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[bookmark: _Toc17741854]Introduction
Over workload is a common problem in organization or company workforce. It is one of the key reason of decreased employee engagement resulting in poor productivity. Many companies experience employee turnover, internal conflict, poor decision making and so on due to the issue. As stated by Smith and Smith, (2017), over workload leads affect physical and mental health of employees and staffs. It creates stress, negative work environment that leads to long-term health problems. It reduces work quality as employees attempt to complete work as early as possible instead of giving time to ensure work standard and quality. 
The key objective of the report is to consider problem solving and decision making taking into account the issue of over workload. The report would rationale for choosing the problem along with workplace examples. Relevant theories would be used to understand and consider conflict management, decision making that would solve the issue. Fashion industry is taken as the ideal business sphere. The company taken for the report is Burberry. 
[bookmark: _Toc17741855]Reason for choosing the problem
Over workload is a major issue in companies or organizations and it has increase with time. As mentioned by Zeltzer et al. (2017), the UK fashion industry suffers due to over workload. For instance, employees and staffs experience various physical and mental health complications. Matl et al. (2017) points out that many individuals complain of chronic headache, nausea, distress due to constant pressure of heavy workload. Sleep deprivation, anxiety, are apparent. As its consequence, it leads to errors in work, internal conflicts. It results in poor communication. It affects individual behaviour and mood leading to demotivation, reluctance to give effort to ensure quality work. In fashion companies, the issue of over workload continues to affect health and welfare of employees. Fashion companies such as Burberry possess the problem. For instance, working staffs find it challenging to balance personal and professional sphere due to heavy workload. Constant demand for fashion industry makes it compulsory for employees and staffs to work in pressure.
Herein lays the reason for focusing and choosing the problem of over workload. Business companies or organizations need to understand that over workload has the potential to create negative impact on working staffs and employees. It would lead to negative work culture and practice with more scopes of error in work and communication. This in turn would hamper company performance and productivity. The purpose and motive of the report is stress on the issue of over workload. It would enable readers/audience to have proper understanding of over workload and its effects.  Discussion of the particular problem would be helpful to consider solutions and measures to deal with it. 
[bookmark: _Toc17741856]Conflict at my workplace 
I work as a trainee marketer in Burberry, UK. It is one of the well-known fashion company that has good market reputation and customer. However, over workload is a serious issue in the company workforce. It is essential to state that many employees leave midway due to excessive work pressure round the clock. Existing employees including myself have to tackle constant pressure due to demand of new collections, designs, popularity, customer service and so on.
As I work in the company, I face over workload irrespective of my work schedule. It is unfortunate to state that work pressure requires me to work for long hours and during holidays if required. Two major problems that occur are errors in work and poor communication. It is important to comprehend that errors and mistakes lead to reduced productivity. Employees feel demotivated to give effort to produce quality work. Mistakes occur as individuals are always in pressure to complete work activities in tight deadline and schedules. On several occasions I have faced the problem of completing an activity within limited time frame. As its consequence, I have committed mistakes. For instance, I misplaced a document with another. I have faced communication issue several times. Constant tension to finish the work creates communication problem. For instance, the problem leads to difference of opinion and internal conflict in the process. It is important to understand that in order to deal with the issue in an effective manner, sufficient time is necessary to discuss about the workforce problems and consider possible solutions to tackle the issue. However, my workforce does not give time to identify, understand and deal with the issue.
I would like to say that the problem of over workload has certainly created impact at my workplace. It has increased communication issues among employees and between staffs and the management. Level of errors or mistakes in work has increased to a significant extent. As its consequence, performance of Burberry as a whole has weakened to some extent. As the company has good brand image and reputation in fashion industry, it succeeds in retaining certain number of employees and business. However, if the fashion company fails to deal with the issue of over workload, it would create negative impact in the long term. 
