 2022)
Awareness – it is evident that front-line staff are struggling with sales and meeting monthly targets, and income has been compromised, this has also impacted the company.
Desire – because of unfortunate circumstances morale has declined therefore the company and managers want to support staff and motivate them.
Knowledge – we have identified that e-shopping is bringing in revenue therefore we will train staff to reconnect with clients with CRM data (customer relationship management). These are client’s information that has been collected from previous sales such as name, email address. Furthermore, staff will be trained with handling and processing sales through the till system electronically, packing, booking couriers and aftersales.
Ability – we have ascertained that majority of staff want to change and with the right training and support they will become confident and knowledgeable. The challenge here is a small percentage of staff will resist and will have barriers to conform to the change due to slow learning, language barriers over the phone or written language.
Reinforcement – this is the monitoring and reviews of each staff member to ensure they are fully supported; this will happen monthly; a brief meeting is held every shift change during the day. In addition to encourage and motivate staff members the company will reward staff members who have reached their new targets of online sales with a bonus of £500 per month on top of their basic salary and commission. 
To ensure communication is transparent all employees of the company will receive an email of the plan, the line managers will also brief their staff members and arrange training for each member of staff.
Generic email to all members of staff within the company
Dear fellow staff members,

As we are all aware our company has identified major issues with our client purchasing habits due to the unavoidable challenges of Covid and the ongoing war in Ukraine and Russia. This has impacted our revenue, and all our staff members have suffered dramatically due to a mass decline in sales, however we have analysed our challenges and have now proposed solutions and have implemented a plan to support and train our valued staff members.

With effect from today all staff will be briefed by their line managers of our proposed plans and all staff members with also have a copy. We request that you book an appointment with your managers regarding training and further support that is needed. 

Our plan is to branch out fully into e-shopping and ensure all staff members understand the process, from contacting clients, to shipping items to them, as we always do, go the extra mile for our clients. We also have a fantastic incentive which is £500 bonus for any staff member who have surpassed their monthly targets.

Please confirm with your line managers that you are onboard with our proposal and arrange times for training. To ensure all staff members are fully supported, your line managers will arrange monthly reviews, this will ensure your progression and if you require additional support.

Kind regards
Judy Lee (CEO d&g)


Conclusion
To conclude I feel I have fully understood the importance of problem solving and finding solutions for workplace challenges, whether it affects the stakeholders or in personal circumstances, because we need to identify a cause and effect of a situation to move on. The complex problem within my workplace impacts not only the individual or the company but globally, with the tools such as SWOT and PESTLE analysis I can brainstorm and filter out to the root problem, and I can easily identify them. Using the ADKAR model, I can pinpoint want I need to communicate to the stakeholders because they need to see what the actual situation is and if not dealt with the company will have serious financial loss which impacts the staff, this will result in redundancies and negative morale and even confidence of the industry. With the ADKAR model they can see the process, and these are solutions which support and allows them to see the bigger picture.
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A Fishbone Diagram is a structured brainstorming tool using categories
to explore root causes for an undesirable effect.
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