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Introduction and purpose
Building on my Organisational Sustainability Assessment which was circulated last month, this proposal details a Human Resource (HR) sustainability initiative that will go beyond current initiatives and help realise tangible business benefits. 
Griffiths current corporate sustainability strategy, known as the Sustainability Challenge 2019 – 2021, sets Economic, Social and Environment objectives and targets which measure the positive impact of sustainability initiatives across the business. It is an extroverted, defensive strategy which demonstrates compliance with market and social requirements rather than delivering internal benefits, such as risk mitigation / management and employee motivation management (Galeitzke, Orth, Kohl, 2019).
As identified in my previous assessment, in its current form, the Sustainability Challenge is more a near-term plan for measuring and reporting environmental, social and economic impacts demanded by clients and used to enhance reputation. However, should it be approved, this proposal will show how the employment of apprentices and graduates can create shared value (CSV) and supersede our current corporate social responsibility (CSR) approach, as described by Porter and Kramer in their 2011 article How to reinvent capitalism — and unleash a wave of innovation and growth. It will exceed the requirements of our public sector clients - helping us secure more work, address socio-economic issues in the communities we work - strengthening our brand and reputation, and it will help us overcome current issues within our business and industry – such as an ageing workforce, an ever-increasing skills gap and lack of diversity.
Description of the sustainability initiative
Currently, Griffiths have a target to employ one new Apprentice, Trainee or Graduate for every £10m in company turnover within the Economy section of the Sustainability Challenge. 
This target is outdated and does not even meet industry guidance which suggests that wider expansion of a target of one apprenticeship per £3 to 5 million of contract value would be a stretching (but not unachievable) ambition for the majority of infrastructure projects. The Department for Transport also suggest a percentage headcount target of 2.5% apprenticeships per year could be used as a more appropriate target (Transport Infrastructure Skills Strategy, 2016).
I am proposing that the Griffiths Board of Directors approve a new sustainability initiative which will exceed current industry guidance and create shared value with clients, communities and our business.
The new initiative, to be called Apprentice+, will bring the identification, recruitment and ongoing development of young people central to the business. It will be managed by the Human Resource (HR) and Training functions and will require support from the Pre-Construction Team, Sustainability and Marketing functions.
Apprentice+ will include all activities, existing and new, which are used to attract, recruit and train young people. This includes, primary school engagement, work with secondary schools to promote STEM subjects, diversity and inclusion campaigns and our apprentice recruitment processes.
Griffiths has had tremendous recent success with apprentice recruitment and training. This can be evidenced by the Construction Industry Training Board’s (CITB) National Skills Academy for Construction (NSAfC) on our Newtown Bypass Project which delivered 16 new entrant apprentices and winning Constructing Excellence’s National People Development Award in 2018. However, embedding the NSAfC as core processes across the business was a missed opportunity. These successes have been delivered at project level by our Social Value Coordinators supported by Operational Teams. These processes need to be brought into the core of the businesses, managed by the HR and Training department and shared across all operational areas – every project and framework will be required to contribute.
Apprentice+ will include, but not be limited to the following activities:
Primary school engagement 
Both Griffiths and the construction industry has an ageing workforce. This means that the number of employees above 60 is increasing more than any other age group (CIOB, 2015). In 2011, the Office for National Statistics found that one in every five UK-born construction workers were aged over 55, meaning that in the next two years, those people will nearly have reached retirement age. The same report identified that the 16 – 24 year old age group was the smallest (Gerrard, 2018). In 2019, with more workers retiring than what are entering the industry, the construction workforce is decreasing at a time when output is rising.


This presents a risk to Griffiths and an opportunity to get ahead of our competitors. By building strong, mutually beneficial relationships with the schools in the communities we work, Griffiths will enhance its reputation as a local employer and ensure more young people consider our company when looking for their first employer.
This engagement should start in primary schools. Our Community Engagement Officers, supported internally by HR and Project Teams and externally by Careers Wales, Construction Youth Trust and GoConstruct, need to develop inspiring activities to entice the next generation of construction professionals. We must go beyond the standard work experience offering and give hand-on learning opportunities, site visits and continually check-in with schools and pupils.
Our industry has an image problem that deters people from entering the industry (Rameezdeen, 2007). We need to educate parents/guardians and teachers about the diverse range of highly skilled and well-paid careers, not just focus on the pupils.