[bookmark: _Toc17741857]Theoretical Framework 
The two major frameworks which can be discussed in the context of problem solving are fishbone analysis and McKinsey 7-S Framework. A detailed discussion is given below; 
Fishbone Analysis 
Fishbone analysis is more popularly known as cause and effect diagram. This problem solving tool is effective because it is able to offer a visual representation to critical problems. This tool can simultaneously identify the root causes of different problems and also their potential consequences (Gold, et al. 2014). Most of the organizations use fishbone analysis tools during the brainstorming sessions in order to identify the root causes to critical problems. This diagram looks like the partial surface of a fish and includes small bones. This is the reason why this tool is called fishbone analysis. 
[image: ] 
There are some advantages as well as disadvantages of using fishbone diagram in the organizational context. To discuss the advantages first, it must be stated that this tool can effectively create a relationship between different critical problems and their consequences. Additionally, during brain storming sessions in an organization, different employees involve together to identify the solutions to a critical problem (Gold, et al. 2014). In such cases, the application of fishbone analysis tool helps in visualizing a problem and also identifies the origin responsible for that problem. Therefore, it becomes easier for the organization to formulate strategies for resolving such issues (Dobrusskin, 2016). Additionally, a detailed fishbone analysis tool is able to help managers in prioritizing problems. This tool helps in identifying which problem is most critical at the moment and should be addressed first. 
To discuss the disadvantages of fishbone analysis tool, it should be mentioned that this tool is considered as time consuming. There are often such scenarios where this tool is unable to reach at a meaningful solution even after spending a lot of time towards solving a particular problem. Furthermore, the implementation of this tool requires a large space and small organizations are unable to provide such a space (Dobrusskin, 2016). Finally, fishbone analysis is also unable to analyze the complex interrelationship among different variables. 
McKinsey 7-S Framework 
Another model whose application is relevant in this context is McKinsey 7-S Framework. This framework is designed to help organizations in achieving greater effectiveness. There are seven internal factors related to any organization and to ensure the effectiveness of that organization, it is largely necessary to keep those factors aligned with organizational goals and objectives. In this framework, these internal factors are further categorized into two segments, namely, hard elements and soft elements (Pothiyadath and Wesley, 2014). The hard elements are strategy, structure and systems. The soft elements are shared values, skills, style and staff. A brief overview is given below regarding all these elements; 
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Strategy – a strategy can be defined as a plan. An organization creates such a plan to sustain in the competitive industry for a long period of time without being overshadowed by its competitors. Organizations try to build a long term strategy which is aligned with the goals and objectives of the organization (Pothiyadath and Wesley, 2014).. 
Structure – an organizational structure is a hierarchy which indicates the different employees and their positions in the organization. Organizational structure can also be defined as the configuration by following which business responsibilities are distributed among different employees. 
Systems – systems describe all those procedures which are performed within an organization on the daily basis. This includes workflow, decision making process etc (Ravanfar, 2015). 
Skills – skills are relevant to knowledge and expertise of the staffs of an organization. High level of skills is significant for any organization as it increases the overall capability of an organization to pass through various critical phases of the competitive business environment. 
Staff – staffs are the employees of an organization. Staffs of any company are the biggest resource of that organization and it is largely important to keep them motivated in order to ensure that all business goals and objectives will be fulfilled (Manktelow and Carlson,  2014). 
Style – style is an indication of the approach which is adopted by the management of an organization in addressing various critical problems. 
Shared values – shared values indicate the values and principles which are followed within an organization regarding employee management (Manktelow and Carlson,  2014). These are the guidelines which should be offered by the employees to sustain within a business organization. 
[bookmark: _Toc17741858]Steps of Conflict Management 
The issue which is being highlighted in the context of Burberry is excess workload. It has been identified that excess workload is the main reason behind increased conflicts within this organization. The following steps are discussed below which can be helpful for the purpose of conflict management within Burberry; 
1. Firstly, it is the responsibility of the managers of Burberry to look at the situations of conflicts with more patience. They should be able to clarify the major reasons which are responsible for the occurrence of a particular disagreement. Many a times, it is the case that two or more individuals are involved within a disagreement without being clear about the reason of the disagreement. A greater focus from the manager can change such a situation (Folger et al. 2017). 
