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In this report, I will be gathering information collected through research and share some thoughts on how to address a very high employee churn at Carrefour Square. My assessment will be supported by various human resources professional viewpoints. 
I will draft a proposal, including some background information, leveraging lesson learnt to position the theory.  

[bookmark: _Toc28962590]Introduction / Case Study of Carrefour Square 
(Not the actual name of the store for the purpose of this assessment). 

Carrefour Square is a multicultural food store located in the city centre. Part of a larger chain, the store opened a branch in 1998 in Swansea. It has been a local for many residents and attracts loads of customers around the town all year round. 
Carrefour Square has 10 full time employees and during the festive seasons, another 5 are recruited to help with the additional workload generated by the higher consumption demand at this time of the year. A weekly rota is used to manage employees shifts and ensure that the shop has an adequate amount of staff to handle all activities. 
I had the opportunity to work at Carrefour Square for a year and half. During my tenure, I learnt a lot about employee management. Working very closely with the HR Manager, my role was to administrate most of the business tasks, including employee recruitment, performance and goals, compensation and many other administrative activities. Payroll was handled by the HR Manager. 
Carrefour Square had some serious issues with employee churn. Most people will stay a maximum of 6 months. I have observed several occasions where employees felt that management did not demonstrate compassion during hardship, or where management did not provide enough support for some to carry their work. 
According to Kimberlee Leonard, a note written on small.business.chron.com on 29th October 2018, “If a company is experiencing high turnover rates, it needs to find the root cause and make adjustments”. If it is a compensation issue, business leaders must determine the industry standards and find a way to be competitive. If being equal in pay simple isn’t possible, the business needs to consider ways to increase job satisfaction, create fun internal contests and recognise staff, allow them some freedom at work, be more flexibility. Inspire and enable them to be inspiring is a positive attitude that helps employees to stay loyal to a company.

[bookmark: _Toc28962591]Human Resource Management 
Human resource management is a contemporary umbrella term uses to describe the management and development of employees in an organisation. Also called personnel or talent management (although these terms are a bit antiquated), human resource management involves overseeing all things related to managing an organisation’s human capital 
Human resource management is therefore focused on several major areas, including: 
· Recruiting employees
· Employee perks
· Employee relations
· [bookmark: _GoBack]Essential training 

Reflecting on my experience today and examining the expectations and requirements of some of the people, I have drawn the below table (for the purpose of the report, I have changed the name of everyone). I will expand a little bit on the first scenario and focus on the second scenario as it is about personal and career development. The other scenarios are highlighted to emphasis that individuals at a workplace tend to have different expectations and requirements, which are to be handled by HR. 
	Name/Scenario 
	Expectations
	Requirements 
	HR Carrefour Square feedback 

	1 Madina 
	1. Flexible hours – mum of three 
2. Annual Leave during peak time
	1. Starting at 9am
Finishing at 3pm
2. School Holiday breaks 

	1. “We cannot accommodate your request; the working hours apply to all.”
2. Annual leave is not authorised during the busiest time of the year. 

	2 Octavie 
	1. Continued development and training 
2. Compensation 
	1. Course on vendor management. 
2. Increase in Salary 
	1. “An assessment will determine whether there is a need for us to invest in a Vendor Management course”
2. “An Assessment will determine whether you have met and exceeded your set goals and objectives of the year as grounds for further discussion on a salary increase.” 

	3 Danielle 
	1. Extra hours paid 
2. Additional travelling paid for separately  
	1. Additional working hours for extra money 
2. Occasional trips for deliveries to clients paid for additionally. 
	1. “Extra working hours are not mandatory; you may be asked occasionally to help with the stock which may run past your expected departure time”
2. “Deliveries to clients are not separately paid for as the distance is less than 5 miles radius away. Delivery is only offered to disable clients who are unable to come to the store themselves. 

	4 Sheela 
	1. Step free working environment 
2. Appropriate work equipment  
	1. Removal of back step to enable her to access the staff room without going outside and through the back door. 
2. Strong back supporting till chair 
	1. “The facility is step free. Access to the staff room should only be required at arrival and departure, going through the back-door entrance is not an inconvenience”. 
2. “The equipment at each till has been bought with the consideration that employees will need to be comfortable. The chairs do not need to be changed.”



My impression was that employees did not feel valued. They felt let down by HR. According to Lincoln Recruitment Specialists, Lincoln.ie om 20th August 2019, “Organisational culture is the assembly of values, working rules, company vision, traditions and beliefs that a company has adopted over the years. HR plays a vital part in influencing an organisation culture within a business. There seem to be a lack of organisational culture at Carrefour Square. 
Establishing guidelines and administrating people in accordance with these guidelines and develop career pathways would have help Carrefour Square address a couple of the above scenarios. 

