
4000 words report

Mathusan Nagalingam

1707412

BMSK4004 Problem Solving and Decision Making



Mushfiqur Rahman






Contents
Introduction to the organization	3
Why and how did it got created the problem?	4-5
Communication gap with employee	5-6
Make a plan, step by step problems to resolve first	6
Identify the issues	6
Understand everyone's interests.	7
List the possible solutions (options)	7
Evaluate the options.	8
SWOT Analysis……………………………………………………………………………………………………………………………………8-13
Conclusion	14
References	15-16




[bookmark: _Toc521354648]Introduction

It is a common occurrence for various problems to arise in the day to day running of an organisation.  Interestingly, what is important in such circumstances is to identify the problem and its causes and to take steps towards resolving the same in the best possible way.  While numerous solutions may exist, it is of significance to come up with the various solutions and evaluate these, to decide which solution would be the most effective in solving a particular issue.  This assignment focuses on McDonald’s which is a world famous fast food chain, operating in numerous countries across the globe.  Initially the organisational background is stated, with an overview of the particular problem concerned detailing how this problem occurred. A step by step plan is then outlined, on how problem solving could be done, with a particular focus on the concerned problem.  In the next section of the report, the possible options of solving the issue are detailed.  This is then followed by an evaluation of the various possible options discussed.  This is followed by an overall conclusion on the report content. 
Background of the organization
McDonald’s is one of well-known American fast food company(Han, 2008). It was found by Richard and Maurice in 1940. Their main global expanding strategy is franchising strategy. McDonalds able to maintain world largest restaurant chain, their able to  provide their service over 69 million customers in more than 100 countries all over the world(Han, 2008). According to the statistics there were around 36,900 McDonalds outlets in 2016. McDonald’s main products are hamburgers, cheese burgers, breakfast, soft drinks, milk shakes, chicken products etc(Mehbin, 2013). Around 235,000 employees have been working for McDonald’s all over the world most of them works at franchises. According to their financial statement in 2016 their total revenue was around US$24.622 billion total net income was US$4.686 billion. In past recent years their total revenue has been reducing compared to the competitors as well as the previous years. This mainly due to the poor customer service and the employees not report to the work on time. 


[bookmark: _Toc521354649]Why and how did it got created the problem?

As the McDonalds different organizations face different issues related to their operations, supply chain management and human resource management. It is very crucial that the organizations find out those drawbacks and immediately take actions to overcome those issues, if not it will be hard to sustain in the competitive market. It is not easy and not practical to get the solutions without affecting production process and dissatisfying the stakeholders specially the employees. So the solutions for the issues should be very effective if the organizations make decisions to resolve the issues hence the decision should be in strategic manner. 
Even though McDonalds faces different issues in their operationsthe main issues or the concerns are,waiters are not coming to the on time and do not do their work properly and poor customer service. If the waiters not come to the work on time this will impact the overall organization procedure as well as impact the other organization operations. If the waiters not come on time they will not be able to fulfill the customers’ requirements as they expected this will reduce the customer satisfactions as well as the brand image of the organization(Sabir, R. I., Irfan, M., Akhtar, N., Pervez, M. A., and Rehman, 2014). Other than this next time the customers will seek the organization competitors to get the service this will reduce the sells as well as the competitive advantage of the organization. Poor customer service will reduce the customer satisfaction and brand image of the organization. Normally business customers and other professionals work according to their schedules so if the waiters delay their work this will impact their work schedules and negatively impact overall work of the day. So this will reduce the customer satisfaction and brand image of the organization. Also poor customer service creates conflicts between customers and the organization employees as well as between organization managers and the employees this will negatively impact the organization overall performance. 
Also delay to the work and poor customer services create unnecessary blames from superiors this will demotivate the employees and reduce the effectiveness of the work and quality of the work. When the waiters are delay to the work, any how they speed up the works to fulfill their today duties this will reduce the quality of the work and reduce brand image, reduce the quality of the customer service and competitive advantage of the organization(Yator, 2012). One of the main performance evaluation factor is punctuality and quality service so if the employees or the waiters delay to the work and poor customer service negatively impact their performance evaluation of the employee and this impact their career development as well their satisfaction this impliedly impact higher employer turnover and performance of the organization. 
Fast food industry sector regular customers always compared the service quality with competitor’s service providers. Even though the quality of the service can be measured in different ways one of the crucial factor is providing the service without the delay in a quality manner delays will impact the quality of the service so customers will easily shift to the competitors as they always seek value for their money this will reduce the customers to organization also will impact the market position of the organization(Fransisca du Plessis, 2015).   
So it is very crucial organization identify the reasons behind the delays and reasons behind the poor customer services, according to that organization has to make decisions to overcome or medicate those issues if not organization sells will be reduced and will impact the competitive position.
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When a communication gap arisen between employee and the employer the overall motivation of employees will be reduced eventually overall performance of the organization will be reduced. Communication gap create misunderstanding between employees and the employers, reduce the understanding between the organization and the employee, reduce the team work, reduce the adoptability to the organization culture etc(Harris, 2000).Communication gap can be raised between employees and employer due to several reasons such as personal problems, not willing to adopt to the organization culture, misunderstanding between the employer and employee, not willing to change, organizational control systems etc(Harris, 2000).