I recommend construction sector talks and presentations to parents/guardians and teachers are arranged with partner schools immediately. New targets need to be set around primary school engagement, continually measuring the number of young people who would consider a career in construction, rather than simply measuring the number of pupils we talk to.
Secondary school engagement and promotion of STEM subjects
The activities detailed above need to extend into secondary schools. Entrance of students into the industry has decreased over time and selection of a construction related profession as a career choice is not popular among young students (Ginige, Amaratunga & Haigh, 2007).
Despite Griffiths’ commendable efforts in this area, we are not differentiating ourselves from other construction companies. I would suggest most construction business that enters a school is delivering the same message, offering predominately office-based work experience, helping to improve CV’s, and not measuring outcomes. Our activities need to promote science, technology, engineering and mathematics (STEM) subjects and clearly link classroom learning to day jobs. I recommend Griffiths partner with the Engineering Education Scheme (EES). This six-month programme links teams of up to six Year 12 students and their teacher with local companies where they work on real-life, scientific, engineering and technology projects.
We need to be putting our own young people, existing apprentice engineers and quantity surveyors, trainee mechanics and plant operators, in front of secondary school students and let them sell the industry. Not only will the students relate more with a young employee who is only a few years older than themselves, but our young people will also benefit with presentation skills and public speaking improving with practice. STEM Ambassador Training should form a mandatory part of our Apprentice Development Programme and would encourage our young people to give something back to their communities – something that millennials see as important when looking for employers (Moldavskiy, 2015).
I recommend that HR and Training work more closely with our Health & Safety Department to increase the provision of work experience weeks that we can deliver on site. Students should have the opportunity to see the industry they wish to work in, not undertake office-based duties to pass the week. 
Our performance should be measured by comparing the number of pupils in primary schools consider a career in construction to the number of secondary school pupils choosing STEM subjects which will provide the right qualifications to enter the construction industry. We should be working with Careers Wales to be developing student surveys and conducting our own research at Careers Fairs and following school visits.
Diversity and Inclusion (D&I)
The construction industry has a long way to go before it becomes reflective of wider society and makes everyone feel welcome. Having assessed Griffiths’ Diversity and Inclusion Benchmark data it is clear we are not representing the populations of the communities in which we work. We have little diversity on our Board of Directors and both females and people from black, Asian and minority ethnic (BAME) backgrounds are under-represented throughout our workforce. This is not just a Griffiths issue, it is shred by the industry. Currently, only 15% of jobs in the construction industry are held by women (Foley, 2020) and  just 5.4% of construction workers were BAME (GMB Union, 2019).
This relatively untapped pool of skills and creativity offers an opportunity for Griffiths to increase equality, diversity and inclusion across the business through the recruitment of apprentices. I recommend Griffiths partners with organisations such as Construction Youth Trust, the Consutrution Indutsry Training Board and Go Construct, to organise and host careers fairs and industry promotion events focused on under-represented groups. These events should coincide with national events like International Women's Day and Women in Construction Week. 
I would recommend that mixed gender career and school engagement activities continue at primary school. This is because acceptance must start being taught at grassroots level. From primary school age, girls should be taught that construction is an option for them just as much as it is for boys. In the short-term and starting immediately, targeted gender and race career events should be hosted at secondary schools and colleges – allowing under-represented groups to ask questions and learn about the industry in an inclusive, pressure-free environment, surrounded by likeminded peers and supported by relatable existing employees. I think that developing a network of enthusiastic women to support these events and act as a sounding board for our D&I strategy will help embed it across the business. It will also form the basis of a future Women’s Network who could chalmpion the strategy moving forward.
If we are to successfully change the perception of the construction industry, making it more accessible and appealing to females and BAME backgrounds, we must increase the flow of good news from the industry to the society (Ginige, Amaratunga & Haigh, 2007). Griffiths should increase the use of social media to share individual success stories – such as female engineers and quantity surveyors winning Apprentice of the Year Awards, and highlight career progression and achievements. Griffiths’ strong Gender Pay Gap report is another way of communicating our work to make the industry more fair, inclusive and diverse. 
To ensure the activities detailed above deliver the desired outcomes, hiring managers should receive unconscious bias training to expose people to their implicit biases, provide tools to adjust automatic patterns of thinking, and ultimately eliminate discriminatory behaviors. Griffiths could forge stronger relationships with Clients through the delivery of Social Value outcomes focused on supporting local people in under-represented groups into employment. As an example, Bristol City Council - a key client, incentivises contractors to recruit apprentices from deprived areas of the city and recognises through its procurement processes efforts to recruit a workforce representative of its population.  
