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INTRODUCTION

For every individual, problems constitute an integral component of their life. According to Rahman (2019), problems take place in different contexts of people’s lives, including family, career, health, education and so forth. When a problem occurs, according to Rahmon, the individual could either try to use an own strategy to solve the problem, or, in other circumstances, the person needs to be assisted by others to find a proper solution (Rahman, 2019). When individuals experience certain problems within the employment environment, during the stage of implementation of work duties, they usually get support from supervisors, colleagues, managers, and instructors (Rahman, 2019). Hence, problem solving skills can be cultivated by the person itself or through the support from others. According to Indeed (2022), problem-solving skills is the ability that people use to manage unexpected situations or challenges within the workplace (Indeed, 2022).  Therefore, problem solving skills could be defined as the ability of an individual to engage in cognitive processes when solving a problem for which no method of resolution is available (Rahman, 2019). Problem solving skills are particularly valued by leaders because when an employee can solve appropriately problems and difficulties using their competencies and skills to carry out their job responsibilities properly and achieve the business goals (Radhika, 2020). Lidl is a German budget- friendly supermarket chain, founded in 1973 by Josef Schwarz, which aims to be competitive in prices, product variety and quality (Lidl, 2022). Lidl opened its first store in the UK in 1994 and today it counts more than 935 stores and employs 28000 workers (Lidl, 2022). In the Lidl store of Hammersmith, there is a high turnover rate, and the management needs to constantly recruit new personnel. These factors negatively affect the store revenue, which tends to decrease, and the management of the unit becomes challenging because new employers need training and to familiarise with the store procedures and standards. The aim of this report is to analyse the factors that cause high turnover rate at Lidl, specifically in the store located in Hammersmith, London, evaluating accordingly some solutions to tackle the problem.






ROOT CAUSE ANALYSIS 

There is a specific method that could help to identify the root causes of the high turnover rate in the Lidl store of Hammersmith. The method used is the fishbone diagram, which helps to identify the different causes and reasons of the problem. According to Coccia (2017), the fishbone diagram or Ishikawa diagram is a graphical technique to represent the different causes of a specific phenomenon (Coccia, 2017). Particularly, the Ishikawa diagram is used for a cause-effect analysis to identify the complex interconnection of causes for a specific event (Coccia, 2017). Overall, the fishbone diagram seems an appropriate method of graphical representation to simply analyse and categorize the potential root causes of a problem (Coccia, 2017).  The categories used in the following analysis include people, method, materials, equipment, and environment. The people involved in the analysis are employees and customers: in fact, because most of the staff is new, workers are inexperienced and they need to be trained, increasing the costs for the company. Additionally, new workers are less confident with the procedures.  As an example, to reduce customer’s complaints about long waiting times, the Hammersmith’s store adopted the serpentine line as a queue system. Customers feel more confident and less stressed if queuing on the same line. According to Niederhoff, (2016) getting into a single line makes customers feel psychological relief because it eliminates the stress of choosing where to go to pay. (Niederhoff 2016, cited in The New York Times, 2016). Because new employees are less confident with methods and procedures, they do not always adopt the serpentine queue system at the till.  The materials used in Lidl’s uniform are poor and, especially considering the cold temperatures in the environment because of the massive fridges, workers consider the chance to leave the company because they do not feel treated fairly. Regarding the method, the hiring manager of the store does not properly motivate the workers and does not encourage them to grow within the career ladder. Consequently, employees evaluate to leave the store because they do not see the possibility of a promotion. Additionally, being the location of the store central, colleagues find it expensive to commute to Hammersmith by public transport and, therefore, employees consider applying for alternative jobs and leave the company.  The analysis of the several causes that lead to low employee retention in the store help to understand the reasons behind the problem and, potentially, it simplifies the data when looking for a solution.
Overall, the fishbone diagram seems to be a proper technique to explore and categorize the potential root causes of the high turnover rate at the Lidl store located in Hammersmith
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PESTLE ANALYSIS 

