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[bookmark: _Toc100957271]Introduction 
No business does not face any difficulties in its journey. But every organisation needs to solve these problems strategically that will both solve the problem and eradicate any potential issues in the future (Walden, 2017). There are different techniques used in identifying the core cause of the problems being faced. And cause-and-effect is such a diagram that assesses each segment of an organisation and its core parts to identify the core issues that causing the major problem (Ackert and Lee, 2018). By identifying such causes an organisation can make effective steps and adapt some techniques to resolve those issues. Such problems and solutions are discussed in this report considering an organisation.
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[bookmark: _Toc100957273]A complex problem in the workplace and its scopes and impacts
Imperial Tobacco Group is the 4th largest global nicotine brand by customer base. This is also the leading producer, which contrasts with its opponents' technique of branching into subsidiary operations. Its headquarters are in Bristol, England (Imperial Tobacco, 2022). It does have 51 plants all across the earth and serves in more than 200 countries and territories. Rizla, which popularized labeled cigarettes and is the leading company in the field, is one of the organisation's brands. The corporate entity developed an affiliation with an American organisation, British American Tobacco, well with intention of preventing the two brands from fighting through one's domains. This has created a set of deals to boost its market dominance, which is a commonly accepted phenomenon that has evolved in five key organizations handling the mass of sales amounted (Imperial Tobacco, 2022).
But recently this organisation has faced a crucial situation of its lower supply in the market due to lowered production in the factories. Though all things remained static in the factories, as well as the production workforce, being the same still the organisation is facing the problem of lower production of products to compete with the market competitors (Johnson, 2020). Through which it seems that customers are shifting their purchase to the competitor's products causing a loss of market share which may impact it in the long-term losing such a large portion of customers in the market.
[bookmark: _Toc100957274]Detailed information on the identified problem
The major problem the Imperia Tobacco group currently facing is the shortage or inadequate supply caused by lowered production by the workforce. 
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A fishbone chart is a simple illustration of an issue's causal factors. Through all the generation of the graphical, groups can capable of explaining a concern, enabling identify uncover the root of the issue. Ishikawa or cause-and-effect illustrations are the other terms for fishbone diagrams. These are great resources for diagnosing a predicament (Nardo, 2016). The lean concept is built on focusing on constraint awareness. This could result in good solving problems that could create repercussions throughout the system.
Step 1: Brainstorming All Possible Reasons for The Specific Problem
At this first and foremost step, the potential causes of the specific problem, low production, need to be identified through massive brainstorming (Nardo, 2016). Through the brainstorming process, a group of people brainstorms focusing on a specified subject and in this case, the group of individuals will identify the possible causes of the Imperial Tobacco Group’s lower productivity.
Step 2: Classifying the Major Causes 
Among the pool of resulting causes of the lower productivity of the organisation the individuals sort and select the major causes that have the most possibility to be the prime cause of the lower productivity (C, 2018). The group then classifies those major causes in some distinctive subcategories.
Step 3: Drawing a Cause-And-Effect Graph 
In the third step, a cause-and-effect diagram is to be drawn to better illustrate the situation where at the rightest part the effect, the lower productivity of the organisation; and on the right side there are the possible causes of the specified problem (C, 2018). As per the diagram, there are four such causes manpower, machine, method, and materials that may be the major cause of the lower productivity.
Step 4: Finding the Root of Each Potential Cause 
In the fourth step, the group of individuals then finds the root of each possible cause. In this case, the root of the manpower, machine, method, and materials are the skills of the workforce, lack of motivation of the workforce; the machine is broken down, the machine may obsolete; there is no specified method of production; there is delayed delivery of raw material and no material re-ordering system in the organisation (Nardo, 2016).
As per the system’s fourth step, the organisation found out that the workforce is not enough skilled and not even motivated, the machine is an obsolete system and there is no modern method of production. Along with these, there is a lack of a systematic re-ordering process for on-time delivery of raw materials for production.
[bookmark: _Toc100957275]Alternative solutions to the problem
Alternating the HR practices
The role of HR in the organisation is to motivate its workforce to work spontaneously complied with the organisations overall goal (Mondal, Di Virgilio and Das, 2019). In this organisation, the workforce is less motivated so the HR can motivate them by offering performance-based incentives and bonuses with flexible work schedules.
Arranging training program
As the workforce lacks enough skills. So, to meet the requirements the organisation can arrange for a training program to introduce and help the workforce gain the required skills for performing their tasks efficiently.
Installing the new updated machine
As the fishbone diagram has identified the obsolete machine in the organisation, the updated machine may help them gain more productivity in terms of production.
Introducing a systematic re-ordering process
The systematic re-ordering process works according to the requirements of raw materials for production. In such systems, there is an inventory point at which raw materials need to be stored for the continuing production procedure (Gerloff, 2015).
[bookmark: _Toc100957276]Technique to evaluate the best alternative and selecting
The concept of cost-effectiveness is a notch up from typical marginal analysis (Good, 2021). An administrator can use the marginal analysis method to analyse choices. The marginal analysis technique supports the estimation of further revenues and expenditures. Increased income is generated by making more if extra revenue surpasses the increased costs. If the increased income is below the extra expenses, although, it is reasonable to make more money by making less. The administrator, on the other hand, assesses the cost comparison in this process. The item that yields far more gains at the least cost is accepted (Good, 2021). Price, energy, opportunity, positive reputation, and other attributes can all be considered an option. The central aspect of economic feasibility analysis is that it concentrates the outputs.
Among the alternatives the most cost-efficient and effective one is to motivate and train the workforce, the organisation should go for this one to improve at first. Because the workforce is not are not motivated enough to work spontaneously and cordially installation of new methods and the new machine will not work for greater production either. A motivated workforce with sufficient resources can get the best output for an organisation (Wolfe, 2018). And as the organisation can't bring about a big change in every aspect it should first get with a trained and motivated workforce at first which will be the most cost-efficient and the future outcome will be more than the cost itself.
With this change, the organisation will get some strengths and opportunities which are reputed through the overall SWOT analysis.
	Strengths
	A motivated workforce will lead to making good quality products which will increase the goodwill of the organisation in the market and a skilled workforce can work more effectively and efficiently (Seth and Probert, 2014).


