
[image: Graphical user interface, text

Description automatically generated]


Certificate of Higher Education in Skills for the Workplace

Assignment 2, Group 1
Problem Solving and Decision Making

Student name: Yasminka Yancheva
Student ID: 2123031

Module name: Problem Solving and Decision Making

Module code: (BMSW4004_LON)
Lecturer name: Laila Maazous 







                








Table of Contents:

 
Introduction	3
The current workplace problem	3
Amazon and staff turnover	4
Impact of high staff turnover	4
Analysis of the high employee turnover situation via a root-cause analysis (RCA)	5
SWOT Analysis	6
Presentation of three different approaches to the problem	7
Evaluation of the solutions	9
Implementation of the strategy	10
Communication plan to stakeholders	11
Monitoring and review techniques	13
Conclusion …………………………………………………………………………………………. 14
References ………………………………………………………………………………………… 15
Appendix……………………………………………………………………………………………  17




[bookmark: _Toc926114847]Introduction

In life, humans encounter various difficulties that demand the devising of a well-structured plan on how to combat and overcome them. Problem-solving skills have a significant appliance in multiple areas of one’s life, including in the workplace. The development of problem-solving skills such as critical and analytical thinking, creativity, attention to detail and decision-making is essential for the ability to evaluate, tackle and resolve unexpected or complex occurrences and their corresponding negative consequences. Therefore, people striving to achieve high in personal and work life should ensure that they develop and maintain a high level of their problem-solving (Lohman, 2002).

[bookmark: _Toc1895479027]The current workplace problem

Problems in the workplace can impede productivity and efficiency, given which the development of a good understanding on their cause and effects is of crucial importance for business prosperity (Hicks, 2003).

Employee turnover, defined as the amount of a company’s workers that decide to quit, is a problem that is encountered by multiple companies, both in the UK, as well as worldwide (Long et al., 2012).

The COVID-19 pandemic has imposed some major changes in the UK’s labour market, increasing both the unemployment, as well as vacancy levels (McKinsley, 2022).

Furthermore, The Bank of England has been keeping track of the UK labour’s statistics from as early as in 1948 and they show that even in 2019, prior to the pandemic, the UK’s average vacancy rate was significantly higher than the  average rate of the previous 70 years (Allas, 2022).

Employee turnover is a significant factor in the experienced labour shortage of companies, with workers in the UK quitting their jobs at higher rates than ever before (Allas, 2022). 


[bookmark: _Toc411174375]Amazon and staff turnover 

Amazon is one of the world’s most famous companies that operates both in the UK, as well as on a multinational level and offers a wide variety of services. Although it has been named "one of the most influential economic and cultural forces in the world" and amongst the most valuable brands (Kantar, 2019), Amazon also has been associated with staff retention problems. In fact, the company’s employee turnover rate has been reported as being as much as 150% (NewYorkTimes, 2021). 
Therefore, the current report will focus on the case of Amazon when examining the issue of high employee turnover. 

[bookmark: _Toc949219512]Impact of high staff turnover

Alongside the above-mentioned labour shortage that is being caused by the employee high turnover, there are also various other adverse repercussions of high staff turnover. 

They can be divided into two categories: 

1. Actual impacts
These effects are such that are being experienced by the vast majority of companies, to an extent to which it can be stated that they are almost inevitable consequences. 

The actual impacts of high employee turnover regard the engendered expenses to cover for the recruitment and selection of new work cadres, as well as to provide training that provides for their ability to optimally fulfill their work duties. In the case of Amazon, the company is reportedly losing $8 billion each year due to its high staff turnover rates (Engadget, 2022). 

Furthermore, the processes involved in the hiring of new workers also demand the allocation of time and human resources. Consequently, the work flow of the organization is also interrupted. 





2. Potential impacts 
The impediment of the work process can lead to diminished productivity and efficiency and thus, lower profitability. These secondary effects belong to the category of impacts, the potential ones, as for them one can not certainly state that they will inevitably happen. 

[bookmark: _Toc1141981697]Analysis of the high employee turnover situation via a root-cause analysis (RCA)

Upon having recognized the influential role of high employee turnover, it is of importance to gain a better insight into the factors that have contributed to the development of the problem. 

Considering that the problem is a highly intricate one, it is difficult to outline one certain aspect that has engendered the issue. Instead, a variety of possible causes would be examined. 

The Fishbone diagram has been identified as facilitating the evaluation of an issue’s origins (Kennet, 2008). Therefore, it was selected as an analysis tool to be used when assessing Amazon’s current negative staff retention trends (Figure 1).
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Figure 1. Fishbone diagram on Employee Turnover in Amazon
It is to be observed that a wide range of possible causes can be outlined. Nevertheless, in analyzing the diagram, as well as referring to other research, it appears that the main cause of Amazon’s high employee turnover is rooted in the low satisfaction levels of the company’s workers. 

