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Introduction
The intention of this report is to identify complex problem in the workplace and find solution by using decision making tools and techniques. By using SWOT analysis, I will try to identify external and internal pros and cons of McDonalds organization and use Fishbone diagram to find out possible causes of the potential impact on a complex problem of high employee turnover faced in my workplace. Report will indicate and explain the best solution which will be chosen from range of alternative solutions by considering complex problem through Brainstorming, SWOT and Fishbone analysis. Best solution will be implemented and communicated to stakeholders.

What is complex problem?
Complex problems are problems that are beyond the scope of any single organization to understand and respond to, there is often disagreement about the cause of the problems and how to address them and the problems can only be addressed, not completely solved. Complex problems are difficult to define because different peoples will have different opinions about the cause, nature and extent of the problem. It is often their social complexity, rather than their technical complexity that makes complex problems so hard to address (Sustaining Community, 2018).

Why is Problem Solving and Decision Making important in workplace?
We face problem every time in workplace and in life. Problem is like unpleasant barrier in achieving something. Some problems are less complex than others. Solving problem is very often connected with decision making that is why is it very important to make right decision. Some decisions are easier because by repeating of same problem they become automatic while others can be very difficult. Problem solving and decision making is very important in workplace because lack of ability to make right decision and solve problem can bring long time consequences that is why they are critical skills for effective management and leadership.





Background of organization
 [image: ]

History
McDonalds is well known fast food chain in world. McDonalds started between two brothers. Dick and Mac Macdonald’s move to California to seek opportunities they felt unavailable in New England. In 1948 the McDonald brothers shut down their restaurant for three months for alterations. In December they reopen as a self-service drive-in restaurant with their Speedee Service System. The menu was reduced to nine items: hamburger, cheeseburger, soft drinks, milk, coffee, potato chips and a slice of pie. The staple of the menu was the 15-cent hamburger. McDonalds clown Ronald McDonald become brands national spokesman in 1966 and first time appeared in ads in 1963. McDonalds opened its first restaurant in the UK in 1974 in Woolwich, London. There are now over 1200 restaurants across the UK and Norden Ireland (McDonald's, 2017).

Vision
McDonalds are a learning organisation that aims to anticipate and respond to changing customer, employee and system needs through constant evaluation and innovation. McDonalds Vision is to be the best and leading fast food providers around the globe (McDonalds, 2017).
Mission
McDonalds vision is to place customer experience at the core of all they do because the customers are the reasons of their existence. They demonstrate appreciation by providing quick customer experience and outstanding quality, services and cleanliness so every customer can get what they want each visit every time (McDonald’s, 2017).

Values of organisation
McDonalds aspire to be customers favourite place and way to eat….to achieve this mission, actions as individuals and as a system must reflect McDonalds values (McDonalds, 2017).

Customer experience
McDonalds want customers feel welcome, enjoy their visit, look forward to coming back again and become loyal. What means provide customer with quality food that is hot, fresh and served in a clean and safe environment, by crew who are friendly and create an exceptional experience (McDonalds, 2017).

Peoples
McDonalds is committed to peoples. They provide opportunity, nature talent, develop leaders and reward achievement (McDonalds, 2017).

McDonalds System
McDonalds as a company mirror the McDonalds business model, depicted by the “three-legged stool” of owner/operators, suppliers and Company employees (McDonalds, 2017).

Business ethically
McDonalds conduct business to high standard of fairness, honesty and integrity. They are individually accountable and collectively responsible (McDonalds, 2017).

Community
McDonalds system is taking step to help community while also reducing food waste. McDonald restaurants collecting money for charities known as Roland McDonald House Charities to create feel good moments in keeping children and families close to each other and the medical care they need. In McDonalds encourage participation between restaurants and the local community stakeholders through Love Where You Live initiatives. McDonald always seeking ways to further improve restaurant efficiency, manage energy usage and cost, recycle waste and conserve and reuse water (McDonalds, 2017).

Profit
McDonalds providing sustained profitable growth for shareholders by focusing on customers and health of system (McDonalds, 2017).

