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1.0 Executive summary 
A thorough investigation of employee engagement within Amazon was undertaken. Research was conducted and a number of theoretical models/theories (Maslow’s Hierarchy of needs, Herzberg’s Two factor theory, Vroom’s Expectancy theory and Beer’s Harvard model), were used to shape a conclusion and recommendations. Slack suggests, employee engagement is built upon a foundation of job satisfaction, loyalty and motivation (Slack et al, 2015). The report details a number of factors detrimental to employee engagement. The hard approach to human resource management (Kane et al, 1999) adopted by the organisation, inflames the employee engagement issues. This method sees staff treated as a resource, not as human beings (Osterby and Coster, 1992). Like most American organisations, Amazon have adopted a unitarist approach. The objective of this approach is to create harmony and unite staff behind specific goals (Kaufman et al, 2021). Evidence uncovered implies, there is not a harmonious environment and staff have differing objectives to the organisation. Fox eludes, opposing objectives within a unitarist approach are seen as undesirable (Fox, 1966, 1974). This is true of Amazon; the company pays little attention, to the concerns of employees. Staff report a prolonged history of inaction (Sainanto, 2020). Fox suggests, the unitarist stance can be manipulative and hold influence over employees (Fox, 1966, 1974). As a result of the inaction to address these concerns, the physiological/safety/social/esteem needs of staff are not being met (Maslow, 1943). Failure to address break concerns (Sainato, 2020), have established physiological needs. Employees lack the required time for sustenance and rest (Maslow, 1943). Excessive standing/walking and repetitive movements within roles (Aspinall, 2013), has created an excessive recorded injury rate, in comparison to other warehousing organisations (Sainato, 2020). These issues, have developed into safety needs for employees (Maslow, 1943). The policy of compulsory overtime during “peak period”, is gruelling for employees (Hamilton & Cain, 2019). Extending periods of working by 1/3, means staff are unable to spend time with loved ones and friends. This has created a social deficiency need (Maslow, 1943). Evidence alludes to extreme micro-management of staff performance and idle-time. Amazon displays a deep lack of trust in staff, as toilet breaks are monitored. Staff feel this is incredibly intrusive action. The organisation purposefully introduces unrealistic targets, in an attempt to increase productivity (Lecher, 2019). Employees that fail to achieve these unrealistic rates are placed into personal improvement plans (PIPs). This is clear abuse of a training/development tool. The organisation uses PIPs as a disciplinary measure to punish/dismiss staff, gain a competitive advantage and inflate profits (Kane et al, 1999). Vroom suggests this is detrimental to employee mental-health (Vroom, 1992). These concerns have evolved into esteem needs (Maslow, 1943). A mechanism of staff recognition is absent from the business model. A lack of valance and expectancy (Vroom’s “motivational force”) amongst staff, has resulted in poor engagement/motivation, as staff are not rewarded intrinsically (Mullins, 2004). Herzberg would conclude, there are many hygiene factors within the Amazon business model, that must be addressed before staff can be engaged and motivated (Herzberg, 1959).

To combat these issues, the following recommendations are made;

Introduce the Harvard model. This replaces the current hard approach to HRM currently utilised. This new soft approach to HRM (Kane et al, 1999), can have profound engagement benefits and improve performance (Bondarouk, & Brewster, 2016). Beer states, this model enables the business to evaluate competence, commitment, congruence and cost-effectiveness (four Cs of Human Resources). Beer argues, "In the long run, striving to enhance all four Cs will lead to favourable consequences for individual well-being, societal well-being, and organizational effectiveness” (Beer et al, 2015). Utilising this method, the organisational will make improvements to productivity/profits, whilst, hygiene factors for staff will be resolved (Herzberg, 1959). Overall, resulting in improved employee engagement. 

Renaming the Human Resources department, the personnel department. According to Osterby and Coster, categorising staff, materials and assets together is undignifying (Osterby and Coster, 1992). Referring to staff as people, rather than resources is more dignifying to employees (Flippo, 1968). This will improve engagement amongst staff.

Introduce HR presence at Board level. Beth Galetti, “Senior Vice President of Human Resources at Amazon”, (Amazon, 2022) is a glaring omission. Staff will be more engaged, as they will feel more represented at board level.
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3.0 Organisational overview 
3.1 Background - Amazon is a world-renowned international multifaceted e-commerce/tech giant (Starr, 2020). Amazon was founded in 1994 by Jeff Bezos (Hartmans, 2021). Amazon is the globes largest online retailer (Segal, 2021) and boasts the world’s largest catalogue (Dayton, 2021). The firm has 175 fulfilment centres globally (Amazon, 2022) and retain 1.3m employees (Macrotrends, 2021).