The identification of the macroeconomic factors that might have an influence on the future development of the business is key: in fact, it plays a pivotal role to evaluate opportunities and risks, and to anticipate the strategic decisions to ensure the business survival in the market. According to Alanzi (2018), PESTLE is the acronym formed considering the initials of the six categories of macroeconomic variables analysed in the model: political, economic, socio-cultural, technological, legal, and environmental (Alanzi, 2018). For the Lidl store located in Hammersmith, a PESTLE analysis could be helpful to understand the external factors that impact the business and to adopt innovative strategies to improve the business outcome. Political factors such as tax rates, act of legislation and, of course, the stability of the country have direct consequences for the business but, particularly, the Covid 19 pandemic changed the way retailers work and how consumers shop for groceries in store. The evaluation of some economic factors, such as that in the UK the inflation rate is constantly rising, and the low economic growth could be beneficial to understand the causes between low employee retention. According to the Financial Times, being Lidl, a discounter helped the business to retain more profit and beat competition, despite the online grocery shopping percentage increased (Financial Times, 2021). Despite grocery stores being one of the industries to secure jobs during the pandemic, high turnover rate is still the main problem in the store. One of the reasons could be that despite legally the company pays employees more than the minimum wage pay, economic and political factors such as the high inflation rate, Brexit, and the pandemic administration cause employees to struggle to financially cope by the end of the month. Additionally, not offering Lidl the opportunity to work remotely or hybrid, employees had to commute to central London and pay for public transportation, which was also affected by severe delays and reduced services. The social context changed, including customer demographic and lifestyle attitude. This caused frustration within the employees, who were very exposed to the risk of contraction of the Covid-19 while working for a pay that did not seem to be fair. Technology has also revolutionised the way the store works. The advancements in technology have brought various new opportunities for Lidl. The self- service checkout points provide convenience and ease for customers, significantly reducing the waiting time. Despite these advantages, the high turnover rate requires the new staff to receive specific training in tech, and some of the workers do not have the skills to operate the check-out devices. In Hammersmith's store, employees care about the environment, and they recycle 100% of the produced store waste. The eco-friendly code of ethics of Lidl is always part of the learning contents, especially because everyone comes from a different background in terms of what is right and what is not. Undoubtedly, the PESTLE method is pivotal for a manager to identify and analyse the factors that contribute to business growth and employee retention.  

 

 




















SOLUTIONS

To reduce dissatisfaction amongst workers and increase employee retention, The manager of the store needs to balance the non-work-related external factors and motivational factors to motivate the workers performing well. To reduce the employee turnover rate in the Hammersmith Lidl unit, the management could consider as possible solutions three innovative strategies: continuously improving leadership skill; planning strategically employee schedule to better balance work and private life; supporting the personnel to climb their career growth ladder dedicating weekly at least couple of hours to develop skills and follow a learning programme. Unsurprisingly, according to the CIPD Good Work Index survey (2021), in the UK employees are considering leaving their roles because of unbalanced work-life, poor leadership and lack of development opportunities (CIPD, 2021). To reduce high staff turnovers rate, and considering as possible solutions improved leadership, balanced working life, and a dedicated learning program, a decision matrix will be used as a method to weight the most suitable solution for the Hammersmith store. The factors considered important in such a case are cost and time. The scale to rank these factors is 1 to 5. Cost is considered 4 and time is considered 5. Analysing the importance of cost and time, cost is considered 3 and time 5: in fact, fixed costs include the salary of leaders who should coach and motivate the personnel, as well as the training available in the company’s learning portal and employee’s salary. Time is the key factor that will contribute to a better employee retention. Patterns and rotas need to be planned with more efficiency by leaders, to guarantee a better work-life balance and to ensure that employees can spend the necessary hours each month to learn new skills according to their career path. Hence, the best solution in terms of cost and time efficiency is to improve leadership, because leaders will consequently take care about employee’s wellbeing and career path.
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Gantt charts are used for tracking project schedules. According to Geraldi (2012), managers can refer to the graph to add information about the different tasks operated by employees, monitor the progress and what resources each task involves (Geraldi, 2012).  The author affirms that Gantt chart might help to schedule potential delays and focus on critical tasks to deliver the project punctually (Geraldi, 2012). In such a case, the following chart represents how colleagues inside the Hammersmith’s store should organise their task to still ensure customers' satisfaction, but also having the time to focus on their learning. Considering the main causes of employee dissatisfaction, this solution could reduce the problem by approximately 40%. The following diagram analyses the importance of the power of influence of the store manager and monitors some activities considered important to increase employee retention and the business revenue. Undoubtedly, Gannt charts could help the business to efficiently plan tasks, duties, and project and to better achieve the fixed goals.
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COMMUNICATION STAKEHOLDERS PLAN