2. Secondly, it is the responsibility of the managers of Burberry to be able to set similar goals for both staffs involved in a conflict. Difference in goals can create unnecessary conflicts between individuals. However, if both staffs are chasing a common goal, then the frequency of conflicts can reduce. 
3. Thirdly, the two employees involved in the conflict should be encouraged in such a way that they are able to find ways together by which they can reach the common goal. This step can be helpful for creating a bond between these employees. This step can effectively reduce their internal differences and can make sure that they are focusing towards the responsibility given to them (Chan et al. 2014). 
4. Finally, the manager should stay in communication with these individuals on a daily basis to understand if they have successfully been able to move beyond their differences. The manager should communicate the employees of Burberry towards maintaining a team spirit. 
[bookmark: _Toc17741859]Decision making 
Decision making refers to the process of considering and selecting an action/measure/step that is logical and feasible to manage and deal with a certain problem or issue. As per the statement of Thürer et al. (2016), during the time of decision making, an individual or company needs to consider and assess positive and negative aspects of a step or measure taking into account all alternatives. It is essential to comprehend that an individual need to have the ability to foresight, assume effect of a particular decision and its suitability taking into consideration the problem. 
In management, decision making has become an integral part. It is necessary to understand that sound or rational decision making is considered a primary aspect of stable management. For managers, decision making is crucial for everyday management. Decisions are important as it helps to determine managerial and organizational activities, goals or objectives. In all companies such as Burberry, it is an indispensable and continuous process to ensure proper execution of organizational operations and functions. In fashion business sector, decision making is present throughout various departments and activities. 
[bookmark: _Toc17741860]Decision making types
It is important to understand that different types of decision making are present. Strategic and tactical decisions, routine and basic decisions, organizational and personal decisions, planned and off-the-cuff decisions, operating and policy decisions, administrative, policy and executive decisions. Tactical decision refers to decision of managers in managing and conducting organizational rules and procedures. It helps to deal with general functioning. Burberry possess stable management and work culture as its tactical decisions are coherent and practical. In terms of strategy, Burberry has succeeded in improving its strategic approach to gain business objectives. In terms of personal and organized decisions, Burberry has good decision making ability me. It has strong executive that strive to ensure stable management and work delegation. From manufacturing and production to logistics, marketing and so on, Burberry invests in personal and organizational decision making to improve individual capacity and enhance organization performance. Neuse et al. (2015) state that although the company has earned employee trust, it needs to make effort to improve workforce culture of over workload. 
Burberry needs to focus on two types of decision making, policy and operating decision making and administrative, policy, executive decision making. It needs to be stated that operating and policy decision making would be effective for the fashion company to tackle the problem of over workload. As per the decision type, the company needs to develop new and changed policy that would focus on management and logical distribution of excessive workload. It is relevant to state that individuals working in the company experience over workload due to pressure from customers, business stakeholders and so on. The company strives to give immediate response and delivery to customers and associated stakeholders. With innumerable projects, tight deadlines, employees and staffs are forced to deal with over workload. Burberry needs to change the service rules and norms. For instance, it needs to develop a work schedule, time management method that would balance work pressure and employee ability. The policies need to be considerate about employee health and welfare. Taking the point into account, the company needs to improve and change its operating decisions. With balanced work schedule, employees would be able to focus on quality instead of solely stressing on work quantity. It would be helpful to alter employee behaviour and attitude towards work. It would be helpful to avoid and reduce errors at work. 