[bookmark: _Hlk58407357]Potential benefits to Griffiths and its stakeholders: 
I believe the Apprentice+ sustainability initiative has the potential to delver multifaceted benefits to Griffiths and its stakeholders.
Infrastructure and Projects Authority estimates a demand for over 250,000 construction and over 150,000 engineering construction workers by 2020. This means the industry must attract, develop and retain nearly 100,000 additional workers (HM Treasury, 2015). Large projects in the regions we work, such as HS2 and Hinkley Point Nuclear Power Plant will continue this trend well into the future. We can no longer rely on a pre-existing labour-pool and must begin to address the skills gap and develop our own skilled and trained workforce. Apprentice+ will help deliver this resource.
Apprentice+ will improve our productivity rates whilst supporting the socio-economic targets of our clients. Apprentices are often tech-savvy and will help utilise new technology, such as Building Information Modelling, GPS Controlled Construction Equipment to its full extent. Apprentice training can be tailored to business needs, company values instilled and staff retention rates improved. National Apprenticeship Service data shows 80% of companies who invest in apprentices have reported a significant increase in employee retention and therefore reduced recruitment costs.
Apprentice+ will help to diversify our workforce and evidence shows that businesses with a healthy balance of men and women are 15% more likely to outperform their competitors (Hunt Et al, 2015). A diverse workplace lends itself to higher levels of employee engagement, better performance, and higher profits. More importantly, 74% of millennials, our future workers, believe an organisation is more innovative when it has a culture of inclusion.
The COVID-19 pandemic is now posing the same threat as the Global Financial Crisis to youth employment. Younger generations are facing a harsher labour market and youth unemployment increased again during the second quarter of 2020 to around 16% (Grzegorczyk & Wolff, 2020). Public sector clients, society at large, local communities and young individuals will all benefit from Apprentice+. Reduced youth unemployment, taking people off Universal Credit, reducing costs associated with fulltime higher education and reducing anti-social behavior are just a few benefits.
Griffiths will not only benefit from protecting against raising labour and recruitment costs, but Apprentice+ will also help differentiate us from competitors. As more clients begin to measure and quantify social value and embedding it into procurement practices, Griffiths can gain an advantage and secure more work through Apprentice+.
Implementation plan and resource requirements: 
Implementation of Apprentice+ should start immediately. I would recommend a formal launch of the initiative alongside the next Sustainability Challenge with additional information provided to Contracts Directors at the next Resource Meeting.
A Director should be selected to sponsor the initiative. This will raise the profile of Apprentice+ and bring its objectives and business benefits to the Boardroom.
The organogram below shows resource requirements:
[image: ]
Figure 1: Apprentice+ Resource Organogram
Apprentice+ Sponsor
Board-level, strategic ownership of the Apprentice+ Initiative. This person will promote the initiative internally and externally. They will report performance to the Board each month and be responsible for overall delivery.
Apprentice+ Management Team
This team will be responsible for the strategic direction of Apprentice+ and its implementation throughout the business.
HR Manager – responsible for all recruitment processes
Sustainability Manager – aligning objectives and outcomes with client requirements and exceeding industry guidance.
Training Manager – responsible for the training and development plans for all apprentices enrolled on to Apprentice+.
Apprentice+ Delivery Team
This team will be responsible for the delivery of Apprentice+. Projects will be required to provide suitable opportunities for apprentices to learn and thrive.
Contracts Directors will review the number of apprentices that can be placed each year in line with workload.
Community Engagement Officers will be required to develop and implement Social Value Plans and deliver the activities outlines in this report. They will require support from existing apprentices and the wider workforce. 
I recommend Apprentice Buddies are formally appointed and provided with coaching/training to support apprentices on site and maximise completion rates.
Similarly, D&I Champions should be recruited, trained and support the HR Manager embed the D&I Strategy at site level.
Assessment plan:
Apprentice+ should be assessed each month, with KPIs reported to Apprentice+ Sponsor to communicate with the Board.
Apprentice+ will be delivered over three years and mirror the 2021-2024 Business Plan and Sustainability Challenge.
Consideration should also be given to assessing the impact of Apprentice+ against the seven Well-being Goals of the Welsh Government’s Future Generations Act, Social Value Portals (Wales) TOMs Framework and which of the UN’s SDGs are supported.
The following KPIs will be used to assess and measure performance:
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Figure 2: Apprentice+ Assessment KPIs
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