 PROJECT INITIATION DOCUMENT (PID)

Driving Change and Building Business Cases - 

Investigating a Business Issue from a HR Perspective

Students Name: Grahame Chapman
INSTRUCTIONS:

Give as much justification as possible for every question asked.  This means, you must not limit yourself to just stating WHAT you believe is an appropriate response, but WHY.

ALWAYS provide an outline of the financial and cost imperatives associated with your report tasks.  Imagine you must be able to SELL your project idea.

Put effort into the PID and your will benefit from this when it comes to undertaking the research.  Use your skills as a “Thinking Performer” and take the “Business Partner” approach.

PID submission date detailed on the IBI Activity Schedule

	1. Name
	Grahame Chapman

	2. Organisation name:
	HMT Sancta Maria Hospital


	3. Type of business:

Nature of business and customer profile:
	Hospital - Private Healthcare 


	4. Number employed by organisation:
	170

	5. Number employed within human resources (HR) department (if applicable):
	1

	6. List the main HR functions that are undertaken by your organisation:


	Generalist HR Duties 
· Recruitment, Selection, Onboarding

· Employee Relations (Disciplinary & grievance) 

· Absence Management 

· HR Admin of employee lifecycle (Induction, appraisals, supervisions, contract changes) 

· Maintain HR Systems 

· Maintain LMS systems

· Monthly KPI reporting 




	7. Your job title:


	People Relations Associate 

	8. How long have you been in this job?
	3 Years 

	9. Outline main purpose of your job:


	Provide Generalist HR support to HMT Sancta Maria Hospital and HMT central Services 

	10. List the HR responsibilities within your job:


	· Recruitment, Selection, Onboarding

· Employee Relations (Disciplinary & grievance) 

· Absence Management 

· HR Admin of employee lifecycle (Induction, appraisals, supervisions, contract changes) 

· Maintain HR Systems 

· Maintain LMS systems

· Monthly KPI reporting
· Generalist HR support 

	11. Who is the person mainly supporting your report (Sponsor)?  State their job title and their relationship to you:


	Name: Helen Rees- Byrne
Job title: Commercial Manager 
Relationship to you: Line Manager 



	12. Aim of report:

In no more than twenty words, state the overall aim of the report.  Here you need to compile a sentence that communicates clearly what you intend the report idea to achieve.

Aim: Analyse the effectiveness of Sancta Maria’s induction process and its impact on completion rates.  
TOP TIP:  KEEP IT SPECIFIC.  IMAGINE YOU ARE A SELF-EMPLOYED CONSULTANT DETERMINING THE PARAMETERS OF YOUR report FOR WHICH YOU WILL GET PAID.  A CLEARLY STATED AIM HELPS TO ACHIEVE PARAMETERS AND SERVES TO ESTABLISH THE BASIC DESIRED OUTCOME OF THE report.  ONLY WHEN WE DELIVER ON THE AIM, SHOULD WE EXPECT TO GET PAID BY OUR PAYMASTER.

	13. Objectives of report:

List four objectives that are each directly related to the report aim.  Here you must ensure the objectives are SMART (specific, measurable, achievable, realistic, time bound).  Essentially, objectives are steps you need to take to achieve the report aim.  Each objective must begin with a verb that states clearly how the objective is to be undertaken.  

Objectives
1 Undertake primary research (focus group data) to identify any organisational trends or barriers faced by staff and line managers in undertake the current staff induction programme within Sancta Maria Hospital. 

2 Examine the organisational impact of poor induction rates by analysing secondary research and comparing this to existing staff turnover and exit interview feedback to identify whether there is a correlation between induction completions and staff turnover within the organisation. 
3 Identify from the research conducted improvements that can be made to the induction process to improve completion rates, effectiveness and to maximise the benefits as an onboarding tool. 
4 Critically analyse various literary sources to help understand any significant trends identified in the primary research and whether it supports changes in methodology in the induction process. 
TOP TIP:  KEEP OBJECTIVES SIMPLE AND ADHERE TO SMART PRINCIPLES.  THE OBJECTIVES ARE THE STEPS YOU WILL TAKE TO DELIVER ON THE AIM OF YOUR report.  AGAIN, THESE ARE MEASURABLE PARAMETERS AND SERVE TO DEMONSTRATE A LOGICAL AND EASILY UNDERSTANDABLE APPROACH TO SUCCESSFULLY COMPLETING THE report.  OBJECTIVES ARE ALWAYS AGREED AND “SIGNED OFF” BY YOUR PAYMASTER SO THAT BOTH PARTIES KNOW WHAT IS BEING CARRIED OUT AND IN THE END, PAID FOR.