Amazon has been associated with poor working conditions. In fact, The USA’s National Council on Occupational Safety and Health listed Amazon on its "Dirty Dozen" list with the most dangerous employers (CNBC, 2021) and its employees have frequently expressed their discontent with the company’s practices (Bloomsberg, 2022).
[bookmark: _Toc938074907]SWOT Analysis
Upon having identified the root of Amazon’s problem with high staff turnover, an analysis via the SWOT analytical tool would further elucidate on the organization’s current position, how changes can be implemented and would reflect on Amazon’s business performance. 

Strengths
· Strong brand image and valuation
· High current performance 
· Significant market share
· Wide offering of products 
· Collaboration with a broad range of partners 
· Innovative practices 
· Application of high technology systems
· Cost effectiveness

Weaknesses
· Easily imitable business model
· Bad working conditions 
· Low safety of operations 
· Unsatisfied employees 
· Negative press
· Association with controversies
· Negative customer perceptions



Opportunities
· Further growth in current markets
· Entrance in new markets 
· Expansion of Amazon branded physical stores 
· Establishment of new partnerships
· Diversification and broadening of Amazon-branded products’ range 

Threats
· Competitive companies with better functioning internal operations 
· Companies from other markets 
· Worsened customer perception due to negative associations 
· Declined demand caused by consumers’ concerns regarding the company’s ethics and standards 
· Worsened position in the stock market
· Diminished desire for other organizations to enter into relations with Amazon 
· Problems with the law and government 

[bookmark: _Toc1393676624]Presentation of three different approaches to the problem 

To address a problem and facilitate its resolution, it is to be recommended that a wide range of different solutions are developed and taken into consideration. In doing so, a company would have a greater potential to outline the solution that best fits its needs and would most effectively contribute to the overcoming of an issue (Watzlawick et al., 2011).

1. Stronger encouragement of a healthy work-life balance
The first solution to be regarded is the provision of a greater encouragement of a healthy work-life balance. This solution is to be suggested in view of the outcomes from a study that indicated that only 26% of employees feel that they could maintain a healthy work-life balance (OfficeVibe, 2020). 

Many companies place their greater emphasis in attempting to achieve maximum work productivity by demanding the execution of a huge volume of duties. However, they fail to account for the adverse effects that this pressure has on staff’s health and well-being. That seems to be specifically applicable to Amazon, as it is infamous for its unreasonably high productivity quotas (The Guardian, 2022).
To implement the solution, the company can diminish the pressure that it puts on its workers. Furthermore, it can increase the amount of annual leaves and breaks that are offered to its employees. There also are several techniques that facilitate the achievement of a more balanced work-life balance. Employees can be provided with education and guidance on how to effectively use them to improve their scheduling and time and task management and thus, have more time for their life outside work.

2. Enhancement of employees’ commitment to the company 

According to a study, job satisfaction and engagement are respectively 1.7 and 1.4 higher in workers who get a sense of meaning and significance from their job (HBR, 2019). 

In view of these reports, it is to be suggested that Amazon can attempt to elevate its staff’s commitment to the company’s values and aims in order to improve their satisfaction and engagement levels and thus, contribute to the resolution of the problem with the high turnover rate. 

Amazon states that it is “guided by four principles: customer obsession rather than competitor focus, passion for invention, commitment to operational excellence, and long-term thinking.” and aims to serve consumers and “be Earth's most customer-centric company”(Amazon, 2022). 

The implementation of the strategy could embrace the placement of an emphasis on the positives of Amazon’s mission, core values and long term vision and objectives. Staff members can be made aware of the impact that they have towards the progress in achieving the company’s positive goals. 

Furthermore, the company can focus on increasing its organizational integrity, credibility and social and environmental sustainability, so that employees feel like they are a part of an organization that has a positive impact on society and the environment. 

Another important step could be the greater recognition of employees’ feedback on the company’s current strategy and plans. In such a way, they could feel more involved in Amazon’s management. 



3. Empowerment of employees 

Pink (2009) identifies that the key factors of employees’ work motivation and satisfaction are the mastery, purpose and autonomy with which they fulfill their job duties. 

Therefore, the last strategy to be proposed pertains to the greater provision of power to the workforce. 

Currently, the work organization in Amazon has been compared to slavery (DailyMail, 2019), with that being caused not only by the above discussed high productivity quotas but also due to the organization’s imposing of very harsh work regulations such as a bathroom room breaks’ limitations, strict attendance tracking and penalties and the unequal enforcement of rules (Stanley, 2021)

To give its staff members greater autonomy and improve the work environment, Amazon can provide its workers with more freedom to determine their work routines, tasks and schedules. Moreover, staff can be offered more working opportunities that enable them to work more independently. 

As previously mentioned, the company can also encourage its employees’ involvement in the decision making processes and strategies of the organization. The elevated valuing of staff’s feedback is also to be endorsed , as currently, employees at Amazon disclose that they feel like their opinions are hardly ever taken into consideration (Work Stream, 2019)

[bookmark: _Toc1678704434]Evaluation of the solutions

After having devised three different strategies on how to combat the problem, a Weighted decision making matrix would be used to determine which approach is the most optimal one.
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Figure 2. Weighted decision making matrix 

Based on the outcomes of the application of the tool, it appears that Strategy 3 which comprises the greater empowerment of employees would most optimally fit Amazon’s needs. 

