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1. Introduction
 This report aims to identify and propose solutions to a work-based problem, applying Problem- solving techniques learned in the academic sessions of Problem solving and decision-making module for Certificate in Higher Education: Skills for the Workplace at the University of Wales Trinity Saint David. This report will debate the job dissatisfaction of the temporary agency workers and the differences between the temporary agency workers and permanent employees that are operating in the same workplace. 
 Agency workers are crucial in managing the enterprise in the twenty-first century, also known as the era of modern labour. More hirers are adopting a third party in the business as triangular employment as today’s economy is demanding handwork.      
                                                                  Employer 



                             Employee                            Temporary work agency
2. Complex temporary work agency problem:

2.1 Scope
  Employers depend more and more on the temporary work agencies. The solution of hiring a temporary work agency came as an adaptive problem-solving technique. According to Fallis (2017, p. 2) “Another reason for doing business in firms is the ability to share risks, thereby minimising individual exposure” Seasonal work is an arrangement between the employer and the agency for an undetermined period depending on the employing organisation needs.
2.2 Impact
“Recruiting new employees can be a costly and time-consuming process for organisations; one that uses up significant resources, but rarely offers any guarantee.” (roberthalf.co.uk, 2015) In this manner, the organisational executive eliminates the risk of hiring their staff, and for specific reasons such as organizational change, the whole project might decline. At the same time, the temporary work agencies are getting instructions as a business to business relationship. This private entity is following its interest which business related objectives is beneficial for both parties.  Another reason for adopting the recruitment agency is because of the migration wave in the last years. “In 2018, the main reason that migrants gave for moving to the United Kingdom for at least a year were work (217.000) and main study (211.000) “(Kierans, 2020)
 The migration workers have a different psychological climate. The agency shall act as a liaison person between its workers and the hirer by communicating the policies and regulations also the work culture. By using a PESTLE analysis it is visibly agreeable why is an attractive option for the employers to hire a temporary work agency instead of own personnel. 
	Political
	Economic
	Social
	Technological
	Legal
	Environmental

	Understanding policies and regulations in different countries.
	The impact of exchange rates in profit.
	Intermediates the culture between employee and employer
	Accessibility issues and expectations.
	Corporate regulations can impact expectations.
	Sharing climate information.


                                                                                                                 (pestleanalysis.com, 2019)
The environmental section of the table refers to the recruitment agencies that mobilizes to select candidates from different countries with the scope to work legally in the United Kingdom.
3. Identified problem and information
  Therefore, as convenient the solution may favour the business, it disadvantages the perspectives of employees. The agencies tend to make a profit from the wage differential. In her recent article Kollewe (2016) says that “Britain’s rapidly growing army of agency workers is as serious an issue as zero-hours contracts, with full-time agency staff earning hundreds of pounds a year less than employees doing the same jobs.” Even though the permanent employees are sharing the same workplace with the agency workers, there is a discrepancy in goals and requirements for each side. Mainly the agency workers are directed by a higher number of superiors, by both: of the agency and of the employer. Government legislation now reinforces this approach “The Agency Worker  has a contract with the Temporary Work Agency but works under the direction and supervision of the hirer”  (Agency Workers Regulations Act 2011) Agency workers are required to perform to maximum capacity; most of the time, it is required a hundred per cent target. “Amazon has performance expectations like most companies” (theatlantic.com, 2019) The performance expectations came as a result of the high number of orders, therefore, to keep track of the orders the companies are requiring temporary work agencies for performance. 
 Furthermore, the attractive offers made by the agency to the employer, which guarantees for accuracy and quality, the temporary work agency creates a competitive advantage by reducing the number of breaks at its legal limit. Also, because of the status of being a temporary work agency, confronting with job insecurity issue, are trying to offer a maximum number of hours. Which generates more productivity, also known as economies of scale practice which are “cost advantages reaped by companies when production becomes efficient” (investopedia.com, 2020)
 In circumstances where the demand for work is restricted, the hirer will drop the agency workers first, which increases the feeling of job insecurity among staff.