McDonalds try to solve these particular issues in following ways Identifying the communication issues between waiters, customer care officers and McDonalds managers see whether their roles and responsible are well define, whether the managers and relevant employees properly communicated such as whether the employees receiving the mails and information promptly and replying those mails. If the employees complaining that their not receiving the instructions, training and development and proper guideline then the McDonalds has to take immediate strategic decisions to medicate those issues then only organization can expect the better customer service form the relevant employees to maintain the competitive advantage.  For an example if one of the waiter or customer service care employee complaining that he or she not receiving the instructions form the management organization can decide whether that issue is an individual issue or overall organization issue by comparing other relevant staffs comments about the instructions and make decisions to medicate those issues accordingly.
Find out the resources or needful to overcome issues for an example if the employees are not having sufficient skills to provide the customer service then organization has to  provide the sufficient training and development to the relevant employees such as train the employees to  treat the customers well, provide the instructions to the employee that how after sales services should be done, how organizations competitors provide services to the customers to retain and attract customers analyze their strategies and provide the trainings accordingly. If the employees do not follow trainings and instructions, then the organizationhas to take actions against them. Also McDonalds has to train their employees to communicate each other to perform duties well hence organization has to create a culture that enables the employees to communicate their pros and cons this approach enable employees to perform their roles responsible as a team.Also when organization recruit new employees to the organization, organization recruit the employees who will easily adopt to the organization culture and fast leaners.
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It is very crucial organizations Identify the issuesbefore solve the issues then only organization can provide the proper solution according to the issue.  McDonalds has to identify their main issues their main issue is reduction of the profit due to the poor customer service. The relevant issue can find out throw the customers satisfaction analysis, financial performance analysis, competitors analysis and employees feedback. McDonalds reason behind the profit reductions are waiters not coming on time and poor customer service. Main reasons behind these issues can be categorized as follows  not having proper training and development for the better customer services, personal issues such as family background issues such as do not have a balance family life, employees are not satisfied their works such as multiple have to perform multiple roles and expecting more incentives and salaries for their performance(Kattara, Weheba and Ahmed, 2008).  
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This is a, one of the crucial factor for the organization success, organization has to find out interest of the employees hence why waiters delay to the work and why their customer services are poor. According to the reasons and neediness organization has to provide solutions to fulfill their need hence organization has to satisfy the employees to get maximum output from them. To identify reasons McDonalds, get the information’s from the branch managers, supervisors, customers and the individual relevant employees, employs background and family members. For an example if one employee delay due to his or her personal issues these details can be collected from his or her family members. 
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In this stage organization has to find out the possible solutions to overcome these particular issues. So McDonalds can get the ideas from their relevant employees, managers, other employees and customers. According to their views organizations can make proper solution to overcome these issues. It is very crucial McDonalds input their ground level employee’s ideas in to the solution because the employees who are going to deal with the customers and also employees will be motivated(Dudink and Berge, 2006). Each and every solution should be evaluated and few suitable options should be selected.To identify the possible solutions organization can arrange brain storming section this procedure enable to input each and every employee’s ideas and views in this regards so the solutions will be easily accepted by the employees as they given ideas for the solutions. Solutions for the problems can be short listed as follows 
· Providing the proper training and development to the employees accordingly(Richardson, 2014).
· Providing the incentive to the employees who help the organization to achieve this objective.
· Increase the internal control systems.
[bookmark: _Toc521354655]Evaluate the options.
To evaluate each options organization can utilize the SWOT analysis. SWOT analysis identifies particular methods internal strengths and weakness also analyze the external factors opportunities and treats(Ommani, 2011).
· Providing the proper training and development to the employees accordingly.
Strengths 
One of the main strength of this method will be organization can select the employees and find out the needed skills in this particular issue and according to that McDonalds can provide the trainings and developments hence it is a selective approach and employee to employee the training method also will differ. This approach will motivate the employees each and every employee strengths and weakness evaluated and then the training will be provided. 
Employees will be motivated because training will be provided according to their consideration and enable enhance their skills and knowledge specially related to the time management, family balance life, customer care skills and other relevant skills. 