3.2 Where does Human Resource Management (HRM) ‘sit’ within Amazon? - Beth Galetti, is “Senior Vice President of Human Resources at Amazon” (Amazon, 2022). Amazon do not have a HRM representative at board level (Amazon, 2022). There is a dedicated Human Resources (HR) team (Amazon, 2022). Amazon state, “the HR team are hands-on and act to maximise employee engagement”. They also emphasise, HR leaders are in constant communication with staff. “HR generalists are experts in everything from employee relations to performance management” (Amazon, 2022).

3.3 HRM and Personnel Management (PM) - According to Watson, a generally agreed definition of HRM has not been attained (Watson, 2002). Armstrong states, HRM is a concept encapsulating the process of employment, including management and development (Armstrong, 2020). Beardwell and Claydon describe HRM, as a series of procedures arranging tasks within employment (Beardwell, and Claydon, 2017). HRM as a title and subject, causing great disagreement (Boxall and Purcell, 2003). Particular scrutiny is placed towards, referencing humans as resources (Beardwell, and Claydon, 2017). Osterby and Coster argue, referring to human-beings as resources is degrading. Categorising people/objects/materials together, has an appearance of placing economic value upon staff (Osterby and Coster, 1992). Flippo defined PM as a mechanism to; schedule and arrange work, by incorporating supervisory platforms, to provide guidance to employees. This platform encourages growth and ensures “organisational and societal objectives are accomplished.” (Flippo, 1968). Flippo’s definition has more emphasis on people as beings, rather than objects. However, HRM remains the more popular term (Armstrong, 2020). 

4.0 Introduction 
The purpose of this report is to critically evaluate employee engagement within Amazon (UWTSD, 2022). This has been identified by the researcher, as a priority area. 

[bookmark: _Hlk97126791]4.1 Employee engagement - There is no definitive definition for employee engagement. However, most scholars agree it centres around increased job satisfaction, loyalty and motivation (Slack et al, 2015). The CMI describe it, as a workplace method intended to enthuse and unite (CMI, 2020). Slack et al state, engaged staff have an emotional connection to their work/workplace, encouraging them go the extra mile (Slack et al, 2015). According to CMI, united/motivated workforces buy into organisational objectives (CMI, 2020). The benefits of positive employee engagement can manifest in many ways; Low absenteeism and turnover rates, in comparison to organisations with poor engagement (Guo et al, 2017). Engaged employees have a 53% reduction in annual absence of 4.67 days (Harter, 2020). Loyalty, businesses are likely to retain good personnel, they are also likely to recommend to family/friends. This promotes the brand (Kumar & Pansari, 2015) and can lead accolades such as ‘employer of the year’. There are also productivity benefits. Engaged employees will suggest improvements and participate in projects (Guo et al, 2017). Staff that feel “looked after” by their employer, will reciprocate by going the “extra mile” (Slack et al, 2015).

4.2 Employee engagement issues identified - Long-standing employee concerns regarding short shift breaks (2x 15minutes and 1x 30minute) (Tan, 2021). Idle-time (time between scans) management, and unrealistic targets (Lecher, 2019). Staff feel their roles are too strenuous (Aspinall, 2013). These roles have concerns regarding repetitive strain injuries (Hanani, 2022). The injuries recorded are three times greater than the average warehouse (Sainato, 2020). Mandatory sixty-hour-week policy during peak period (1 October- 23 December). Staff find peak period even more gruelling (Hamilton & Cain, 2019). Amazon have a prolonged history failing to take action to address these employee concerns (Sainanto, 2020). Instead, these concerns are dismissed and employees feel their justified apprehensions “fall on deaf ears” (Hanani, 2022). A number of theoretical models were considered for this analysis. However, the Hierarchy of needs, Two factor theory, Expectancy theory and Harvard model were deemed most appropriate.





5.0 Main Body
5.1 Maslow’s Hierarchy of needs
[image: ]The model portrays five layers of human needs. Maslow explains the pyramid must be built in sequence from foundation to tip. This ensures basic human needs are met, before an ascension upward can be made (Maslow, 1943). 