The company needs to focus on executive, administrative and policy decisions. The fashion company needs to give importance to policy decisions. The top management needs to understand the seriousness of the problem of over workload that affects the company. For instance, in certain store branches, customers highlight poor customer service, weak customer care. Delayed customer service, delivery of products and so on are common. The management of Burberry needs to consider ways to tackle the issue. As stated by Huang, (2017), change in policy rules and implementation of new measures to tackle over workload would be effective. For instance, Burberry needs to focus on prioritization rule concerning communication norms and procedures. The management needs to put down realistic goals. It is helpful to share the workload and manage time to ensure perfection. It would manage communication flow, helpful to deal with 
However, Bajaj, (2018) argues that perfection is required, especially in companies that possess brand name and image. For instance, Burberry is recognized as one of the fashion company that produce fashion products and services. In such case, the company needs to give importance on perfectionism, it differentiates the company from other fashion organizations. Taking the factor into view, the company needs to amend and improve it administrative, policy and executive decisions. Instead of giving less priority to quality and perfectionism, the company needs to improve and alter its policies to balance work pressure and employee health. It needs to stress on realistic time management of organization activities.
[bookmark: _Toc17741861]Decision making ingredients
Certain ingredients are present that lead to good decision making. It is essential to state that Burberry needs to be inclusive while collecting and analysing data to develop solutions concerning over workload. For instance, the fashion company needs to set realistic goals and objectives, SMART objective tool can be considered for the purpose. As per the SMART tool, work goals need to be specific, measureable. It is important for the goals to be achievable for employees. The goals need to be realistic taking into account certain time frame. For instance, a project of producing new fashion collection need to consider suitable time frame for production, marketing and launching in the market for customers. Facts such as market condition, product demand, popular designs and so on needs attention. The company needs to maintain regular work schedule of employees to avoid the issue of over workload. Problem solving is an issue, it is reasonable for the company to explore and consider new alternative to deal with the particular problem. For instance, open discussion, digital communication is effective to generate new ideas to tackle over workload. Work prioritization, time division for work activities would be useful to avoid error in work. Digital communication, open discussion would be helpful to improve communication issue.
Double checking is a useful ingredient to ensure proper decision making. As stated by Argandoña, (2017), communication is necessary. In fact, constant flow of communication is crucial to deal with internal workforce problem such as excess workload. Instead of thinking, Burberry needs to take action. For example, the company management needs to introduce and amend policies, executive management approach to tackle work overload. 
[bookmark: _Toc17741862]Factor affecting decision making 
As per the opinion of Adam Cobb, (2016), several factors are responsible for affecting decision making. It includes personal, cultural, social, psychological factors and information. Cultural factors refer to difference of opinion, internal conflict while decision making, team work and so on. Social factor refers to customer demand and trend, behaviour. For instance, Burberry needs to consider market trend, customer demand, current market position, labour market and so on. Considering labour market, employees have option to show demotivation and quit job role. Employees have the scope to go out and seek better opportunity in competitor companies. The trend has become apparent. On the other aspect, the company needs to cater to customer demand. Hence, the fashion company needs to make decision taking into view the social factor. As per the personal factor, the company needs to understand business profit aspect.
At the same time, it needs to be considerate about employee health and welfare. Excessive pressure leads to reluctance, unwillingness, it changes employee behaviour and attitude to do work. The company needs to understand the factor. Concerning psychological factor, it is important to understand that work overload leads to psychological complications such as distress, anxiety, tension and so on that leads to organization problems. Hence, Burberry needs to consider decision making taking into account the factors that affect it. 
[bookmark: _Toc17741863]Fishbone analysis
In order to develop solutions to the problem of over workload, it is important to identify and understand its root causes. Herein lies the significance of the fishbone analysis. The theoretical framework would be helpful to focus on the factors leading to the problem. This in turn would lead to possible solutions of the issue. 
The presented fishbone analysis state that the company needs to focus on management and organization factor to address over workload. Weak management structure, poor policies regarding workload, incoherent decision making practice leads to workload problem. It is important to state that Burberry needs to strengthen its management, introduce proper and detailed policies regarding workload issue. Policies need to stress on aspects such as time management, work approach through fragmentation, work process, distribution of workload as per daily work schedule. The management needs to stress on decision making to ensure proper organization and management system and process. 
The fishbone highlights that task is a factor that leads to excess workload. It includes additional work pressure, present round the clock. Complexity and difficulty of a particular work project tends to increase workload. For instance, large marketing and sales project of Burberry tends to make the work complex and time consuming. Rodgers and Oppenheim, (2019) assert that need for detailed information is crucial where seriousness of a particular work is concerned. Limited time period compared to complications of tasks also creates over load of work. In fashion companies such as Burberry, such instances are common. 