Scenario 1, Madina
All employees have the legal right to request flexible working hours. Carrefour Square are required by law to handle the request professionally. The government requires employers to deal with requests in a ‘reasonable manner’. Handle requests in a reasonable manner include:
· Assess the advantages and disadvantages of the application
· Holding a meeting to discuss the request with the employee
· Offering an appeal process
Carrefour square can use the Acas code of practice for handling requests in a reasonable manner: https://www.acas.org.uk/acas-code-of-practice-on-flexible-working-requests
Carrefour Square must understand that if an employer does not handle a request in a reasonable manner, the employee can take them to an employment tribunal.
.
Carrefour Square could add the following section on Flexible working hours with employees in the future:  
[image: ]




Scenario 2, Octavie
Above all, employee development and career pathways are a critical part to an organisation success and should be welcomed with open arms by business and HR personnel alike. When employees are happy, motivated and engaged, the only way for a business to go is up. When an employee is keen for further development and learning, the organisation should provide the necessary tools/process/facilitation to allow the employee to grow. Several employers still see this investment as a burden. 
There are several benefits in developing employees, here are a few that would have been beneficial to Carrefour Square. [image: ]
Carrefour Square could also implement a career development programme. The below template could be a good starting point. 
[image: ]
Every 6 months, the manager should invite each employee to review their career plan and have a follow up meeting to discuss their requirements and expectations. Once a year an appraisal could be carried out to review and manage the employee’s performance. Employee’s appraisal is the process in which a manager records a worker’s performance over a given period. An appraisal is often held annually. It provides an opportunity for the manager and worker to discuss performance against previous objectives, to set new objectives and for either party to raise anything that has been concerning them. It is important that the privacy of these records is maintained
Performance measurement is a necessary resource in any company. The discussion must be a two-way dialogue if Carrefour Square want the performance test to really stick with their employees. Performance reports are important not only for efficient running of the company or business, but also for motivation and career preparation of employees. Performance appraisals are meant to be balanced and sensible appraisals of employee’s functionality.  
The appraisal process could be as following: 

[bookmark: _Toc28962592]Self-Assessment 
Self-assessments used to help employees and Managers in preparation for the performance evaluations. The assessment can aide w employees to see their performance over the past year and to show their accomplishments and their impact on the department/business. It is also an opportunity to link their core competencies to the job and its duties.  
Employees should prepare for their self-assessments. Preparation could include reviewing and getting an insight on the job. It is advantageous to keep a log to facilitate reviews and reconstruct performance over the past years. Reflect on the purpose of their job and how it contributes to their department, division and organisation. 

Carrefour Square could use the below template for employees to complete their self-assessments


Employee Self-Assessment Form 

1. Describe how you would assess your job performance over the past review period. 


2. Comment upon any challenges or barriers that may have prevented you from achieving your goals effectively. How can such challenges be overcome?


3. Are there any specific areas of professional/career development that you would like to discuss with your manager? 


As part of the performance review process, please complete the following form and submit it to your manager. You have 5 days to complete the Self-Assessment form. This self-review form is your opportunity to formally let your manager know how you feel about your job performance, your accomplishments and your 
Employee Name:
Date:
Department:











Invite others to participate 
This could be done via email. Getting other staff members feedback on one’s performance always helps development. 
Monitor progress 
Quality of work: The quality of work is determined by how motivated the employee is to its work and completing work to their complete ability to guarantee customer satisfaction.
Punctuality: Punctuality is important within a business as it allows for loyalty between employers and employees through good time management and making sire everything is done on time to make sure that the business is running smoothly as possible.
Observe personal habits: Eliminating bad habits is crucial for a business this can be office gossip or bad habits while interacting with customer.
Check Attitude: Making sure that employees have a good attitude towards their fellow colleagues and customers is crucial to achieve a good customer satisfaction as it determines the face of the business 
Review personal presentation: The employees of the company are the image of the business so making sure that they are dressed appropriately for the workplace is crucial 
One to one discussion: The Manager should, during the appraisal


Once the appraisal is completed, who Should have access to the staff appraisals?
Managers should hold access to the current and former forms of all workers below them, but not to be disclosed to other members of staff or anyone not authorised to do so. These descriptions and statistics are important for ensuring that staff are managed effectively. For example, employees showing continuous improvement can be praised and encouraged, even if they are not as productive as their peers. Similarly, a decline in the performance of a high-flyer can be caught and his or her manager can take corrective action.
Committees deciding policy, such as pay reviews, can reasonably make use of this information, particularly the numerical scores. These committees should usually be composed of people more senior than those being discussed.
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The management of employees within an organisation or business is crucial to the
development of the company this is because the employees are the first point of contact
between the business and the customers bad training or lack of training is not acceptable
within a business. 

