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5 Executive Summary

This report analyses the problem of motivation within a small local supermarket setting. Using concepts from session one in Preston's (2011) 'An Introduction to Human resource Management'. Once analysing the situation this report aims to give solutions or recommendations to improve the motivation of staff leading to higher productivity and more acceptable levels of absenteeism.








6 Part 1 (a)

The scenario being used in this report regards to a previous work situation where motivation and a high level of absenteeism and employee resignation is a big problem. The job involves a high level of customer service in a small local supermarket environment. The problem from an employee point of view was a lack of motivation for the job leading to a high staff turnover, with very few members having served longer than 2 years. The job description of shop assistant in this business involves stock control and rotation, Till or point of sale management and general service, dealing with customer queries etc. By applying theories from session 1 of 'An introduction to 'Human Resource Management' (Preston 2011), this report sets out to highlight

and analyse the issues raised in this work situation and to give a suggested solution to how this could be overcome in the future
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9 Part 1 (b)

Motivation for people to work is a key concept in HRM and there are many different reasons apart from just making money. Working in a supermarket situation, as with other business has benefits for employees like being part of a team, fulfilling a purpose or the idea of helping someone else with queries and issues. The issue with the work situation described in Part A is that the main thought of most employees is that it is just a job; a way to make money and is only slightly better than being on job seekers allowance.   As Preston (2011) states a happy and motivated workforce is a key component in a successful business and it is clear that job satisfaction in this situation is lacking which in turn is most likely affecting the supermarket, leading to it not be as efficiently run as it could be.

Using Maslow's (1943) theory on motivation as a psychological need it is clear the employees needs aren't being met.

As the diagram shows there are needs that must be met before the next level can be fulfilled. According to Maslow (cited in Preston 2011) “A need is not effective as a motivator until the lower level needs are met”. To apply this to the work situation, even the physiological needs are not met as the salary is minimum wage. The job includes no health care insurance

or pension plan which negates the safety need being fully met either. The relationship need can be met through office get togethers which is always organised outside of work rather than management making the effort. There is very little positive feedback on the job which acts as a negative action for motivation from the staff. With management picking up on all the negative work practices and no praise for good work the staff motivation levels are low and tasks are done to the minimum amount of effort because there are no procedures in place to award good performance. In this situation none of the levels can be fully met meaning the highest goal of 'self-actualistion' is never achievable. The work is very repetitive and not greatly challenging meaning staff have low motivation which leads to high levels of absenteeism leading to most of the employees actively seeking alternative employment and also low productivity of the current workforce.

The other issue linked to de-motivation of the employees in this situation is the way the management treat the staff. Using McGregor's (1960) motivation model on the two different perspectives on individuals at work, it is apparent that the managers have a 'theory X' style. Theory X style managers assume employees dislike work and are only motivated by the money therefore they are lazy and should be tightly controlled. This attitude leads to a divide between the shop floor staff and the managerial staff in the office. This divide causes a lack of respect

for the authoritative figures and low motivation to do well.




10 Part 1 (c)

Motivation will always affect people at different times and different ways, so resolving the issue completely is almost impossible as no matter what the management does, some employees will still find the job uninteresting due to personal preferences. However to try and resolve this issue the first thing to look at would be to raise motivational levels. This will directly affect absenteeism and lead to happier staff. Maslow's physiological need might be difficult to meet straight away as to raise the salary the business would need to make more profit, so first the management should work on raising the productivity level of the staff and make it a happier work environment so customers notice a change. Happy customers will buy more if the staff are more helpful and motivated to sell. One suggestion would be to regularly review how each employee feels and allow for more positive feedback from the managers. Constructive criticism is needed but the staff will be more motivated if they are given encouragement to do their job well. Perhaps introducing a bonus reward scheme where employees are regarded for high performance, even if it's in the form of vouchers to spend in store. An employee needs to feel valued and part of a team so perhaps team building activity days might be helpful. If management give time to the employees and show they care this will lead to higher motivation. Promotion and potential

for forwarding a person's career path also raises motivation but as this is a small local business this is rarely an option, however managers should make it clear that there is always an opportunity for internal promotion when the option arises and encourage employees to work hard and strive to be better. Perhaps introducing fun little things like employee of the month to make work more fun.




11 Part 1 (d)

One website that gave additional information on Mcgregor's (1960) theory X and Y motivation model, ACCEL (2011) http://accel-team.com/human_relations/hrels_03_mcgregor.html, accessed on the 02/01/2012. This website went into more detail on this model than in the study book. The site's information is trustworthy for users as it is used by business's management to improve productivity for human resource department across the UK and internationally.

The second website gives information on what managers can do to improve motivation for it's employees. Worman, D. (2010) 20 ways to motivate your employees
without raising their pay. http://www.biztrain.com/motivation/stories/20ways.htm. Accessed 02/01/2012. this was helpful to start thinking of ways to raise motivation for this work situation.
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13 Part 2

This short report refers to the TGF discussion “Work: pleasure or pain? ”. This discussion was to help students reflect on previous experiences of work and how it can relate to why people want to go to work. Job satisfaction was a big discussion area as it makes a difference to motivation levels, absenteeism etc. Another interesting discussion point was about social interaction. Sometimes a job is made better by the people you work with. From personal experience there are days in the reported work situation in this assignment that only made it acceptable because of interaction with other people. Working with people who you don't know or don't have things in common with can make the workplace an unhappy one. There was a lot of discussion on Maslow's Hierarchy of psychological needs which show this theory was quite important in terms of motivation and HRM. This model is a good talking point because it can be applies to everyone’s work situation to see what level people are at. As one student in the discussion said,   “... people spend 1/3 of their lives at work. ” so making work a pleasurable experience is important.

-----------------------

[pic]Figure 1.1 Maslow's Hierarchy of psychological needs (Source: Maslow, 1954, in Chapman 2004
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