[bookmark: _Toc92858071]Implementation of the strategy 

The ADKAR planning tool has been identified as enabling the effective incorporation of 

Given that, it will be used to facilitate the devising of the strategic plan that is to be recommended to Amazon:

A (Awareness): The first stage should involve the generation of awareness regarding the positive impact of achieving higher work satisfaction and lower staff turnover, so that employees and management recognize the importance of contributing to the employment of the work satisfaction plan. 

The hosting of presentations and informational events that distribute information would facilitate the distribution of such information.

D (Desire): To further enhance all of Amazon’s workers and members' commitment to the achievement of the plan’s goals, they should be made aware of the beneficial role that the positive impacts of the improved employee turnover rates would have on them personally. For instance, it can be brought to their attention, that the potentially fostered greater success of Amazon would highly likely lead to an increase in their salaries and the offering of more development opportunities. 

K (Knowledge): The management and the workforce of Amazon should be provided with information and guidance on the requirements and necessary changed that need to be made towards the accomplishment of the
desired positive changes

A (Ability): Resources that enable the following of the plan should be provided. 
Such resources include financial support, any necessary training and guidance, as as well as progress feedback and improvement suggestions. 

R (Reinforcement): The efforts of the workforce towards the successful employment of strategy should be recognized and encouraged by the provision of rewards and positive feedback. 
[bookmark: _Toc41037317]Communication plan to stakeholders

Stakeholders are important factors for any organization’s prosperity. Therefore, the impact of any decision on them should be accounted for (Eskerod, and Jepsen, 2016).

Considering the wide operational scope of Amazon, the organization has various stakeholders. Some of them are its: 
· Owners
· Management 
· Shareholders
· Employees
· Customers
· Suppliers
· Distributors 
· Merchants selling on the platform
· The community in general 
· Media 
· Government and regulatory authorities
· Financial institutions 
Shareholder management can be facilitated by the implementation of the Power/Interest Matrix tool which divides a company’s main stakeholders in four categories on the basis of their power and influence on a project (Slaba, 2014). 

	Meet their needs
Owners 

	Key players 
Management 
Employees

	Low priority 
Government and regulatory authorities
Financial institutions
Shareholders
Suppliers
Distributors 
Merchants selling on the platform

	Keep informed
Media
Customers
Community 



Figure 3. Power/Interest matrix of Amazon’s stakeholders
To further ensure the optimality of the stakeholders, the following Stakeholder engagement plan will be implemented:
	Stakeholder
	Power and Interest
	Key Interest and Issues
	Communication Vehicle
	Frequency 
	Comments

	Employees
	High/High 
	The plan would directly influence their work life
	Multiple presentations, meetings, feedback forms
	Very frequent 
	The success of the plan is determined by their evaluation 

	Management 
	High/High 
	The successful employment of the plan would positively contribute to the prosperity of the company that they manage 
	Exchange of reports, progress checks, hosting of meetings 
	Very frequent 
	They are the main drives in the plan’s implementation 

	Government and regulatory authorities
Financial institutions
	Low/Low
	They monitor that the company remains compliant to its commitments and the established regulations 
	Reports 
	Infrequent 
	A failure of Amazon to satisfy these stakeholders may lead to the enforcement of penalties 

	Shareholders
Suppliers
Distributors 
Merchants selling on the platform
Customers

	Low/Low
	They want to make sure that they are not negatively impacted by the changes caused by the plan 
	Informational messages and updates 
	Occasional 
	They could have a significant influence on Amazon’s prosperity in general 

	Media
Customers
Community
 
	Low/High 
	They are interested in tracking the plan’s progress and the effects that it has
	Meetings, reports, press releases, conferences, case studies, examinations
	Frequent
	These stakeholders have a significant impact on Amazon’s image and perception

	Owners
	High/Low
	They want to be informed regarding how the plan impacts the company in general
	Reports, meetings
	Occasional
	They have a high likelihood of moving to the High/High section of the Power/Interest grid



Figure 4. Stakeholder engagement plan

[bookmark: _Toc1734232047]Monitoring and review techniques

To ensure the ability of a plan’s measures to be employed within a reasonable time period, it is essential to apply techniques that keep track of the progress that is being made. For instance, a detailed plan that includes the different stages and steps of the plan can be made. The setting of fixed deadlines for the achievement of milestones would additionally contribute to the plan’s implementation efficacy. 

GANTT Charts are particularly appropriate for the planning and scheduling of a plan’s stages and actions. Such charts visualize a plan’s schedule and hence aid the tracking of a project’s progress (Kumarr, 2005). 

[bookmark: _Toc1287868045]Conclusion 

The current paper examined a highly relevant to the contemporary business environment issue- high staff turnover. In reviewing multiple aspects that are crucial for the problem’s management and using the company Amazon to contextualize the issue, a viable problem solution plan was developed.
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