When the McDonald arranging the program they can arrange the team works, team works enable the employees to share the skills between the colleagues, increase the communication ability between employees, increase the interactions between managers and the ground level employees and eventually increase the performance of the organization(Walz et al., 2016).  
Also proper training will increase the employee’s self-confidence so this will positively impact the organization performance. 
Weakness
Trainings and development will affect the internal procedures of the organization hence relevant employees shall have to participated the training this will affect the normal organizations operations; organization has to allocate limited human resources accordingly to manage the operations as usual providing the extra work pressure to other employees this approach may demotivate other employees.
Even though training and development will benefit to the organization in long term in short term it will incur cost providing specific training and development to the employees according to need will incur higher cost(Olubukunola, 2015).
McDonalds has to arrange the training to the staff accordingly in this regards management has to allocate the time to arrange the trainings, find out the resource person do the training, arranging the premises and other necessary items will incur higher time this will affect the normal procedures and operations of the organization. 
Sometime organization senior members not willing to participate the training and development sections as their thinking their well aware about the organization procedures and internal control systems this will negatively impact the training section success. 
Opportunities
When the organization providing the training and development to the employees this will motivate the employees as well as increase output the employees hence McDonald can increase the customers service and control the waiters delay. This will increase the productivity of the organization and give the competitive advantage to the organization. Also enable to attract the new customers while retraining the existing customers eventually enable to increase the profitability of the organization.
If the organization providing the trainings to the employees this attract the external employees from extremal organizations hence organization able to attract the professional and skillful employees form the external competitors this will give the competitive advantage to the organization.
The particular training and development expenses can be covered from the organization corporate social responsibility allocated funds as this amount is tax deductible. 
Treats
As organization arranging the trainings and developments for the employees then this will distract the today operations this may negatively the affect customer satisfaction and customers may seek the organization to fulfill their requirement for an example McDonalds customers seek the Burger king to get their service this will affect the competitive advantage to the organization. 
After investing huge amounts funds for the employees training and developments, employees may seek new opportunities as they incurred new skills and qualifications, to overcome this issue organization can make an agreement with the employees that they have to work at leastone year after the training. 
· Providing the incentive to the employees who help the organization to achieve this objective.
Strengths
This particular method will motivate the employees because one of the main employee motivation factor is incentives and bonuses organization can provide the bonuses and incentives to the employees who will more care about the customers and who will report to the work without any delay. To provide the incentives and bonuses organization can set as key performance indicatorssuch as McDonalds can set the key performance indicators as followsparticulardivision customer complaints, reporting time to the work and number of repeat customers for each employee. . This will increase productivity of the organization hence increase the customer service as well as the performance of the organization(Anik et al., 2013). 
If the organization provides incentives McDonalds can attract lot good experience employees to the relevant sector,then this will increase the internal competition between employees and this approach enable to increase performance of the organization specially related to the customer satisfaction as well as on time reporting to the work. 
Weakness 
When organization provide incentives to employees this increase the administrative cost of the organization so when the organization has been facing the profit reduction it is questionable whether organization allocate incentives to employees to increase their performance. 
Also when the organization allocate incentives and bonuses to the relevant waiters and the customer care employees other department employees also will expect those kind of incentives this will incur higher cost to the organization if organization will not provide to incentives to other operations employees they will demotivate other department employee eventually this will effect the organization performance. 
Also if the employees feel that the organization provides the incentives to increase the performance of the organization then this will negatively impact overall future performance of the organization. 
Opportunities
When the McDonalds provides incentives to relevant employees this will motivate the employees to perform their duties well hence increase the customer service, able to enhance the brand image of the organization and able to attract t the lot customers form the competitors.
Other than this if the organization provides the incentives to the employee’s organization can attract the lot of external relevant professionals and this will enable organization to expand their business in to different area because of the human resource availability. 