Physiological: Basic biological needs; oxygen, sustenance, heat and accommodation (Maslow, 1943). Most of these needs are met external to the business.

Safety: This is partially met externally, through family, emergency services and schools. The business has a duty to provide safe working conditions, under the Health and Safety Working act 1974 (HSE, 2022). 

Social: Again, these needs are partially met externally. The business is responsible for inclusivity and culture. Corporate Social Responsibility (CSR), holds organisations to account for their actions/decisions (EC, 2022). “CSR initiatives have a positive impact on employee wellbeing and motivation” (Monster, 2020). 

Esteem: Maslow indicates this phase has two levels, (i) personal esteem (ii) seeking admiration from peers (Maslow, 1943). Boddy suggests, the majority of individuals have esteem needs in the workplace, However, there is a requirement for recognition from superiors (Boddy, 2011). 

Self-actualisation: Maslow describes this phase as complete satisfaction (Maslow, 1943). 

People have infinite needs/wants and satisfying all demands is challenging (Mullins, 2004). According to Wahba and Bridwell, the needs of individuals hold particular importance to each person. The hierarchy cannot be followed in sequence to satisfy all (Wahba and Bridwell, 1973). Therefore, it appears the model is not always correct, dependent on the individual. Gambrel and Cianci, argue, the is model is unsophisticated and simplistic. Pointing to the facts; Not all needs are attained within work, some needs are met in private life. The model also fails to incorporate instances of destitution/war (Gambrel & Cianci, 2003). Amazon cannot meet all of the needs of all individuals, as the array of needs is too vast and fluid. Final critique, Maslow’s research was conducted in an office-based setting, observing highly educated accountants. This fails to mimic demographics in wider society (D'Souza & Gurin, 2016). 












5.2 Herzberg’s Two factor theory
According to Herzberg, two factors influence staff within the workplace. Motivating factors relate to job gratification and Hygiene factors relate to dissatisfaction (Herzberg, 1959).
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Motivating factors: Mullins states, motivating factors empower employees and have a positive effect on the business. Recognition of achievements, delegation of responsibilities, platforms for growth, suitable promotions and challenges, are provided by competent leaders. These factors unambiguously influence the emotional state of employees (Mullins, 2004).

Hygiene factors: Mullins suggests, hygiene factors directly relate to poor job satisfaction. Failure to address hygiene issues can be detrimental to staff engagement/motivation and business performance (Mullins, 2004).

There is significant overlap between the work of Herzberg and Maslow. Both theorists identified barriers to employee motivation, as depicted Figure 3. Kreitner and Cassidy identified, motivation is an essential contributor in performance. However, it was not the sole contributor; Factors such as, ability, knowledge, feelings/emotions and hindering conditions outside of personal control (Kreitner and Cassidy, 2008). According to Lundberg et al, organisations can utilise the models in conjunction, to gain better a better understanding of collective needs. This allows for deep-dives into issues at specific levels (Lundberg et al, 2008).

5.3 Application of Maslow’s Hierarch of needs and Herzberg’s Two factor theory to Amazon
Physiological needs of employees are not met. There are long-standing concerns regarding short shift breaks (2x 15minutes and 1x 30minute). The issue highlighted by employees is not the allowance, but actual duration spent on-break (Tan, 2021). Employee breaks begin after final scans on the shopfloor, ending once scans are made back on the shopfloor. Staff walking times to recreational areas and time spent in security checks are considered (Sainato, 2020). As a result, there is insufficient time for sustenance and rest (Maslow, 1943). These are clear hygiene factors (Herzberg, 1959). The safety needs of employees are not met. The roles are too strenuous. Employees are expected to stand in stationary positions for up to nine hours (packing/receive), or they walk up to eleven miles per shift (picking/stowing) (Aspinall, 2013). All roles have concerns regarding repetitive strain injuries (Hanani, 2022). Injuries recorded in Amazon warehouses, are three times greater than average (Sainato, 2020). Therefore, safety needs are unfulfilled (Maslow, 1943) and strong hygiene factors (Herzberg, 1959). There are social deficiency needs. The organisation has a mandatory sixty-hour-week policy during peak period (1 October- 23 December), employees have one day off each-week (Hamilton & Cain, 2019). Some employees camp in tents outside fulfilment centres to save fuel expenses (Kentish, 2016). All employees have less time with family and friends. Staff find peak period gruelling (Hamilton & Cain, 2019). Staff are unsatisfied by social needs (Maslow, 1943) and these acute are hygiene factors (Herzberg, 1959). Esteem needs of staff are substandard. Idle-time (time between scans) is heavily managed, including toilet breaks (Lecher, 2019). This is seen as intrusive by staff and a distinct lack of trust. Performance management is also greatly scrutinised. Employees are expected to process a new item every thirty seconds, 1,080 items each-shift. This target has long been contested as unrealistic (Lecher, 2019). Personal improvement plans (PIPs), are utilised when staff underperform. These are used as disciplinary mechanisms. Criteria for completing PIPs, consists of a consecutive month above target. Most associates, remain in the process without completion until dismissed. This is detrimental to employee mental health (Vroom, 1992). No recognition mechanism exists for staff. Employees who achieve target, are seen as having met expectation. Staff are displeased by esteem needs (Maslow, 1943) and these are severe hygiene factors (Herzberg, 1959). Employees cannot reach a stage of self-actualisation, as their previous needs have not been met (Maslow, 1943). Amazon have a prolonged history of failing to take action and address employee concerns (Sainanto, 2020). Instead, these concerns are dismissed and employees feel their justified apprehensions “fall on deaf ears” (Hanani, 2022). This is a critical hygiene factor (Herzberg, 1959).