	14. Give an outline of the sorts of tasks and questions you want to undertake and ask that will allow you to deliver on your objectives and ultimately achieve your aim.

Questions relevant to objective one:

· Does internal reporting identify any specific departments that are failing to undertake inductions

· Did staff in the focus group receive an induction and to what extent. 
· How was the staff own experience of the induction process.

· Did they face any barriers to completing the induction process. 

· Any areas of the induction process that they felt worked well 

· What do staff think could be done to improve the process
Tasks relevant to objective one:

· Review Sancta Maria Hospital induction report for completion data. 

· 2 x Focus Groups – Focus group with line managers to gain an understanding of their experience of the induction process and barriers they face in, and focus group with starters who have joined within the past two years to understand their experience and views. 

Questions relevant to objective two:

· Is there any correlation between staff leavers and induction completions? 
· Does data highlight any trends in staff leaving within a year of employment commencement and the completion of their induction. 
· What is the impact on Sancta Maria if any trend is identified? 

Tasks relevant to objective two:

Review Sancta Maria Hospital leaver report to identify leavers within past 24 months.

Review exit interview feedback of relevant leavers to identify whether induction was completed
Questions relevant to objective three:

· What works well in the induction process
· What could improve the process

· Anything currently missing that would be beneficial through the process

· Can further support be provided as part of the process

Tasks relevant to objective three:

Focus Group feedback from staff and line managers 
Questions relevant to objective four:

· What does secondary sources of research say about the induction process
· Are there trends across other sectors that can this primary research can be benchmarked against. 

· What if any best practice is recommended through secondary sources

· How can this information help in the context of reviewing Sancta Maria’s own induction process
Tasks relevant to objective four:
Review secondary sources of literature including books, articles, and journals, Does literature propose best practice methods or identify any trends associated with low induction return rates. Can analysis of this literature support any proposed changes identified in the primary research or does it contradict the information collated. 
TOP TIP!  THE MORE TIME YOU TAKE EARLY ON IN YOUR REPORT TO WORK OUT WHAT YOU ARE GOING TO ASK AND WHAT YOU HAVE TO DO, THE MORE TIME YOU WILL SAVE LATER ON.


	15. What is the business case for considering undertaking the report?  Here you need to justify how achieving the report aim will advantage and benefit the business and its stakeholders. For example, savings, gaining intelligence of competitors, promoting innovation, and return on investment.  

Alongside the necessity for a meaningful induction process to set expectations, outline working practices and processes, and ensure staff adhere to compliance requirements such as Health and Safety and internal policies, registered hospitals in Wales are required in Wales to demonstrate the completion of an induction programme for each new member of staff as set out by the Healthcare Inspectorate Wales (HIW). Based on current induction completion rates, there may be insufficient evidence to demonstrate that Sancta Maria are fulfilling this requirement which could lead to operating sanctions by HIW. 

There has also been a significant rise in Staff Turnover following the move to their new site in the SA1 area of Swansea in 2021 with no cause currently identified. It may be that a failure to conduct a thorough induction programme is leading to higher turnover rates with certain groups of staff which if corrected, could save money in the recruitment and onboarding process and ensure sufficient staffing levels for the hospital. 

Finally, Sancta Maria advocate the importance of their staff development as a key to their organisational Values. Whilst the induction process should provide a key opportunity to capture this expectation for new starters, secondary research will help identify whether a failure to conduct a meaningful induction process has a detriment of the staff experience or staff turnover. 
Recommendations made based any improvements identifiable from the report should create a better staff experience and engagement which is beneficial to Sancta Maria in terms of staff retention and performance. 
TOP TIP:  NO BUSINESS CASE?  BIN REPORT, START AGAIN - BETTER NOW THAN LATER!

