Adekoyejo Sobola (1601748)
 HOW AMAZON’S HR STRATEGIES CAN CREATE SUSTAINABLE COMPETITIVE ADVANTAGE FOR THE ORGANIZATION




How Amazon’s HR Strategies can create sustainable competitive advantage for the organization
Undoubtedly, Amazon is one of the most successful companies in the world ( Forbes Media LLC, 2017). The company say it “Hires and Develop the Best”, however the company has a huge staff turnover. The level of attrition is not sustainable in the long term. (KANTOR & STREITFELD, 2015) Amazon must review how Staff that contributed to the success of Amazon leave because of being worn out thereby, leaving only the most committed staff, therefore, the company’s HR must act to ensure a sustainable competitive advantage for the organisation.
(CIPD, 2009) Claimed that high labour turnover has a minor negative effect on some companies. (Ritzer, 2014) Advocated that despite MacDonald’s high turnover, Macdonald has dominated its market just as Amazon is doing. But Amazon need to improve the negative public perception
The constant turnover increases recruitment and selection process cost, cost that include advertisement, management time, training cost, induction training time, recruiting cost, Productivity of Co-workers reduces when an employee leaves, reduced productivity during training, Administrative Cost; e.g. pay check discontinuance, operational costs; e.g. the cost of hiring outside employees for cover during vacancy (Hom & Griffeth, 1995).
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Conduct external and internal analysis of operating environment
For Amazon’s HR to create a sustainable competitive advantage they must conduct both the external and internal analysis of operating environment. Surely, they would have used the different analysing tools to access the external such as Porter’s 5 Forces, PESTEL analysis, SWOT, and to access the internal environment, they will use the value Chain analysis, BCG Matrix.

(Taylor, 2014) advised two strategies 
1.	Resourcing strategy 
2.	Talent management strategy.


 Resourcing strategy
Covers the workforce, and the purpose is to ensure that the organisation meets its long-term staffing objectives. This has to do with staff recruitment and retention.
Talent management strategy
Is a strategic management of recruitment, selection and career development of key staff, keeping and the high-performers and how to keep potential future high performers?
However, Barney 1995 suggested another tool called VRIO. This tool can be used to analyse firm’s internal resources.
Hire HR with experience:
Rossman the former HR director said sometimes they don’t get it right (Rossman, 2016). The HR department needs over hauling. Amazon need to employ highly experienced and highly capable team of HR specialist to handle selection, recruitment, appointment, training and development with performance standard and measurement. The HR must improve review the job selection process. Proper job analysis, description, specification and competency analysis and competency framework need to be carefully reviewed (Martin & Whiting, 2010)
Give HR leadership position: 
If Amazon is serious about solving the attrition problem, an Experienced HR expert must be appointed into the board level of the company. The HR specialist be responsible for HR strategies and HR planning on workforce. (Taylor, 2014) Opined that HR planning is responsible for assessing an organisations position in relation to labour market and is also responsible for forecasting and formulating responses for labour situations. VP of Global Talent Acquisition/ Human Resources must be elevated to board level.

Recruiting from other countries & flexible work 
To continue to recruit best talent, Amazon must seek to recruit from other countries especially from UK and India. Strategically Amazon can fully utilise its presence in different countries by moving Staff around to locations where needed. Amazon can tap into the Indian tech pool by introducing flexible work opportunities as Employees are increasingly willing to sacrifice the additional benefits that come with a permanent job (The Economic Times, 2017). 

The Pull factor: there is positive attractions outside like other well paying High tech companies therefore Amazon must increase job satisfaction.
Push Factor: this is the perception that something is wrong within the company, Amazon must identify the root cause of dissatisfaction and perception of unfairness must be addressed, Amazon could improve the selection and training process and the supervisory and mentoring processes (Taylor, 2014).
[bookmark: _Hlk504661398]Not every staff is confrontational or like to work in stressful atmosphere, especially women, the HR must create atmosphere that works for different staff to perform to their best. An example is the former Amazonia who is now the Chief Engineer at Facebook. It is expedient to remember that for any successful team, there are nine essential team roles as suggested by (Belbin, 2010), and each team member is valuable.