Ronald McDonald
[image: ]      [image: ]

Famous clown Ronald McDonald was first portrayed by Willard Scott in a television ad in 1963 Washington, D.C. market. Ronald McDonald magically pulled hamburger out of his belt, while wearing a nose made out a McDonald’s cup. His hat a tray holding a Styrofoam burger, a bag of fries and a milkshake.
Ronald McDonald is a clown, mascot of the McDonalds restaurants chain for over 50 years. In 1998 new look of Ronald’s yellow jumpsuit and his bright hair was shown and become permanent. 

Complex problem of organization 
Private Limited Company with share capital start to be active on 13 May 2002 with registered office located in London. The operation of this fast food franchised restaurants has been running for 17 years by X.X. who is owner of seven stores with active secretary Y. Y. who is daughter of X.X. In these stores employee’s turnover increasing every year and cost is always cutted many ways as: Meetings which should be held once a week are once in two months or less often and they are not payed. Equipment which is broken or not working properly for long time is still in use. Due to high employee turnover staff cannot be properly trained and stuff is very often overworked as there is not enough peoples during day. Stores are runned by unexperienced and very often not qualified management used as cheap working power. The person who is making decision of positioning peoples in stores who always promote, demote or swipe peoples within stores is X.X. Holliday pay, sickness, maternity or paternity are not payed on time or sometimes not at all. X.X. is interested in owning of more stores in London, but he must meet certain criteria to have not only good sales and profit but also great environment for employees to make sure they are happy to work. 

My Experience of Turnover
From 2017 McDonalds start offering a guaranteed hours contract to give people the option of getting rid of zero hours contract but most of McDonalds employees have zero hours contract because they are not communicated to new peoples properly and other employees are always informed to do not change contract from zero hours to guaranteed hours. When employees have zero hours contract the hours of work cannot be permanently guaranteed because the number of stuffs is needed on each shift depends on how busy the restaurant is. 
During the shift all manager in store need to be always aware of hourly sales. The projections of sales are helpful to focus and prepare for sales volume that will be achieved on the shift. There are also always other factors which can influence these sales as e.g. Weather, School holidays, Bank Holidays, Local events, National events Religious Holidays, New food promotions, TV advertising and many others.
There was a day when we were expecting very busy day in our restaurant because of football match which was played near our restaurant. As we know that football match will start after lunch, we did not wait and start getting ready to make sure restaurant is spotless, stocked up also there is enough stuff working and equipment is checked and is in good working condition. When first rush start it was not that much busy as we expected. The reason behind of that was that the underground station was suddenly close because of accident. Underground stuff informed us that someone jump under the train. 
The Labour in restaurant can not exceed more than 20 percentage. As there was lot of employees and not that much busy in restaurant peoples with zero hours, they were sent home, and this was also one of the reasons why employees decided to leave job.

Brainstorming
Leaving a job may cause number of different reasons but it does not mean every employee who leave job is unsatisfied. There for it is very important to know recognize the reason they leave job for. Employees might be retiring, changing profession, starting their own business, moving to new area, dealing with personal matter because of which they cannot work, or company hired young employees which leave usually for university. Employees can accept any employment with another company because of better job offer, better benefits, higher pay or quicker grow along with company. Feeling of not being appreciated or priced for a job well done, get inadequate training or work in unsupportive team environment can be also one of the reasons for leaving job. Employee can be also fired because of absenteeism, poor job performance or policy violations. The negative effect of turnover can be bad management styles which is not implemented well, or some peoples are just not suited to leadership roles because of their lack of ability to make decisions what means there was not right peoples hired or employees do not have adequate qualifications.

Types of turnover:
Involuntary turnover – employee unwilling leave
Voluntary turnover – employee free choice of leave
Functional turnover – low performing employees leave
Dysfunctional turnover – high performing employee leave 

Complex problem
High employee turnover is one of the common complex problems in workplace. It is happening when large number of workers leave job in short time of period. This high employee turnover is challenging issues in business and is one of the expensive costs for companies. Number of employees who leave job need to be replaced within some period of the time to maintain different type of high employee turnover effects. Employees turnover can  be defined as a measure of the number of employees leaving and being replaced within a particular period (Abasi & Hollman, 2000).