4. Alternative solutions
 The main problem identified at the workplace is interpersonal challenges amongst subordinates in relation to the agency’s management. The methods adopted by the agency are not attractive to its workers; most of the candidates are evaluating it as an alternative solution to provide services until they find better job offers, which explains the turnover of valued employees or disinterest in the current or future state. In order to prevent the reputation of seasonal work agency, a rational decision-making process shall be proposed.
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                                                                                    (Williams, 2017, p. 186)
 At the first stage in the diagram above, frequently on the problem identification level, a situation portrayed as an opportunity by most competitive managers. A simple strategy is to identify the problem, finding adequate solution whereas not giving the possibility for the complication to repeat. The criteria definition phase based on the assumption of job dissatisfaction of agency workers that demands same rights as a full-time employee explains the lack of motivation among the workers. According to Williams (2017, p.187) “Once the important criteria are found, the decision-maker needs to recognize that not all the factors are equally important to problem resolution. For example, people are often willing to sacrifice higher quality to gain lower price.”   


5. Decision making technique and solution implementation
 It is considering the agency shall respect the target on the agreement with the hirer, which depends entirely on the performance of its workers. As being part of the brainstorming session or alternative generation and evaluation from the diagram above by using the Fishbone Diagram, the agency shall motivate the staff according to their performance.

MANAGEMENT        METHODS                    PEOPLE   
     Respecting                      Minimum                           Agency                                         
    targets and agreements                  wage                         workers                          JOB                            
                                                                                                                        DISATISFACTION 100% picking rate                        Warehouse              Inequal treatment                            
performance
 MEASUREMENT            EQUIPMENT                       ENVIRONMENT 

 At the implementation stage, the role of the agency target is to hit one hundred per cent picking rate from its team. In favour of creating a competitive environment, the agency shall reward its workers according to performance. To comply with the stakeholders, the temporary work agency nominates performance through financial motivation during weekdays and bonuses for the weekends. This organizational change management best identifies to ADKAR model. “The name ADKAR is an acronym that is based on five building blocks that bring about successful change. The letters stand for Awareness, Desire, Knowledge, Ability and Reinforcement.” Mulder (2014) was a useful source of information. Preferably to implement it in the transition state of change of the organizational change model.
TRANSITION STATE
FUTURE STATE
CURRENT STATE




 Specifically, by using the ADKAR model in the transition state of the organizational change pattern, refers that without the transition state, there is no current or future state of change. However, the initial building blocks of the ADKAR model should be implemented preventively in the earlier stages of the process. 

FUTURE STATE
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Awareness      Desire                Knowledge       Ability                       Reinforcement
 Upon the proposed solution by motivating the agency workers financially according to their performance. The following table was adapted from the Staffline temporary work agency which is a sub-contractor of Tesco warehouse depot in Dagenham.
	Picking performance
	Pay rate weekdays
	Pay rate weekdays/nightshift
	Pay rate weekends
	Pay rate weekends/nightshift

	<99,99%
	£8,86/h
	£9,75/h
	£9,75/h
	£10,19/h

	100%-106,99%
	£9,06/h
	£9,96/h
	£9,96/h
	£10,42/h

	>107%
	£9,55/h
	£10,50/h
	£10,50/h
	£10,98/h



Considering that the Agency Work Regulation reinforces this approach “The equal treatment entitlement relate to pay and other basic working conditions (annual leave, rest breaks etc.) and come into effect after an agency worker completes a 12 week qualifying period in the same job with the same hirer.”
 The temporary work agency might propose a transfer to the hirer’s company after the candidate has completed the twelve weeks. Considering that during the qualifying period, the candidate completed the training and gained the skills required to join the team. This solution may have positive effects, increasing the productive behaviour motivating the agency workers to achieve the reward which, translates into a better hourly rate, annual leave and rest breaks. It is a win-win situation for both, the temporary work agency and the employer. The temporary work agency must comply with the Agency Work Regulations 2011, offering equal treatment to the candidates that successfully passed the qualifying period, also the employer will have skilled candidates for the vacancies, shortening the costs and time in training.