	16. Identify the risks associated with the report and how these could be overcome.

Preconceived assumptions over the current issues is a key area for consideration and can be overcome with awareness of the issue to ensure questions during the focus groups are open and not closed to ensure an un-bias research project.  Awareness of any bias can help overcome these concerns in ensuring a fair methodology is undertaken and results are analysed free of any bias to ensure the organisation benefits from the outcome of the results. 

Sample size of the research and methodology used is also an area for concern in ensuring it gives a fair set of findings. Whilst Sancta Maria Hospital currently has 170 staff, 60% of staff started over two years ago and may therefore provide irrelevant feedback as to the induction process as it has changed significantly since the move to the new hospital. Therefore, selecting a sample that can comment on the induction programme would be relevant to overcome this . 

In selecting the research method, online surveys were considered to maximise reach, however results may be inaccurate as certain departments have more readily available access to emails and therefore the survey may miss key areas for an accurate set of results for analysis. Focus groups have therefore been selected to ensure representation from a relevant sample from all areas of the business. 
Insufficient engagement from all departments could also result in insufficient data being collected. This can be overcome by creating “buy-in” from the senior leadership team and management to ensure each department is represented in both focus groups. Not achieving representation could therefore skew results if a department who is particularly good or bad with induction returns aren’t present as we would be unable to get their views on the process and therefore miss out on key information that could support the development of the project.  

TOP TIP:  THERE ARE RISKS TO ALL RESEARCH PROJECTS HOWEVER, GOOD THEY MAY SEEM!  THE SKILL IS TO IDENTIFY AND MANAGE THE RISK(s).


	17. List the resources you will need to make your report a success.  State why such resources are needed.  These may include, people, time, cash, technology, data.  Identify any constraints that you may encounter and explain how you would overcome these.

· Time to conduct research – 7.5 hours of my own time during my contracted hours. 
· Time of 10 Line managers to undertake focus group – To get a view from line managers as to the effectiveness of the induction process and what improvements are required. 

· Time of 10 staff to undertake focus group - To get a view from line managers as to the effectiveness of the induction process and what improvements are required. 

· Exit interview feedback – to analyse whether leavers in the past two years had an induction or any feedback on their induction process

· Staff data reports – review number of staff who have completed inductions within the past two years to identify any trends e.g. particular departments who have a better or worse induction rate to cover during focus group. 

To overcome the requirements have been set out to the management team within Sancta Maria Hospital to create “buy-in” and support the release of staff to attend the focus groups. 
TOP TIP:  THE ASTUTE MANAGER IS FULLY AWARE OF THE REQUIRED RESOURCES AND THEREFORE, BUILDS POSITIVE RELATIONSHIPS WITH PEOPLE WHO CAN HELP HIM/HER IN OBTAINING SUCH RESOURCES.  IT IS ESSENTIAL TO IDENTIFY ALL RESOURCES AT THE BEGINNING OF A PROJECT SO THAT YOU CAN INCLUDE THEM IN YOUR COSTS. 

	18. State what method you intend to use to collect your primary data.  For example, questionnaire, interviews, telephone surveys, focus groups etc.  Outline why a particular research method was chosen over alternatives.

Focus groups, review of induction completion rates, undertaking of exit interviews/ review of current exit interview feedback to review feedback obtained on the induction process.  
As mentioned, 60% of Sancta Maria’s 170 staff started with the organisation prior to 2021 and prior to the move to the new hospital. As the hospital and practices have changed significantly it would offer too much irrelevant information to send a general survey to all staff to enter as info on an induction complete 10 years ago would be irrelevant for the requirements of this research. 

Consideration has been given the assessing the views of staff who completed the induction process in the past in a third focus group however since the move to the new hospital in 2021, the scope of the induction process has changed dramatically in both terms of the scale and structure of the organisation. Therefore it would be challenging to benchmark the results of historic starters experience of the induction process in the old site as it would naturally be very different to the requirements expected at the new site. 

A review of the induction process completion rates will however be considered for the past five years to identify whether it is an issue that has arisen since the move to the new site, or if it has been an ongoing issue at Sancta Maria Hospital. 
To also avoid closed questions in order to clearly review the information, a focus group was chosen as it offers the best opportunity to speak with a range of staff from different levels and different areas within the hospital to gain a better understanding of issues faced across the organisation. 