Effects of High Employee Turnover 
High employee turnover has different type of effects on businesses. One of the effects is haring cost which have direct impact on business profit. Every time employee lives, someone new need to be haired. When recruiting it is very important to select right candidate for haired position because for each new candidate need to spend money and time to train them to make sure they can deliver certain standard of productivity what usually take time. 

Disadvantage of high employee turnover 
With high turnover in organization the efficiency of production is lower because sales, service, quality and customers satisfaction are affected. Poor performance leads to poor business results. Due to inexperienced staff and lower quality of product or service, companies have problem to attract new customers and they are losing loyal customers what reducing in marketing return on investment. Every business with high employee turnover needs to deal with lack of motivation and low morale. Perform at high level is difficult when workplace is short of stuff or there is no one who can work. Remaining employees need to do extra work and constantly get know new employees. Employees which work together especially for long time they have workplace relationships what is key of employee’s satisfaction with work. 

Advantages of high employee turnover
High employee turnover has not only disadvantage but also advantages for businesses. Technology brings new challenges, demands and opportunities upon a workforce. Some companies replacing bottom ten percent of performers where employees continually improve or leave. The reason is that replacing unproductive stuff with employee who can deliver certain standard of productivity can improve company’s profitability. Turnover can also reduce salary levels at certain position.

Using Decision Making Tools and Techniques
SWOT analysis
SWOT analysis is key part of any business and strategy plane to help organization to identify strengths, weaknesses, opportunities and threats related to business. SWOT analysis assesses internal and external factors, as well as current and future potential. SWOT analysis can be specially used as strategy for trying to make decision to solve problem by visualising pros and cons (Alan, 2016).

SWOT Analysis of McDonalds
	Strengths 

· World well know brand name
· Qualification, certification
· Job opportunities
· Increase of profit and sells
· New product items

	Weaknesses 

· Lower wages
· Training costs
· High turnover
· Overworked stuff
· Unhealthy food  
· Unexperienced management 
· Kids as target 

	Opportunities 

· New management style
· Innovative and healthier menu
· Hiring better qualified workers
· Better employee wages
	Threats 

· Other fast food restaurants such as KFC, Burger King, Subway… 
· Obesity of humanity




Strengths
McDonalds is one of the largest restaurant chains in the world. It is a worldwide brand and is a sponsor of international sporting events, such as the football World Cup and the Olympics, which has made its brand highly recognisable and valued in term of its coverage (McDonalds, 2017a). Get a job in McDonalds is easy. To get McDonalds job you do not need any experience and it is very flexible job especially for students. Hard working quick learners have opportunities to be promoted and grow along with company also achieve qualifications, certificates and awards. McDonalds increasing profit and sells every year and bringing new products items into the menu.

Weaknesses 
McDonalds was criticized for lower wages, having a high turnover and overworked stuff. McDonalds Customers are looking for more balanced variety of foods while maintaining great taste they expect made from quality responsibly sourced ingredients. McDonalds wants to make it easier for customers to have options from the recommended food grounds by including more menu items with fruit, vegetables, low-fat dairy, and whole grains. Effective internal management is the key to the successful business. Management plays a vital role in the progress of any organization. Decision made by the internal management will be the company in a long run. Because of high turnover there are lot of young unexperienced new managers. 
The Primary target of Fast-Food chains as McDonalds are kids. McDonalds provide playlands for kids. There is also meal for kids called Happy Meal. It is a meal which coming inside cardboard box with different types of toys. This type of attractions is used for families with kids to keep coming back. (Independent, 2005).

Opportunities
McDonalds face many different situations and challenges as food cost problem, service time goal or stuff development. Weather situations or challenges McDonald will face, peoples will be involved. McDonald may should try to look for more quality people. Fast – foods as McDonalds are well known also for their high employee turnover. Stuff very often working long hours and are overworked because they are doing extra work when there is not enough peoples on shift or no one who can work. Wages for this type of work should be higher not only because of the way stuff is working but also because of environment conditions where they are working. There are still opportunities to improve quality of food McDonalds offering to customers.