Nowadays, companies have a different responsibility: they need to consider not only the shareholders’ interests, but the interests of wider communities to create a greater equality. Employees, customers, local communities are stakeholders, and they want businesses to consider values such diversity and inclusion and to respect the environment.  Without the stakeholder’s support the company could not survive in the market. According to McGrath and Whitty (2017), stakeholders could be defined as ‘individuals and institutions who share the same interest as the business holders (McGrath and Whitty, 2017). The pandemic increased employee’s expectations and accelerated collective awareness, making people expect more from the company. According to BBC (2021), the pandemic reminded employees that people are not machines; the financial insecurity and health worries that Covid caused changed worker’s motivational factors (BBC, 2021). Employees want to be considered more as a human than just a member of the workforce, they want more flexibility and more growth opportunities.  Managers should consider a more human-centric value proposition to have higher morale personnel, who need to be supported by a credible leader that helps to close the gap of a non-sustainable job. Managing the staff closely and with dedication helps employees to feel committed and maintain high performance standards, hence they are more motivated to communicate with the management and brainstorm, bringing new ideas. Customers will notice the organization of the store and how the staff kind and professionally behave, and potentially become more loyal and willing to travel to receive a tailored service in store. Revenue will accordingly increase, and staff will be more motivated not to leave the company focusing on learning to apply for internal vacancies.  The following stakeholders interest matrix analyses the influence and the power of stakeholders at Lidl's Hammersmith. Stakeholders are key for the existence of the company itself, and the company needs to consider their interests to keep being profitable.
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CONCLUSION


In conclusion, human resources are key for business success. Employees make the difference, and their satisfaction is key to the store's existence itself. Covid 19 had a decisive impact on how employees changed their work expectation, aiming for better financial and health stability. The Hammersmith Lidl store needs to innovate its strategy to increase employee retention, focusing on better leadership, new learning opportunities and a better life quality. The role played a pivotal role to establish a strong connection with the manager and discuss the plan of action to deliver better results and make the personnel happy. Body language is essential to show determination and to better engage with the speaker. It has been an opportunity, especially considering the impact of technology in communication// in fact, most of the meetings are now held online and having a face-to-face conversation requires more empathy. Yet, the use of technology helps to better represent results and to facilitate the data analysis for the receiver. To summarise, this strategy could help the Lidl store of Hammersmith to have more committed employees and generate a higher profit.  
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TASK 1. Role Play

Manager: Good morning, Davide, have you read the news today? It appears to be a drastic change within the overall job satisfaction in the UK. Index has published it.