Conducting a focus group also give the opportunity to engage participants and gain a more detailed insight into the key issues as opposed to a survey which may not capture pertinent points that staff may wish to raise with a set of questions that aren’t open for discussion. 
A focus group should also give the best opportunity for constructive feedback on the induction process and staff discussing the key issues could help them collaboratively identify areas that can be improved and how this would work in practice across the whole hospital. An open discussion also provides an opportunity to “drill-down” on answers by asking following questions to gain more insight, which a pre-set survey wouldn’t be able to capture. 
Whilst there is a risk that the smaller sample size of a focus group could result in reduced external validity, ensuring that representatives from each department and from different levels should mitigate this and offer a fair understanding fo the current practise and issues faced in the current process. 
TOP TIP: CHOOSE AN APPROPRIATE METHOD AND THEN, USING THIS METHOD, ENSURE YOU WILL ACTUALLY BE ABLE TO COLLECT THE DATA YOU REQUIRE.  AGAIN, KEEP IT SIMPLE AND TAKE ADVICE FROM RESEARCH METHODOLOGY TEXT BOOKS AVAILABLE IN THE LIBRARY.


	19. State HOW you plan to collect primary data and justify the appropriateness of your chosen research method.  Consider whether or not you will be given or denied access to personnel and why.

During the focus group, an explanation and overview of the process (and requirements for consent) will be provided with each group asked the same set of questions. This should help gain qualitative feedback using the group dynamic to promote discussion, idea sharing and debate. Set questions will be asked but in line with the benefits of a focus group, pertinent points can be focuses on and discussed as a group. 
Quantitative primary data will also be obtained from staff reports which can identify induction return rates, spot any departmental trends, and staff leaver trends.  
As the research offers the opportunity for organisational development, access to personnel data has been granted to support the development of a meaningful induction process and there are no access issues as part of the research report.  

TOP TIP:  BE SURE THAT THE METHODOLOGY YOU USE TO COLLECT YOUR DATA IS APPROPRIATE AND AFFORDABLE IN TERMS OF YOUR TIME.  KEEP IT SIMPLE!  DO NOT MAKE YOUR LIFE DIFFICULT.

	20. State from WHOM you plan to collect primary data and detail any challenges you anticipate.  Outline how you plan to approach people to take part in your research and why you have chosen such individuals.  State why individuals may agree to take part in your report or indeed, refuse.

Each of the ten department’s within Sancta Maria is led by a “Head of Department”. The Head of Department will be contacted to outline the plan, reasons for, and nature of the research to gain buy-in to speak to staff within each team. Staff from each department will then be asked to engage in the process with Focus groups subsequently set up with representatives from each department in each focus group. 

The aim is to run two focus groups, one group of line managers responsible for leading the induction process, and a second group from staff within departments who have joined the organisation within the past two years. 
These individuals have been chosen as although a smaller sample, will be able to provide the most relevant information in terms of the induction process to understand it from different levels and from across the organisation to get a fair understanding of any issues being faced. 
TOP TIP:  BE SURE THAT THE PERSONS YOU WANT TO PARTICIPATE IN YOUR REPORT ARE THE APPROPRIATE PERSONS.


	21. State from where you plan to collect secondary data.  This means providing an early list of alphabetised websites and a bibliography that details (using Harvard method) the books, journals, research and magazines that you intend to use.

Website addresses:

Approximately 10

ACAS (2015) Acas guide to induction Available at: https://www.acas.org.uk/acas-guide-to-staff-induction 
Howes, J. (2018) Workforce Planning Practice Available at: https://www.cipd.co.uk/knowledge/strategy/organisational-development/workforce-planning-practice?gclid=EAIaIQobChMIx-Sd04Hb_QIVQuDtCh3uEADDEAAYAiAAEgKGg_D_BwE 
Howlett, E. (2020) How to get onboarding right. Available at: https://www.peoplemanagement.co.uk/article/1742140/how-get-onboarding-right 

