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[bookmark: _Toc58018091]Introduction
Morgan grp is an SME that has existed successfully for 55 years and consists of three companies which are privately owned by four Directors and the Managing Director.  The company is family-owned and consists of a close-knit workforce with family values, all having lived and worked in the locality for several years. Most of the workforce live within the nearby rural villages. The head office is based in South Wales in a rural location 6 miles from the dual carriageway. 

The Senior Management Team consists of Senior Managers and Directors.  Many of the senior team joined the business at a lower level some as Apprentices or Engineering graduates. One of the company’s objectives is develop talent from within. 

The business remains the market leader in its field and is profitable with an increasing order book, consistently with returning customers.  

The organisation manufactures secure housings, also known as kiosks for secure access to utilities at business and construction sites, such as gas, water, electricity, and telecommunications across the UK.  The customers include Western Power, Scottish Power, Welsh Water, and Thames Water to name a few. 

These utility companies are customers of Morgan grp as the organisation meets their quality standards and security rating specifications. The customer portfolio has recently increased to include the nuclear sector in which higher quality and security standards are required.  During manufacture the company is required to meet deadlines and standards which are set out in the customer contracts.  Any failure to reach the standard once a Service level agreement is in place could lead to penalties that may run to half a million pounds.

The kiosks are manufactured on-site using Glass Fiber Polymer resin and matting which is laid over timber and ply frames.    The quality of the work is dependent on the skills of the labour force employed at the plants.  Some commonly reported faults are when the resin is not applied correctly at the right temperatures, in the right measure, this can lead to cracks in the buildings particularly the rooves.  Should water permeate the kiosks and the materials such as ply on the roof become wet, there is a likelihood it will collapse. Penalties from the HSE and damage to reputation will be limitless. 

The factors that affect production, quality, and deadlines include absenteeism, staff turnover, loss of skill set, and overall quality and Production Supervision. The report will review the internal practices and consider the development and retention of the current employees.  

The management team are asked to reduce costs and work efficiently to reduce errors in Production.  
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ML 				Morgan Limited
FWA 				Flexible Working Arrangements
QUENSH			Quality Environmental Safety and Health 
SMT				Senior Management Team 
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During the last 4 years there has been a sharp increase in the turnover of staff at the company ML. Aside from increased recruitment and training costs this could have a detrimental effect on the quality of the product produced due to the loss of knowledge and experienced workers. The work at each site is labour intensive.  The labour cannot be substituted with AI robotics or machines without significant investment in equipment, land, and premises.  

The organisation is one of the largest employers in the locality.  The intention is to retain the skillsets of the labour employed within the organisation and to remain the market leader in its field.  The report makes recommendations taking into consideration the current labour market trends and suggesting strategies for staff retention.  

This report will review what the push and pull factors are concerning retention and what HR strategies can be put in place to reduce the turnover of staff.  The organisation will continue to embrace new ways of working while considering the megatrends that are impacting within a global context. 

The report outlines the cost implications for the recommendations which includes flexible working, investment in technology and diversity. 

[bookmark: _Toc58018094]Literature Review 
[bookmark: _Toc32758983]TURNOVER & RETENTION 
The model written by William Mobley in 1977 to which (Taylor, 2019) refers, describes the process when an employee is considering leaving an organisation, has been reviewed since its creation and is described by (Wittmer, 2014).  The thought process is not limited to a period; indeed, the ten-point process can take several years from the initial individual's evaluation of their job .to the final stage of quitting.  However, the model which has been regularly evaluated by researchers, argue the ten steps might not follow in sequence. There is a suggestion that there are two groups of people, those who begin a job with the view that they have plenty of opportunity in the labour market and the second group whose work options are limited.  The second group is more likely to weather the feelings of dissatisfaction and perhaps tolerate poor line management. 

The theory suggests that the low-skilled workers in ML are likely to remain but not have job satisfaction, however, these workers' turnover is high as their skill set can be utilised and recruited by competitors who produce similar products. 
Figure 1 – Retention rate 
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The retention rate for 2019 at ML is 38%.  Information gathered from various sources including (Monster, 2020) suggest that the turnover rate for manufacturing is between 17-20% 

Figure 2 - Reasons for leaving 

The information in this chart was gathered over the calendar year of 2019 January to December.

Exit Interviews 
As recommended by (CIPDa, 2019) when an employee submits their resignation HR should complete an Exit Interview.  It is advised that the Direct line manager does not carry out the exit interview as the employee will not always provide an honest account of why they are leaving.   

It is essential to gather data to ascertain the reasons people leave the business. (Bevan, 2000) provides a comprehensive Retention Strategy Checklist, the two top recommendations on the list suggest the collection of data. 

Some employees that resign from the business at ML are low skilled workers who leave without notice, not providing the opportunity to gather the required exit information.  In this case it would be advisable to collect information by e-mail after the employment has ended.  

However, according to research (Giacalone & Knouse, 1989), the information collected during the exit interview process cannot be relied upon.  Employees may not wish to be honest about their reasons for leaving, perhaps because their reasons for leaving would be considered petty or critical. It may be feasible to consider that when an employee leaves due to dismissal the data gathered from the employee could potentially be negative. Without having gathered the evidence it is difficult to say how the data will impact the business. It would be more appropriate to carry out attitudinal surveys on a regular basis. The HR department gathered and collated information from anonymous attitude surveys.  The results as per the table below. 
Figure 3 - Staff Attitude Survey 
	Company / Site Happiness rating out of 10 

	Llansamlet
	7.4

	Baglan
	6.9

	Morgan Marine
	6.7

	PSF
	4.7



What is interesting about the survey is that most employees were reported as being on the upper scale of happy, yet the turnover rate was high.  It would be advisable to carry out surveys frequently as the responses could be negative when an employee is having a bad day.