5.4 Vroom’s Expectancy theory
Vroom identified employee expectation is related to motivation/engagement (Mullins, 2004). According to Vroom, valance and expectancy are the foundation of motivation (Vroom, 1992) as displayed in Figure 4.
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Valance: Vroom describes valence as, a sense of contentment by achieving an outcome. Positive valance can be attained through receipt of something with perceived superior value (Vroom, 1992). “Manual workers are motivated by money more than anything” (Weaver, 1988). Mullins argues, intrinsic rewards such as recognition, can be an excellent motivator (Mullins, 2004). Lack of a recognition instrument within Amazon, provides an absence of valance amongst the workforce. Staff who achieve target, simply met expectation.

Expectancy: Relating to a worker’s confidence/belief in achieving said goals. Valance and expectancy are inherently linked. Referred to by Vroom as “the motivational force” (Vroom, 1992). Unrealistic performance targets (Lecher, 2019) coupled with absent valance, is detrimental to employee motivation/engagement and well-being (Vroom, 1992). 

Instrumentality: Concerning, the belief a worker has in the organisation to deliver desired outcomes (Vroom, 1992). According to Mullins, outcomes are split into two sections. One directly relating to performance, where achievers gain both valance and expectancy. The second, where achievers and underachievers are segregated by the organisation. Achievers are raised by the organisation and not “tarred with the same brush” as underachievers (Mullins, 2004). 

As performance within Amazon is measured on a daily basis, employees are constantly challenged versus unrealistic targets by design. Amazon’s sustained inaction to address these targets, has created a deep divide between the workforce and firm (Sainanto, 2020). Employees have little faith in change, as concerns “fall on deaf ears” (Hanani, 2022).

Contrasting to the theories of Maslow and Herzberg, Vroom’s theory removes labour motivations and focusses on performance outcomes (Mullins, 2004).


5.5 Perspective of Employee Relations (ER)
Amazon adopt a Unitarist position. This position presumes all organisational associates work to common objectives/goals. The embodiment of Unitarist stance, is linked to shared objectives and harmonious working within the organisational pyramid (Kaufman et al, 2021). According to Fox, Unitarist organisations can be compared to sporting teams. Individuals have different roles/positions; however, the objective is to execute a plan and ultimately win. This is achieved through, singular focus, harmonious working, cooperation, energy, effective management, shared goals and team spirit ‘one for all and all for one’ (Fox, 1966, 1974). Contradictory aims are understood to be damaging and undesirable (Fox, 1966, 1974). Whilst on the surface this approach appears ideal, issues exist. Trade-unions are opposed. Therefore, employee representation is non-existent at boardroom level (Kaufman et al, 2021). Consequently, this approach is criticised, for being manipulative and holding influence over employees (Fox, 1966, 1974). This is evident when referring to Amazon, with their prolonged history of inaction to address staff concerns (Sainanto, 2020).