Maxwell, G. (2022) Stepping up the employee experience. Available at: https://community.cipd.co.uk/cipd-blogs/b/the_people_profession_now_and_for_the_future/posts/stepping-up-the-employee-experience 
McCartney, C. (2022) Induction Available at: https://www.cipd.co.uk/knowledge/fundamentals/people/recruitment/induction-factsheet#gref 
Mohdzaini, H. (2021) Using technology to Improve hiring and onboarding. Available at: https://www.cipd.co.uk/knowledge/work/technology/digital-transformation-insights/improve-hiring-onboarding#gref 
Nunn, J. (2019) The Social Impact of Workplace Inductions. Available at: https://www.forbes.com/sites/forbestechcouncil/2019/04/09/the-social-impact-of-workplace-inductions/?sh=7669bae91f98 

Parrish, M, (2021) 5 reasons why poor onboarding is bad for business. Available at: https://www.linkedin.com/pulse/5-reasons-why-poor-onboarding-bad-business-mark-parrish/ 
Sibisi. S, and Kappers, G. (2022) Onboarding can make or break a new hires experience. Available at: https://hbr.org/2022/04/onboarding-can-make-or-break-a-new-hires-experience 
Sriganthan, A. (2023) Available at: https://www.peoplemanagement.co.uk/article/1811990/majority-hr-professionals-claim-retaining-talent-significant-problem-research-reveals

Books (on topic area and associated subjects):

Approximately 10

Armstrong, M. (2018) Armstrong’s handbook of performance management : an evidence-based guide to delivering high performance. Sixth edition. London ;: Kogan Page.
Bejaoui, A. (2020) ‘Onboarding for Competitive Performance’, in Corporate Leadership and Its Role in Shaping Organizational Culture and Performance. United States: IGI Global.

Cook, M. (2016) Personnel selection : adding value through people - a changing picture. Sixth edition. Chichester, West Sussex, UK: John Wiley & Sons.

Frost, S. and Kalman, D. (2016) Inclusive talent management : how business can thrive in an age of diversity. London, England: Kogan Page.

Inoue-Smith, Y. and McVey, T. (2020) ‘Beyond Onboarding: Building a Culture of Continuous Professional Development for Effective Online Instruction’, in Optimizing Higher Education Learning Through Activities and Assessments. IGI Global, pp. 97–114. Available at: https://doi.org/10.4018/978-1-7998-4036-7.ch006 

Klein, H.J. and Polin, B. (2012) The Oxford Handbook of Organizational Socialization. Oxford University Press. Available at: https://doi.org/10.1093/oxfordhb/9780199763672.013.0014.

Taylor, S., Perkins, G. and Perkins, G. (Graham M. (2021) Work and employment in a changing business environment. London ;: Kogan Page.

Books (on research methodology):

Approximately 3
Anderson, V. (2013) Research methods in human resource management. 3rd edition. London: Chartered Institute of Personnel and Development.

Cameron, E., Green, M. and Davies, M. (2020) Making sense of change management : a complete guide to the models, tools and techniques of organizational change. Fifth edition. London: Kogan Page.
McCalman, J. Paton, R. and Siebert, S. (2016) Change management : a guide to effective implementation. Fourth edition. London: SAGE.
Saunders, M, Lewis, P. and Thornhill, A. (2019) Research methods for business students. Eighth Edition. New York: Pearson.
Peer reviewed research papers:

Approximately 10
Becker, K. and Bish, A. (2021) ‘A framework for understanding the role of unlearning in onboarding’, Human resource management review, 31(1), p. 100730–. Available at: https://doi.org/10.1016/j.hrmr.2019.100730
Caldwell, C. and Peters, R. (2018) ‘New employee onboarding – psychological contracts and ethical perspectives’, The Journal of management development, 37(1), pp. 27–39. Available at: https://doi.org/10.1108/JMD-10-2016-0202.

Chillakuri, B. (2020) ‘Understanding Generation Z expectations for effective onboarding’, Journal of organizational change management, 33(7), pp. 1277–1296. Available at: https://doi.org/10.1108/JOCM-02-2020-0058
Christensen, S.S., Wilson, B.L. and Edelman, L.S. (2018) ‘Can I relate? A review and guide for nurse managers in leading generations’, Journal of nursing management, 26(6), pp. 689–695. Available at: https://doi.org/10.1111/jonm.12601.