Barney and Porter’s position
(Barney, 1995) Proposed that Competitive advantage means superior performance relative to other competitors in the same industry or superior performance relative to the industry average. But, (Porter, 1985) on the other hand, said there are two basic types of competitive advantage a firm can possess: low cost or differentiation. Amazon has achieved cost leadership and can offer consumers the products at lower, but Amazon’s challenge has been attrition.
Fig 2

[image: ]
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Furthermore, Amazon achieved Differentiation in many ways, especially through a differentiated Strategy.
In a differentiation strategy a firm seeks to be unique in its industry along some dimensions that are widely valued by buyers. Amazon pursues a differentiation strategy as they engage in purposeful Darwinism, it is a strategy that has worked for them, but it has put them in terrible public perception.  Amazon seeks to be a cost leader (Porter, 1998) by paying staff less compared to competition, and this is another competitive advantage. 
Talent management strategy
To have a Competitive Advantage over competition, Amazon HR must continue to identify the very important talent among the present staff and future recruits (Taylor, 2014). The 
•	Valuable talent
•	Rare talent
•	Inimitable talent
•	Organised or irreplaceable staff.

Performance measure
Amazon already use data to measure performance, maybe Amazon can categorise staff into different groups because not all staff are entrepreneurial but still very capable and effective. Cardy & Miller (2007) Further argues in favour of staff segmentation and categorisation. Rather than cutting staff arbitrarily, a more suitable position should be found for the supposed underperforming staff.
Resourcing strategy
Amazon HR achieved alignment with business objective, and it has given Amazon a competitive advantage (Boxall & Purcell, 2008). Furthermore, (Miles, et al., 1978) Suggested three strategies
· Defender strategy: Amazon must use this strategy to protect its current market share and growth. Amazon must defend its present position as a market leader but faces challenges from competitors.
· Prospector strategy: Amazon must continue to be opportunistic and flexible as the company is a very innovative company, staff are trained to be entrepreneurial in mind-set, they are thought to own the jobs, take risks, this is vital to surviving in the high-tech industry. Amazon must continue to encourage collaboration and team working and less rivalries.
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(The Seattle Times, 2018)
· Analyser strategy: because Amazon is a disruptive company, they are constantly looking for both new and existing industries to invest in, they diversify like the purchase of Whole Foods etc. these diversifications creates new jobs. It must be used as USP in recruiting besides underperforming staff in one area may perform better in another division rather than laying those staffs off.
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(Kane, 2018)

Amazon must mix all these three strategies as it is competing at different fronts. Therefore, the HR recruiting strategies must be tailored specifically to each industry or service.

The Resource Base Views
In this strategy Amazon would look inward rather externally to the existing human resources the organisation already possesses.  Amazon must identify special attributes of its staff and compared them to competition.  Taylor (2014) suggested that human resources is now a key differentiator especially knowledge and specialist skills. He further opined that long term Competitive advantage can be achieved by the attained and sustained by how quickly, a company can develop and grow their human capital. Amazon has done well to continue to replenish staff loss despite the high turnover of staff but for how long? Contrary to Resource Base Views that believes effective retention of staff is crucial, Amazon has done well despite the continuous loss of staff to competitors.
The VRIO
(Barney & Wright, 1998) developed VRIO, a tool used to analyse firm’s internal resources and capabilities to find out if they can be a source of sustained competitive advantage. VRIO analysis stands for valuable? Rare? Costly to imitate?  Organized to capture value? A resource or capability that meets all four requirements brings a competitive advantage to the company. Amazon’s “Purposeful Darwinism” is a competitive advantage. To Amazon it is 
· [bookmark: _Hlk501311683]Valuable 
· Rare
· Inimitable
· Organised
•	Valuable it has been the bed rock of Amazon’s success, they deliberately cut underperforming staff and retaining the best
•	Rare it is an unusual system that is not supposed to be sustainable
•	Inimitable no company will risk the system, or they will suffer huge loss
•	Organised Amazon designed the system to recycle staff to get fresh and new ideas.
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(Barney, 1995)
By developing them inside the company. A firm can achieve cost or differentiation advantage when it develops VRIO resources, unique competences or through innovative processes and products.
VRIO resources. Amazon answer yes to the four VRIO questions (valuable, rare, hard to imitate and organized). No company can replicate Amazon’s cut throat system. Amazon have other resources with VRIO attributes:
Intellectual property (patents, copyrights, trademarks) Amazon has unique and recognisable products such Amazon prime, Kindle, AWS, IMDb, Whole Foods Market, Alexa Internet etc. they are attractive products that staff will want to be associated with. Also, the company is very innovative, tech guys would love to work for such organisation.
Reputation: Amazon already has a brand recognition and must continue to capitalise on it. 
Brand equity: Amazon is the most valuable company in the world this is also a USP for the HR team in recruiting the best.
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(Johnson, 2018)

Know-how: Amazon is clearly a leader in e-commerce and cloud computing, they are challenging in the Cloud business which is the most profitable out of Amazon’s portfolio.
Unique competences. Competence is an ability to perform tasks successfully and is a collection of different but essential skills, knowledge, capabilities and processes. Any company that attained competence in producing a new innovative product would get a temporary advantage until other companies are able to replicate the processes, skills, knowledge and capabilities needed for that competence.