	Weaknesses

	By motivating and training the workforce at the first moment the organisation may face want for updated machines and new production methods to boost the production process (Seth and Probert, 2014).


	Opportunities

	Through the selection to motivate and train the workforce the Imperial Tobacco Group can increase its productivity in terms of production of the products which will eventually increase the supply that will help the organisation increase its sales revenue and capture a larger market (Bh̲m, 2020).


	Threats

	Avoiding adopting new methods and updating machines at the first step may lead this organisation to lag in terms of higher production if the competitors have already gone for better methods and machines for the production.




[bookmark: _Toc100957277]Plan for implementing the solution
To implement a plan successfully, an organisation must plot some plans. As the Imperial Tobacco Group can go for motivating and training its workforce, they must create a proper plan. The organisation can hire an HR manager or a leader who would first understand their needs and factors that can motivate them the best and would identify which kind of skills they need to acquire to perform efficiently (Hoffman, 2016). A Human Resource manager or leader would make them feel the need for acquiring more skills to perform their jobs as well as a Human Resource manager will assess the employees' performance and reward them on basis of their improved performance which will eventually fulfill the objective of the plan, increase the productivity of the organisation and will create a better workplace instead.
[bookmark: _Toc100957278]Communicating the plan with stakeholders
As the employees are the core factors that are going to get the work done for the organisation and who actually will execute the plan, they need to be communicated (Bender, 2019). The HR manager or the leader will nicely communicate with them the fact by making them understand the significance of their gaining the skills through training and then what the organisation expects from them. The leader may at first call on the employees and know what they think about the organisation if they are facing any issues in the workplace, and then will communicate strategically the significance of their acquiring new skills which will help them get their work more easily as well as efficiently (Bender, 2019). Along with these, they will be offered incentives based on their work performance which will boost them to get training and to work efficiently.
[bookmark: _Toc100957279]Monitoring and ensuring the successful implementation
Every new implementation needs to be monitored if they are working as per the planning (Gravenstein, 2014). So, in this case, the organisation manager after executing the training program can assess the employee’s work performance if they are on benchmark or improved than before. The manager can also set a target for the employees to be produced in a period and after a few days, the manager can compare the amount of the product with the target. This is how the organisation can assess, monitor, and ensure that the plan is successfully implemented and continue rewarding the employees for their better performance.


[bookmark: _Toc100957280]Conclusion 
From the discussion, it is clear that for solving an issue the main causes and their impacts must be identified first and the effective and correct steps should be made by maintaining some managerial techniques which will boost the organisation to resolve those problems and to move forward in the industry competing their competitors (Walden, 2017).
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