5.6 Harvard model
The Harvard model proposed by Beer (1984), is a model consisting of six mechanisms, situational factors, HRM policy choices, HR outcomes, long-term consequences and stakeholder interests (Beer et al, 2015) as seen in figure 5. The model ensures the business is working towards clear and unified goals (Brunetto et al, 2011). This is considered a soft strategic approach to HRM, where people are the focus. Amazon currently utilise a hard HRM approach. Staff are considered resources that must be controlled to gain a competitive advantage and improve profits (Kane et al, 1999). Appropriate application of the Harvard model, can have significant benefits and improve performance (Bondarouk, & Brewster, 2016). Beer et al state, the ability to influence employees, is a crucial facet within effective HR. An engaged, committed workforce can achieve objectives, competence and become cost effective (Beer et al, 2015). A critique of this model lies in the absence of learning and development (Sanders & Yang, 2016).
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6.0 Conclusion
[bookmark: _Hlk97305753]Research conducted suggests, the foundation for employee engagement is built upon job satisfaction, loyalty and motivation (Slack et al, 2015). The report details issues within Amazon, relating to detrimental factors connected with poor engagement. Firstly, Amazon utilise a hard HRM approach (Kane et al, 1999), where employees are seen and referred to as resources. Categorising together employees, materials and assets is divisive and degrading to staff (Osterby and Coster, 1992). Like most American companies, Amazon have adopted a unitarist position. The approach presumes all employees work harmoniously towards shared objectives (Kaufman et al, 2021). Evidence suggests, the goals of the organisation and employees differ. Fox highlighted, the opposing objectives of employees is seen as unwelcome (Fox, 1966, 1974). True to their unitarist stance, Amazon show little consideration for employee goals. Amazon have a proven and prolonged history of inaction, when addressing employee concerns (Sainanto, 2020). Consequently, Amazon are a classic example of using a unitarist stance to manipulate and hold influence over employees (Fox, 1966, 1974). As a result, Maslow’s hierarchy of needs indicates, employee physiological/safety/social/esteem needs are not met (Maslow, 1943). Failure to consider walking-time/time-at-security (Sainato, 2020), means time for sustenance and rest is insufficient (Maslow, 1943). Relating to safety (Maslow, 1943); There is excessive standing/walking, repetitive movement (Aspinall, 2013) and a disproportionate injuries rate (Sainato, 2020). Mandatory overtime during “peak period” is gruelling for employees (Hamilton & Cain, 2019), reducing rest and creating social deficiency needs (Maslow, 1943). Micro-management of staff idle-time and performance management (Lecher, 2019), produces esteem needs (Maslow, 1943). Amazon displays lacking trust in staff by managing toilet breaks and staff feel this is intrusive. Unrealistic targets (Lecher, 2019) and abuse of PIPs, is detrimental to employee mental-health (Vroom, 1992). Amazon are clearly micro-managing staff to gain a competitive advantage and improve profits (Kane et al, 1999). Absence of recognition mechanisms, contributes to lacking engagement. Amazon fail to use intrinsic rewards such as recognition, to motivate and engage staff (Mullins, 2004). Vroom’s “the motivational force” cannot take effect, as there is an absence of valance and expectancy amongst staff (Vroom, 1992). Herzberg would conclude, there are many hygiene issues within Amazon that must be addressed, before staff can engage (Herzberg, 1959). 






7.0 Recommendations 

· Introduce the Harvard model, as soft approach to HRM (Kane et al, 1999). Bondarouk, & Brewster state, appropriate application this model, can have profound engagement benefits and improve performance (Bondarouk, & Brewster, 2016). According to Beer et al, the model can enable an organisation to evaluate the Four Cs of Human Resources, competence, commitment, congruence and cost-effectiveness. Beer et al claim, "In the long run, striving to enhance all four Cs will lead to favourable consequences for individual well-being, societal well-being, and organizational effectiveness” (Beer et al, 2015). Highlighting these four key elements, will force the organisation to confront and resolve hygiene problems, as the productivity benefits/profits are too great to deny. As a consequence, it will also drive improvements for staff and improve engagement.

· Rename Human Resources ‘Personnel department’. As argued by Osterby and Coster, categorising staff, materials and assets together is undignifying (Osterby and Coster, 1992). As per Flippo’s definition of PM eludes, people are seen as beings, rather than as objects (Flippo, 1968).

· Introduce HR presence at Executive Board level. Beth Galetti, “Senior Vice President of Human Resources at Amazon”, (Amazon, 2022) is a glaring omission.
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