6. Communicating the plan to the stakeholders 
 “Each problem in any field involves a set of interested parties, labelled by some authors as stakeholders.” (Ziegenfuss 2017, p. 252) By developing corrective actions with the ADKAR model, is the agency that is going through a management change without affecting the smooth running of the business, also supports the economies of scale practice, methods adapted by big merchandise retailers with a high demands to support the orders. Each worker of the agency will move through the change process at distinct stages, such a decision will determine the outcome with the temporary work agency having a vital role in the development of the hirer’s company. By earning the reputation, will reduce the job insecurity issue and win longevity in the business. “Possible solutions will lead to a single, well-defined goal, presenting no conflicts with other goals while allowing a maximal payoff” (Williams 2017, p.194)

7. Techniques to ensure successful implementation of the solution
 Assumptions of rational decision making in strategical alliances are that team working is an essential component in a prosperous process. It is vital to understand both: the benefits and the risks. Whether looking for a long-term partnership or a collaboration for a specific task, is a tactical relationship that favours the employer and the temporary work agency. In this arrangement, each side will have access to all partner's resources. The actions of each side might have consequences for the other partner. Most often, these kinds of practices are used as mutual agreements between the employing organisation and the temporary work agency.

	 Problem is clear and unambiguous



	Single and well-defined goal can be identified






	Alternatives (and consequences) are all known




	Preferences and needs are clear, recognized and unchanging




	Time and resources are abundant and accessible




	Decision will be implemented willingly and supported by all


                                                                                                 (Williams 2017, p.195)
 As a reinforcement to ensure the future state of the management change process, also known as the engagement zone, the pioneers who move the plan will monitor and they will make sure that the work is done well using positive comments and feedback to encourage the workers. Because it is the most time-consuming stage, the desired outcome is determined by the labour fruit of the workers. If the business blossoms, the lives of workers should also flourish. Becoming better than yesterday and not as good as tomorrow.
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Rate Card - Dagenham

Colleague

Description

Warehouse Op

Days A 107% +

Warehouse Op

Days B 100% - 106.99%

Warehouse Op

Days C 0% - 99.99%

Warehouse Op

Days - Weekends A 107% +

Warehouse Op

Days - Weekends B 100% - 106.99%

Warehouse Op

Days - Weekends C 0% - 99.99%

Warehouse Op

Nights A 107% +

Warehouse Op

Nights B 100% - 106.99%

Warehouse Op

Nights C 0% - 99.95%

Warehouse Op

Nights - Weekends A 107% +

Warehouse Op

Nights - Weekends B 100% - 106.99%

Warehouse Op

Nights - Weekends C 0% - 99.99%

Overtime Premium (after 48 hrs)

Colleague Description Pay
Warehouse Op Days A 107% + £11.93
Warehouse Op Days B 100% - 106.99% £11.32
Warehouse Op Days C 0% - 99.99% £11.08
Warehouse Op Nights A 107% + £13.12
Warehouse Op Nights B 100% - 106.95% £12.45
Warehouse Op Nights C 0% - 99.99% £12.19
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TESCO DAGENHAM

]BWT/__F"NHHIVSACEETE _[Weekly incentive [Number of weeks [Total peak incentive [Payment date |
[Dagenham | Weeks34-47inclusive | £34.64 14 _ £485]24th January 2070

Peak Incentive Payment Scheme

Locally agreed amount £34.64 per week paid to every agency warehouse colleague upon
completion of all planned shifts per week, in a 7day period from Week 34 to Week 47 (14
weeks). \

To qualify for the weekly payment agency colleagues must complete all scheduled shifts in
that week, in a 7day period with 100% attendance which includes planned absence and

holiday; any unplanned absence will result in that particular weeks’ payment being
forfeited.

If a colleague has a planned absence then they would still be included in the incentive for
that week so long as the planned absence period does not exceed 2 weeks:

e Planned absence: Any absence that is requested and agreed with the line manager
with a minimum of 24 hours’ notice.
e Unplanned absence: Any absence taken with less than 24 hours’ notice.

All weekly payrhents will be accrued weekly and paid in total on Friday the 24th January

2020 on completion of the stated weeks.

Should our agency colleague choose to hand in their notice in or leave the agency before

24th January 2020, they will not be entitled to any of the accrued pay.
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