Davide: Hi Sam, good morning! Yes, I have accessed to the digital format of the article. The article shows that in the UK, six and a half million of employees are planning to quit their roles by next year because they are looking not only for a pay rise and some benefits, but they expect to conduct a balanced work-life experience and they describe the job satisfaction a main motivator. [CIPD, 2022]. This data suggests than businesses need to reconsider their strategy and be innovative, because employees are stakeholders and, according to that, they need to be treated as fair as possible to guarantee them a better-quality lifestyle and to maximize the revenue. In a business no asset is as valuable as our employees, they are the one who make the difference and drive the change.
Manager: Davide, you have just mentioned such a valid point. I believe that this data match exactly with the circumstance we have just experienced in our company. Three employees left the role this month, and, when I was asking for the motivation and why they even did not give any notice, they were trying to justify themselves. Hence, I have realized there was a problem, but I urged to understand which problem. The nature of our business is very complex and the data shows that it is essential to guarantee employees’ satisfaction to maximize the business performance. How would you analyse such a problem within our company?
Davide: Our employees have recently complained that they experienced dissatisfaction and disengagement at work. One of the causes has been identified with poor leadership. Our team does not feel engaged and motivated by the senior management. The feel our leaders do not inspire and motivate them. The new way of working as a hybrid solution increased such a feeling. According to the CIPD Index article, hybrid working the main new working way proposed to senior manager employees [CIPD, 2022]. Apparently, the fact that they work mainly from home reduces employee’s engagement who feel even less motivated and inspired by leaders.
Manager: How do you think hybrid working increases job dissatisfaction in our team?
Davide Hybrid working is a flexible solution that allows the worker to work mainly home-based while spending few days at the main office. This alternative includes then the possibility to save money on travel expenses and it even reduces the stress because it reduces to zero the commuting time during the remote working days [CIPD, 2022]. Low-paid employees and, mainly, retail workers feel frustrated about that situation because their low wage is not enough to cope with the increased cost of living, then travel expenses are a further issue, as well as the frustration of spending unpaid hours in the traffic to commute to work.
Manager: Do you believe we should innovate our strategy?
Davide: Yes, we need to innovate our strategy. Our plan of action needs to be adapted to the changes that involve our economy, society, and the politics. I am a proud LIDL employee, and according to the skills I am learning at Trinity Saint David University I have prepared a new plan of action. The first point regards the urgency to communicate with our employees properly and let them know they are listened. We need to propose them a survey one time per month, so that we can understand what we are doing good and what we need to improve. Despite our strategy proposes the 10% discount for colleagues and our brand is one of the cheapest compared to competitors, because of the increased cost of living colleagues still struggle to eat. We should introduce the possibility to offer the fresh products near to expire to colleagues, so that we can guarantee them meat and dairy that might have a prohibitive cost for them. The wages need a review. According to Census 2021, in the UK the inflation rate reached 9.6%. Hence, considering that customer assistant has one of the lowest wages, we need to increase the pay rate to reduce their struggle (Census, 2021). We need to focus more on their career growth path. Employees need to grow professionally to feel motivated, engaged and constantly involved. At LIDL we aim to coach and provide training to our employees, but we need to introduce an academy. I believe that the possibility to study will not only make the employee more committed, but with the new skills they can be promoted and earn a better salary. A new well-paid role and the constant learning are key to success. LIDL to keep beating competitors must be innovative and review the ideas and strategies to adapt to the constant changes. Our employees would feel special and involved being involved in brain-storming activities and have different points of view from different level would give us a new prospective to consider. Please Sir, let me take action. Let’s adapt and try this new strategy!

Manager: Davide, I will listen to your ideas and please tomorrow work from home to prepare the work. From Wednesday you will apply the strategy and you will constantly guide and inspire our colleagues.
Davide Thank you Sir, I will see you on Wednesday!

Source CENSUS, (2021). Inflation and price indices - Office for National Statistics. [Online]. [Accessed on 3rd December 2022]. Available from:  https://www.ons.gov.uk/economy/inflationandpriceindices 
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The Weighted Decision Matrix is used to evaluate improved leadership, learning programme and balanced work-life
as a solution to tackle low employee retention at Lidl's Hammersmith. Considering the relevance of cost as 3 and
time as 5, the result obtained by multiplying the rate of each solution per weightage, summarised as a total, should

be the most convenient solution. In this case improved leadership is the best recommended solution to tackle low
employee retention.
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