The main system in which employers manage their employees is through a HR plan in which it leads them through the process and procedures in which the company should take no matter the situation in order to resolve the issue as fast and smoothly as possible. However, if a business does not have a strong HR management plan or does not train their employees in an appropriate manner then customer satisfaction levels and employee turnover can increase in a negative correlation. I found an interesting article relating to the management of employees within an organisation/business, according to mitrefinch, mitrefinch.co.uk 20/08/19 “Employees with a high level of engagement in the workplace are more likely to contribute to a company’s success. This is because they’re
more willing to go above and beyond their basic remit to accomplish tasks that help the organisation to achieve its goals. 

Research also shows us that employees who consider themselves as working for an effective manager score up to 400 per cent higher on engagement assessments than those who believe their manager to be incompetent. Its therefore vital to understand what good people management is.
This article is relevant to Carrefour Square’s case because it mentions the benefits of having a well-managed group of employees and the statistics that show the attainment and achievements which is fulfilled while the employees are well managed. However, this wasn’t the case for Carrefour Square this is because the staff were not well managed and didn’t have a strong background of experience which lead to business’s downfall. 

I found an interesting article linking to the effects of poor management within a company/business
according to Devra Gartenstein 6/11/18, bizfluent.com “When a business is managed poorly, this ineffectiveness reverberates throughout the organization. It takes an especially heavy toll on employee morale, resulting in inferior work from workers who would often rather be engaged and productive but have inadequate incentive to perform optimally because their efforts won’t be recognized or rewarded. 

Employees are the face of your company, and when their morale is low because they are working under ineffective or discouraging managers, your customers will be able to see that they aren't engaged in their work or enthusiastic about your products or services. An image of employee satisfaction cannot be faked because customers sense insincerity and false optimism. In
addition to simply failing to represent your products in ways that appeal to customers, disgruntled employees create a negative image of your company as a whole, representing it as an unpleasant place to work” this article is really engaging as it highlights the outcomes of poor management and the consequences it has not only on the employers and employees but the consequences on the customer satisfaction levels as well.





[bookmark: _Toc28962594]Business Performance and Management

Business Performance management is a set of performance management and analytic processes that enables the management of an organization's performance to achieve one or more pre-selected goals. Performance management starts when a job is defined as needed and the cycle ends when the employee decides to resign from the company. In the Carrefour Square business, the management did not create a firm business performance analysis to find out in which environment their employees work well which was one of the factors that affected the company’s culture.  

According to managementstudyguide.com 28/08/19 “A good performance management system work towards the improvement of the overall organizational performance by managing the
performances of teams and individuals for ensuring the achievement of the overall
organizational ambitions and goals”. This article is relevant to this dilemma as it shows the
success of having a well-structured business performance system.
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A career development plan is essential for a company to succeed as it helps to give a
vision of the progress of the business in the years to come. Unfortunately, the utilisation of a career
development plan was not the strongest point of the Carrefour Square business as a result of this the company plunged. 

According to Insala.com 28/08/19 “Today’s employees expect to find meaning and direction in their day-to-day work. They are not simply looking for jobs and tasks, but meaningful careers and career goals. Employees who have access to career development processes, resources, and tools feel much more engaged and supported by the organization. In addition, employees who drive their own
development is far more likely to be motivated and productive on a consistent basis”,
 
This article is relevant to the Carrefour Square business because it highlights the essential needs
that the employees needed but wasn’t necessarily granted to them which is why the
business did not achieve optimum sales as the year’s past. This resulted in the company
downfall in success as the years went past. A career development was crucial at that point but its importance was not fully acknowledged by the business which was why the employees we’re not carefully monitored to make sure they have everything they need in order to run the business in a smooth manner. Additionally, the Career Development plan of the business was not up to date so that meant not everything on the Career Development plan was accurate which can cause some issues. It’s important to keep the career development plan up to date and making relevant changes to it when necessary to avoid any problems in the future. 


According to Insala.com 28/08/19 “The backbone of any effective succession planning process is a readily available talent pipeline. An employee- driven career development initiative gives your top talent the opportunity to apply for critical roles that may be vacant. Making such opportunities visible and available for all eligible employees ensures that the most qualified individuals enter those critical roles”.
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Motivational theory is the idea in which you motivated your staff/employees to work in a
manner that they enjoy and feel valued within the team while working effectively. This
technique can be achieved in various ways which is mainly by gratification. This can be
done by rewards and perks offered to employees in exchange for effective work such as all-inclusive trips, prizes and gift cards etc. Motivation satisfies the essential needs of people and groups when employees join a team. They expect to achieve a certain self-purpose, which is different for every individual and the motivational theory caters to those needs. Additionally, motivation encourages job satisfaction When motivation is applied correctly it can make an individual feel overall happy as the job satisfaction is one of their direct concern. Also, motivation stimulates productivity this is essential within a growing workforce community.