Threats  
KFS is the second largest fast-food chain after McDonalds Competitors. Its speciality is in fried chicken and burgers. Apart from fried chicken, KFS also offer salads, French fries, soft drinks, and chicken fillet burgers among other notable products. There are more competitors around McDonalds as Burger King which standing as one of the largest fast food restaurants or privately-owned Subway and others.
Children with their parents visiting McDonalds more often almost any time. Kids as little as three and four having Happy meal or McBirthday parties or coming for breakfast and dinner snack time in their school uniforms. In this early age kids learned to eat high calories food on daily bases what leading to overweight or may lead also to obese. 

Implementing Decision Making Techniques 
In this section, I will be using Fishbone diagram as a decision making technique in order to identify all the possible causes that explains the high turnover for McDonald’s. Before that, I will discuss about fishbone analysis and different aspects of it. 

Fishbone Analysis
[bookmark: _Hlk17481482]Fishbone analysis or also called Ishikawa diagrams helping to identify all the factors that cause potential impact on a particular problem faced. Root causes group by categories, e.g. Man, Machine, Method etc…

Why Fishbone Analysis?
[bookmark: _Hlk15062528]Fishbone analysis helps understand that there are many causes that contribute to an effect. Fishbone analysis graphically displays the relationship of the causes to the effect and to each other also help identify area for improvement.











Fishbone Analysis of High Employee Turnover 
[bookmark: _Hlk17501690][image: ] 
In six categories of Fishbone analysis which are People, Method, Measurement, Machine, Environment and Materials, I identified factors which may cause potential impact on high employee turnover. 
In Category People I thought about employees which are overworked in my workplace. Employees are often pushed to work more than is allowed what means they do not have enough rest between shifts, enough long break during the shift or simple they are overworked because there is not enough stuff working or they are just tired from their own personal life. Sometimes happened that employees leaving because they have been diagnosed with illness which is not allowing them to continue in work. In each workplace is different type of stress which can be handled by every employee to a different limit. The Stress may be one of the reasons for leaving a job in my workplace as well.
In category Method I identified in my workplace four method of turnover as: Involuntary, Voluntary, Functional and Dysfunctional turnover. 
When it comes to Measurement category, there are another factor which may lead to turnover in my workplace as low performance or low communication between management and employees which rewards them for reaching specific goals. Many Employees in my workplace often do not come to the work and do not even inform any manager about fact that they are not coming to work. McDonalds have good opportunities for the career growth but unfortunately no everyone can meet the criteria to progress and to be promoted. This fact sometimes employees cannot take and just leave job to start looking for opportunities somewhere else.
Peoples may leave job because of factors which are listed under the Machine category. As technology not only in our workplaces but also in our life constantly growing and improving, usually elderly peoples have problem with their usage which can employee cause problem to work effectively. In restaurant I am working employees have sometimes problem to get home as we are close only for two hours and they can get any shift during the day also be called to work earlier or kept working longer. It is important to have in workplace safe and working equipment as one of the biggest problems in my workplace is that we do not have working aircon. Every summer we are suffering with high temperature which is increasing with usage of grills, fryers and other hot keeping equipment for food.  During winter we are not allowed to wear jackets and because our doors are opened very often as we are always busy restaurant, cold is another factor we are facing every year.
Environment is very important factor for employees to feel great at place they are working. Environment is created not only with peoples we are working but also location and climate. Deliveries in restaurant I am working are four times a week carried out often during bad weather conditions especially during the winter and raining season. Our restaurant is located next to the pub what is the reason why night time lot of customers coming to our restaurant drunk and sometimes they are violent or abusing employees. 
Materials are most important factors for employers when working. Employees may leave because of not adequate pay. Many peoples in our restaurant have been promoted but the pay did not increase. They get more responsibilities, but they were not paid enough. Employees always considering benefits they have, and they can have with other companies. Some companies as McDonalds offering qualifications, certificates, apprenticeship and many others for free. Some employees join McDonalds to just achieve it and after they leave and join other companies as already qualified. 