Treats 
When McDonald will provide the incentives and bonuses to overcome their particular issues, McDonalds competitors will maintain the same strategy to retain their skill employees and to maintain proper customer service so whether this particular strategy will be applicable for a lone term will be questionable. 
· Increase the McDonalds internal control systems.
Strengths
As the premium fast food Multinational organization increase the internal control system enable to increase the customer service and control the employees delays to the work. Hence organization can strictly implement new control systems such if each and every employee should report to the work without any delays, any delays to the work without any reasonable reason then the monthly salary and incentives will be deducted accordingly. Also organization input punctuality in their performance appraisal system these procedures will ensure that employees will report to the work on time. To ensure proper customer service organization connect their key performance indicators of the employees with their customer service, organization can evaluate the employee customer service via the following factors such as number of customer complaints about the particular employee, number of repeat sales these strategies enable identify the individual employee’s performance and able to overcome these issue(Niina Aho, 2017).
Compare to the previous methods this will not incur any additional cost to organization so getting approval from the superiors will be somewhat easy compared to other methods. Also this particular approach will not affect the organization normal day today operation as training and development so this method can be easily implemented without a big issue. 
Weakness
Main weakness of this approach will be organization do not provide any additional income or capacity developments hence no any incentives or training and developments this will demotivate the employees, normally employees do not prefer to work in organization where the control systems are very high. So employees may seek different employment opportunities if it will happen organization may have to loss their competitive advantage as they have to recruit new replacements this will incur higher cost and disturb the day to day operations. Also when the employees leaved the company and join another competitor they valuable internal information may be shared with the competitors. 
Measuring individual performance of the organization related to this particular issue will take time at least six months will be needed to evaluate the employee’s performance hence it is somewhat long term procedure in this implementing period organization may loss further customer so this factor should be considered when the organization implement this particular approach. 
Opportunities 
New control systems smooth up the organization normal procedures and the operations hence will increase the customer service and the reduce the late comings. This will increase the performance and profitability of the organization. When the performance of the organization enhanced then shareholders and investors may seek the organization to invest their fund this will expand the business and increase the brand image of the organization. 
Treats 
Too much control system will demotivate the employees and employees may seek convenience job so the employee turnover will be high. If the organization employee turnover high this will negatively impact organization operations and organization has to incur higher cost to recruit the new employees to fulfill the existing gabs (Tapola, 2016). Also sometime too much of control system may give bad impressions to the government and labor well fare departments and they may take legal actions against the organization this will damage the brand image of the organization. 
Even though the above mentioned three solutions have different pros and cons implementing the particular method will not be so effective for an example if organization implement the new control system to reduce the relevant issues other this approach will reduce the employee satisfaction and impact the performance of the organization. So McDonald's can use the integrated approach to overcome this issue hence organization can implement three approaches in once in an effective manner to overcome this issue.  For an example organization can provide the sufficient training and developments to the employees who are not able to manage their time and employees who do not have sufficient skills to provide the better customer service. After providing the trainings and developments organization can introduce the incentives and bonuses to the employees who perform well above the average level this procedure will ensure that the organization continuously implement the training learning outcomes. Eventually organization can implement the control systems to monitor the employee’s performance hence if the employees do not follow the trainings instruction then the organization has to make decisions to overcome this issue such providing the warning letter to the employees who will not follow the organization instructions. 
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According to the organization nature and the operations, organizations managers face different issue. It is very crucial organizations find out those kind issues in grass root level and take the actions to overcome or to medicate those issues if they want sustain in the competitive environment. Normally the employee related organization issues can be raised due to the several reasons such as communication gabs, lack of skills, poor guide and instructions, not willing to change, higher control systems, organization culture etc. These kind of normal issues can overcome by the organization by implementing strategic decisions such as providing the proper training and development to the employees, implementing proper organizational control systems and motivating the employees by providing the incentives and bonuses. 
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