According to Smriti Chand 04/09/19 yourarticlelibrary.com “Motivation helps the learning process.
Without motivation learning does not take place. There must be motivation or drive before
there can be learning. Motivation stimulates interest and the attitude of willing to learn. If a
person does not want to learn, he will not learn, even though he understands clearly what is
being taught and has perfect capacity to respond in the way that would show the learning.
This means that the trainer needs to select trainees based on motivation and needs to
have policies and practices that will encourage the growth of motivation. This article is
relevant to the Carrefour Square case because it highlights the lacks in management that
was present within the business as the employees had no means of gratification nor
motivation which made their job sloppy and unpleasant which was a huge factor that
contributed to the downfall of the business.


According to Oriana Perrin employeeconnect.com 04/09/19 “Demotivation
happens when employees have lost their inspiration or will act. This lack of interest
and enthusiasm for work can have disastrous consequences for an organisation.
Demotivation should be differentiated from momentary lack of drive. Which is usually
caused by personal issues. A demotivated employee can experience a lack of motivation
temporarily or. In the worst cases, permanently. This is when managers have a great role to
play. It’s important to tackle the issues before it becomes too deep and has the time to
impact negatively other team members”.
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After comparisons with other theories the best solution which will fit best with the Carrefour
Square business is the Motivation Theory. This is because of various reasons which will be
outlined.

 The first reason is the lack of flexibility in working hours. This is a major issue in any business as if the employees are not flexible in how they work the business will not be able to cater to a high volume of customers as there will not be enough employees present without this problem being fixed the business will not be able to operate properly. This issue can be fixed one of two ways. Firstly by highlighting and making the employees aware of their working hours and the possibilities of extended working hours during high peak seasons such as Christmas, Valentines etc, By only doing those small changes dramatical progress will be seen in sales and in the business overall progress as a higher volume of staff would be present to cater for a higher demand of customers.

According to Jimmy English thehrdirector.com 2018 “Employee satisfaction is key to recruitment and retention. By recruiting, retaining and optimising quality employees your business will enjoy greater productivity and success. Employees who avail of flexible working arrangements are provided with a greater sense of control over their working day and are likelier to work harder and increase their output, thus benefiting the business. Flexible working reduces stress and fatigue; factors which may lead to employees losing focus and as a result, underperforming at their job function. Being granted a flexible working environment also allows your employers to better balance work demands with personal demands ensuring improved concentration on work tasks during work hours”.

 


[bookmark: _Toc28962598]Conclusion

In conclusion the best solution for the Carrefour Square business is to rethink the plan and structure of how the employees work. For example, their working hours and how long each shift last and considering their personal situations such as children and time of travel to and from work. This will not only allow employees to feel at ease while at work but also improve their speed of work which is hugely needed for the business.

Additionally, the Carrefour Square company was struggling with customer satisfaction levels as the staff were not trained appropriately for their mode of work which was one of the factors which lead to the downfall of the business. In this instance the business needs to retrain all its employees and make sure that each employee has the correct resources to complete their work in a safe and appropriate time. 

Lastly the business needs to improve on how they set out the business and create a positive working environment for their employees to thrive and succeed at their work without being put of by bad vibes which can be produced. This is crucial for the business as it will allow staff to not only complete what is asked from them in a short period of time but also meet new people and get ideas from colleagues.
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Self-Assessment 


Invite others to participate in review process 


Monitor progress


Other feedback 


One-to-one to discuss results and develops targets


Mutually set measurable goals 


Measure Actual Performance


Establish Performance Standards with Employee


Compare Actual Performance with Standards


Discuss the Appraisal with the Employee 
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Carrefour Square
Flexible working policy and process
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Policy
Every employee has the statutory
right to ask to work flexibly after 26
weeks' employment service. An
employee can only make a statutory
request once in any 12-month
period.

All requests need to be submitted to
HR. We will deal with all requests in
a reasonable manner.
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Process
Please complete the flexible working
form available on the intranet under
HR —>Working hours —>
Flexible working

Once completed, please submit the
application to HR and it will
discussed with the line manager.
A decision will be made within 14
days.
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Employee development benefits for Carrefour Square

Improved employee
performance

+The employee who receives the necessary training is more
able to perform in their job. The training will give the
employee a greater understanding of their responsibilities
within their role, and in turn build their confidence. This
confidence will enhance their overall performance and
this can only benefit the company

Improved employee
satisfaction and morale

+ The investment in training that a company makes
shows employees that they are valued. The training
creates a supportive workplace

Increased productivity
and consistency

*Increased efficiency in processes will improve the
company turnover and potential market share.

+A robust training and development program ensures that
employees have a consistent experience and background
knowledge. The consistency is particularly relevant for the
company’s basic policies and procedures. All employees
need to be aware of the expectations and procedures
within the company. Increased efficiencies in processes
results in financial gain for the company.
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