[bookmark: _GoBack]Innovative capabilities. Company can gain superiority through innovation. Innovative products, processes or new business models provide strong competitive edge due to the first mover advantage. The Amazon cashless and Cashierless shop is an advantage (Barney, 1995).

Competing in the labour market
(Garcia, 2017) Proposed that the tech talent Amazon needs, will seek employment at companies like Alphabet Inc. i.e. Wall-mart, google and Twitter. Amazon must go to Universities, Colleges, and High schools to convince prospective staff to join them.
Amazon must have a strategy to compete in the tight technical market as the company is a high-tech organisation. Skilled staff are hard to find, and there are constraints in recruiting and retaining staff (CIPD, 2013).
But Higgs 2004 suggested a model strategy on Culture and Salary. Amazon is not an employer that pays well neither does it have a great working conditions, Amazon is easily classified as an ‘employer of churn’ because pay is low compared to competitors, and staff are poorly treated, but Amazon can turn it around like McDonalds (Overell, 2006). Amazon average staff One-year tenure is still better than that of MacDonald’s four months.
The Amazon Brand is still an attractive brand to work for, however Amazon must ensure that they are an ‘employer of choice’ and not of a ‘challenge’ for people to work for a long time and not to see how long they can last, as Amazon has expended time, money, training on their staff and then lose to competition is a huge talent drain and consequently empowering competition.
Culture
Amazon must address the gender gap — unlike Facebook, Google or Walmart, Amazon currently have a single woman on its top leadership team. Amazon must value diversity and the Working environment needs improving. Culture can give a competitive advantage and Jeff Bezos said is committing all his energy in maintain the Amazon culture. The Amazon culture which is guided by the 14 leadership steps ( Amazon.com, Inc, 1996-2017) has made Amazon to be the most valuable tech company despite the attrition. However, there is a flaw in the system that contributes to high staff turnover, it needs to be adapted or amended to meet modern business climate.
Benefits
As alluded to before, salaries and benefits such as maternity and paternity leave and bonus, shares
must be competitive and above industrial rate to keep talented staff.
Workplace satisfaction
It is recommended that Amazon, Amazon must form project teams to oversee employee contentment as recommended by Howard & Gould (2000). Amazon must also do all they can to reduce occupational stress (Stein, 2001), and managers and supervisors with Jeff Bezos must be trained to recognise the effect of work place stress. There must be a realistic job expectation.
The company must institute work life balance in their policy and the policy can be best formulated by discussing with the staff, likewise, Amazon should recognise staff happiness, as money is not necessarily a motivating factor for employee as (Herzberg, et al., 1959) concluded.
Employee satisfaction, performance, and commitment can be improved by Happiness and meaning in the workplace (Taylor, 2014). Competitors provide gyms and other fitness facilities for their employees, amazon should do same. It is important for managers to develop high trust relationships within the first three months of new employees. Mangers also need training to know how to motivate and inspire productivity and loyalty among their subordinate’s these employees are more valuable than the other tangible assets (Webster , 2001).

[bookmark: _Hlk504676081]Conclusion
Amazon’s HR Strategies can create sustainable competitive advantage for the organization by actively seeking to reduce staff attrition. By improving the Resourcing strategy and Talent management strategy. Amazon must Hire HR team with experience, give HR leadership position in the boardroom, recruit from other countries and provide flexible work. 
The effects of Pull factor must be reduced by paying competitive salaries as other High-tech companies and increasing job satisfaction by reducing the Push Factor: this is the perception that something is wrong within the company, Amazon must identify the root cause of dissatisfaction and perception of unfairness must be addressed.
Purposeful Darwinism, must be discouraged and staff can be moved to other suitable positions in the organisation, Performance monitoring needs to be fair and managers and supervisors should be properly trained to lead and motivate their staff.
Defender strategy: Amazon must use this strategy to protect its current market share and growth. Amazon must defend its present position as a market leader.
The staff must be treated as Valuable, Rare, Inimitable, organise. As an innovative company tech talent will still want to work for them. The company is very innovative, tech guys would love to work for such organisation.
Reputation is key in modern business, if Amazon does not change, very soon it might face a public backlash that may be disastrous. The success of the company was built on the staff’s Know-how, Unique competences, Innovative capabilities. 
Amazon cannot forget competition as it is Competing in the labour market therefore the Culture and Benefits must be attractive enough and workplace satisfaction must be conducive to attract and retain crucial tech staff.
Amazon will continue to prosper if they continue to remember that, for twenty years, the company was built up by the people and not the new robots.
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