Proposed Solutions for High Employee Turnover
As there is huge range of reasons, disadvantages and advantages which may affect high employee turnover I think as first step for decreasing high employee turnover may be hiring the right peoples. As next step I think that follow up on new employees is important to help new employees feel valued and supported from their very first shift. Have good training and development system in place plays always very important role in high employee turnover because learning makes peoples feel more important and valuable. It is well known that more is invested in employees the grater return at the end of the day can be achieved. Reward performance can let employees feel how much they are appreciated, and this may in turn motivate them to continue to increase their efforts. Encourage teamwork and good communication system in place may help to decrease high employee turnover and make restaurant great place to work. Unfortunately, we do not know the reason and what are the expectations or needs for each employee without communication and listening.

Gathering information from ex-employees can help identified strengths and opportunities for the future. Insights from leavers about what they enjoyed about working for the Company and why they chose to leave can help with future strategies. Feedback may give the opportunity to investigate or review practices that given rise to employee dissatisfaction. 

Solution A
Information from ex-employees may be gathered by surveys which should include questions about training, development and career progression, management practices, restaurant environment and benefits along with the reason for leaving. 

Solution B
Another way of gathering information from ex-employees may be directly asked questions by Manager. Manager should spend time to talk to the employee because there are times when manager may be able to retain the employee especially if the decision to resign was made in haste as a result of a misunderstanding or a difficult shift.

Evaluation of Proposed Solutions:
It is very important for organisation to know why employees living job that is why I think solution B is more effective and faster way when gathering information from employees and also during face to face conversation Manager still have chance to take action and change employee decision and fix problem, where Solution A is not really direct to the person who already leaved job. Surveys are typically anonymous and surveys itself also take time and are not completed by every employee at all the time. Even when surveys are done anonymously employees are often still wary to complete them for fear of reprisal over negative comments. They may fear there is some hidden way that their identity will be known.

Implementation of proposed solution
When employees leaving job, they may do so in writing to the Human Resources Department in accordance with the Company’s disciplinary procedure or to Business Manager in restaurant they are working. As the Business Manager is the person who is responsible for whole restaurant and is also working close with all employees in whole restaurant, he is the person who can react fastest to employees unsatisfaction. He should try to talk to employees as first and if needed leaver interview can be passed to supervisor. To know recognize why is employee leaving job may be affected on person abilities to listen and communicate, may be that is also why it will be better if in leaver interview are involved at least two peoples.

How to communicate plan to Stakeholders
The table one below explains how the plan for decreasing high employee turnover may be communicated to stakeholders. For decreasing high employee turnover top management should discuss how to manage peoples more effectively if there is not improvement in long time period. Best way to communicate is face to face at meeting which can be hold once a week or as it will be needed. 




Table1: Plan for decreasing employee turnover
	Communicate what
	Purpose
	Frequency/ duration
	Stakeholders
	Communication method

	People management and priorities
	Decrease employee turnover
	Once a week
	Top management
	meeting



The picture below shows all primary and secondary stakeholders in my workplace.
	
   Primary Stakeholders             Secondary Stakeholders
 [image: ]           [image: ]

Review and monitor plans for proposed solution
The table two below shows progress of the tasks which was communicated with the stakeholders and the priority of tasks shows level of improvement that need to be done  in my workplace in certain time.

Table:2
	Task
	Assigned to
	Priority
	Status
	Complete

	Hiring
	Hiring Manager
	High
	In Progress
	49%

	Follow up on new employees
	All Management
	High
	Completed
	100%

	Training and Development
	All Management
	High
	In Progress
	25%

	Reward Performance
	All Management and above
	Normal
	Completed
	100%

	Communication system in place
	All Management and above
	Low
	In Progress
	30%

	Encourage teamwork
	All Management 
	Normal
	In Progress
	50%

	Act on information: leaver interview, survey 
	Business Manager and Supervisor
	High
	In Progress
	20%

	Make restaurant great place to work
	All stakeholders
	High
	Not Started
	0%



Conclusion
The complex problem I identified in my workplace was high employee turnover. SWOT analysis helped me to recognise pros and cons of McDonalds and by using Fishbone analysis, I identified high number of different factors which can lead to high employee turnover. By considering of all aspects I proposed some solutions which may decrease high employee turnover in my restaurant. I explained all proposed solutions and chose one as best solution. In report I also explained the way I think that proposed solution can be implemented and as follows communicated to stakeholders. 
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