Desai, M.N. (2022) ‘Experience as a Double‐Edged Sword: The Relationship Between Prior Management Experience and Job Performance’, British journal of management [Preprint]. Available at: https://doi.org/10.1111/1467-8551.12622 

Gardner, D.G. et al. (2022) ‘Not just for newcomers: Organizational socialization, employee adjustment and experience, and growth in organization‐based self‐esteem’, Human resource development quarterly, 33(3), pp. 297–319. Available at: https://doi.org/10.1002/hrdq.21458.
Gherardi, S. and Perrotta, M. (2016) ‘Re-thinking induction in practice: profession, peer group and organization in contention’, Society and business review, 11(2), pp. 193–209. Available at: https://doi.org/10.1108/SBR-03-2016-0021
Hatva, E. (2012) ‘BRIGHT IDEAS: Optimizing Staff Onboarding’, Biomedical instrumentation & technology, 46(6), p. 451– 454. Available at: BRIGHT IDEAS: Optimizing Staff Onboarding - University of Wales Trinity Saint David (uwtsd.ac.uk)
Sani, K.F. et al. (2022) ‘Digital onboarding and employee outcomes: empirical evidence from the UK’, Management decision [Preprint]. Available at: https://doi.org/10.1108/MD-11-2021-1528.
Vandenberghe, C. et al. (2021) ‘A Dynamic Model of the Effects of Feedback-Seeking Behavior and Organizational Commitment on Newcomer Turnover’, Journal of management,47(2),pp.519–544.Availableat:https://doi.org/10.1177/0149206319850621.
TOP TIP:  REFERENCES TO APPROPRIATE LITERATURE AND OTHER RESOURCES GIVE CREDIBILITY TO ANY PIECE OF WORK – BEWARE OF CUTTING AND PASTING INTERNET MATERIAL AND CLAIMING IT AS YOUR OWN – THIS IS PLAGIARISM IN THE REAL WORLD TOO!


	22. Design a time plan for the lifetime of the report. Begin by breaking down all tasks that need to be undertaken and assess the duration of time you need to devote to each task.  Be sure to show tasks in a logical sequence.  Be further sure that you plan well enough to enable you submit your report on the deadline date.  Include any meetings that you plan to have with your report supervisor at UWTSD.  Be realistic and make your report manageable, account for holidays and other “off-days”.  

Task

Date to be completed

Confirm with Sancta Maria Management team authorisation to conduct research and set out plan 
31st March 2023
Set out to line managers purpose of the research and identify 2 x focus group participants (one group line managers, one group staff) 
30th April 2023
Plan and confirm focus group format, questions, and logistics (e.g. location)
30th April 2023 
Conduct Primary Research of focus groups
31st May 2023
Identify and collate primary quantitative data from staff leaver reports/ exit interviews
31st May 2023
Conduct Secondary research to underpin report and support / contest any findings
15th June 2023
Produce Report of research
20th August 2023
Produce Poster 
10th September 2023
Implementation Plan & Cost- Benefit analysis
30th September 2023 
Prepare Takahashi presentation. 
30th September 2023
TOP TIP:  IMAGINE YOU ARE SELF-EMPLOYED AND WANT TO DEMONSTRATE TO YOUR PAYMASTER EXACTLY WHAT YOU HAVE TO DO TO SUCCESSFULLY COMPLETE YOUR REPORT.  MOREOVER, DATES PROVIDE A TIMELINE TO WHICH WE HOLD OURSELVES (AND OTHERS) ACCOUNTABLE.


	23.  Make a list of questions here that you wish to ask your supervisor about your report.  Such questions could be about:  meeting dates and venues; any forthcoming events that you may have interfere with you completing your report; relevant books, journals, websites, research papers; research methodology; etc etc etc.

Having already spoke to my supervisor and management team about the project who are supportive of the project given the current gap in Sancta Maria Hospital, I have asked the following questions: 
· Set out and confirm my plan for primary research and confirm this is suitable with the hospital management.

· Confirm consent of use of data such as staff reports and exit interview data. 

· Request permission to reach out to Head of Department to plan focus group participants

· Discuss logistics of conducting focus groups e.g. use of Sancta Maria Meeting room. 

· Ask if there is any perceived issues that the management team would want me to ask any questions on as part of the focus group. 
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