The fishbone analysis stresses on internal environment as a factor resulting in the problem. Communication issue, health issue, employee turnover, are some of the major reasons that enhance work load. For instance, communication issue creates misinterpretation of information, miscommunication, information problem tends to hamper work flow, creates additional distraction affecting work in the process. The time to rectify and clear misunderstanding, information requires time and employee engagement that deviates focus from work for a certain time, it consumes significant amount of time. It can be stated that Burberry lacks insight of its work culture and employees. The failure enhances over workload which makes it difficult for the staffs to manage. 
Management and organizational factor 
· Need for new and improved policies
· Policies to tackle over workload
· Management needs to understand workload as an issue
· Weak management structure responsible for handling work pressure
· Failure of the management to address the problem 
· Poor decision making 


Internal environmental 
· Communication problem
· Poor salary
· Health
· Employee turnover 
· Lack of insight concerning work culture


Task 
· Excessive work pressure
· Constant work round the clock 
· Complex tasks
· Heavy activities within restricted time 
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Individual factor 
· Inability to cope up with work pressure 
· Physical and mental health problem
· Demotivation to work

Workforce environment 
· Work culture is intense
· Impractical work goals and targets
· Constant pressure to complete work within restricted deadline 
· Internal conflict
· Employee turnover
· Reduced employee engagement and participation 
Business factor 
· Constant demand of fashion products
· Customers want round the clock service 
· Demand of business stakeholders for new fashion products 
· Need to attract existing and new market
· Need to provide new fashion to stay updated in fashion industry 






Fishbone analysis: Gold et al. (2014)

The fishbone diagram helps to highlight that business factor such as demand of customers, business clients, constant requirement of market are leads to over workload that becomes difficult for employees and staffs to deal with. This in turn creates the individual factor that includes inability of working individuals to cope up with work pressure, physical and mental health issues, demotivation and reluctance of employees to make effort and work for a company. It further enhances workload. Coccia, (2018) state that many fashion companies such as Burberry has intense work culture with unrealistic pressure to complete work goals with less amount of time. It increases internal conflict, employee disengagement and so that hampers workforce environment, responsible for the problem of over workload.
[bookmark: _Toc17741864]Solutions of the problem 
Several solutions are present to deal with work overload. The management needs to introduce and improve existing and new policies that would stress on workload management. It would give instruction to managers to delegate work goals on the basis of scheduled work time. It would focus on equal distribution of work among working employees/staffs. Work goals would be set on the basis of feasibility and reasonable time period. The policies need to consider prioritization rule. The policy needs to highlight the role of management to tackle workload problem. It is important to give importance to employee health and welfare to determine workload. 
Burberry needs to give importance to communication. As reasoned by Dobrusskin, (2016), communication helps to avoid miscommunication, internal confusion and difference. It enables employees to share and express individual and collective problems among each other.  On the other aspect, it would be helpful for the management and employees to interact about workload issue. Huang, (2017) state that it helps to express and share problems related to workload with the help of which a company can consider necessary measures. 
[bookmark: _Toc17741865]Conclusion
Conclusively speaking, over workload is a problem that needs attention from the management and companies. It is responsible for long term business issues, health problems. Companies such as Burberry needs to understand that employee health is necessary to ensure company productivity and quality work, important for long term success. As the theoretical frameworks have suggested, a proper conflict management step is crucial to tackle the problem. For instance, proper system, structure, staffs, skills, strategy, are necessary to manage excess workload issue. Various causes are responsible for creating the problem, a company needs to understand it. It is relevant to recall that, internal, external factors, business, workforce, tasks, several factors accumulate and lead to the issue of work overload. Companies such as Burberry needs to consider measures to tackle it. Introduction and implementation of policies and communication are two possible solutions to manage work overload. 
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