During recruitment, it is beneficial to understand why new talent has decided to apply for a role in your organisation, this data can be useful to understand what incentivised their push factors. 

The data alone is not enough to plan, as recommended by (Bryant, 2012) turnover should have a cost attributed to the plan.  The SMT can then make an informed choice of how they invest the resources to address the turnover. While there is an argument to say that data of this nature is not always provided honestly, insufficient data does not allow the business to analyse and effectively plan. 

Pay and Reward 
Regarding pull factors, some of the lower paid employees exiting the business leave for better pay to work for competitors stating they have been offered a higher pay rate.  Many of these staff will return to ML stating that the conditions are not as favorable, or to achieve a higher rate they had to work an unsociable shift pattern, such as nights or afternoon shifts, finishing at 10 pm.  

To reduce the risk of employees leaving, the business has decided to increase the hourly rate on April 1st in line with the minimum wage increase. In April 2020, the minimum wage is set to increase by 51 p for the average age worker.  While the organisation's USP is the quality standards it achieves for its products, there are several similar businesses within a 10-mile radius who will compete for the low skilled workers, utilising the skill set developed at ML. With the challenge of a tight labour market, the Executive Board has proposed to increase the hourly rate and invest in the current Human Capital at a potential annual cost of £500,000.  This will set the salaries above the competitors in the area.  The Managing Director believes that this will help to retain workers and improve the company's reputation, he believes that the organisation will be viewed as an employer of choice. In an article written by (Kulikowski, 2019) it is suggested that it is the basic salary that will increase work engagement. 

If the business repeatedly reports a high turnover to the customer supply chain during audit, this could threaten the continuation of being retained as an approved supplier. As mentioned by (Taylor, 2019, p. 338) ethical awareness is having an impact on "policymaking and reputation management."   With the rise in social media and technology being readily available to access, an organisation's reputation can become damaged quite quickly.

There have been many arguments to suggest that an increase in pay alone will not affect retention, though an increase can reduce turnover in the short term.  The factors that influence employees to leave jobs will still be present.  Pay can be a motivator and a demotivator as individuals will have a conception of their own worth, however, where low pay is in existence this could affect the employee's overall wellbeing.

According to (Armstrong, 1991) there are several needs theories that identify a variety of human needs in employment.  The most widely considered is the hierarchy of needs developed by Maslow (Maslow, 1998, p. 21). The five basic needs are described as follows. 

1. Physiological needs, which are the most basic needs for humans such as oxygen, food, water, and sex.
2. Safety the need to be safe from danger and access to all the physiological needs
3. Social – the need for love, affection, and belonging to a group
4. Esteem, the need to have self-esteem and the respect of others, for a sense of achievement and a sense of freedom
5. Self-fulfillment and the need to develop one's own potential. 

The theory indicates that humans will always be "wanting" when each need is met and satisfied.  The theory suggests that as the needs are met the motivators will change however, the basic needs will always be a requirement.

While pay and reward are not listed specifically in the needs, an individual will benefit from financial wellbeing, as this will affect a person's overall wellbeing. A report by the CIPD highlights the issues that poor financial wellbeing can impact employees (CIPDb, 2017) such as, “Employee health, Poor psychological well-being, Higher stress levels, Higher anxiety levels, lower levels of good health
employee productivity, poorer job performance, narrow decision-making, reduced cognitive function, lower productivity, absenteeism."



Figure - 4
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The figure above which relates to Maslow’s theory was developed in 1943, two years before the end of World War 2. The theory is over 80 years old, external environment, attitudes and cultures will have vastly changed.  Though we can draw some comparisons to today’s world, as then, a Volatile, uncertain complex, and ambiguous time. The hierarchy may differ from person to person and the needs may be dependent of childhood experiences, (Mullins, 2016). The theory was not originally intended for use in the work environment; however, it remains popular as it provides the basic principles of motivation.  

While factors other than pay can affect job satisfaction there is an indication that low pay could lead to some of the issues ML are experiencing regarding turnover and absenteeism.  Absenteeism to date this year amounts to 3.15 days on average.  According to the (Office for National Statistics , 2018), the average for 2018 is 4.1 days.  While this absence rate is below the national average, absenteeism is unplanned which can affect the manufacturing deadlines and overall profit. The absenteeism could become a push factor for workers as when the staff ratio is low it could lead to fellow workers feeling under pressure to work harder and longer hours, such as work overtime which impacts the family work-life balance. 

Introduce additional rewards and employee benefits which will support the wellbeing of employees which is high on the agenda.  Negotiate a discount with local gyms or fitness centers.  Consider introducing employee support schemes which provide advice and guidance from health  to finance. 

THE EFFECTS OF POOR LINE MANAGEMENT ON RETENTION 
Research carried out by (Taylor 2002) suggests that employees will leave their line manager.  There are often occasions when Supervisors are appointed for their knowledge of an organisation, product, or department knowledge but lack the necessary skills of people management. Poor Supervision skills may include favoritism, failing to show appreciation, and recognition of good work.  Another of the characteristics is a tendency in a failure to respond to grievances and to not deliver promises. 

To ensure best practice and support line managers to be effective supervisors, we must ensure that they receive the appropriate training to develop their skills.   
(People Managment , 2018) The managers in today's workplace are having to support staff with Wellbeing, 58% of employees in 2017 were reported as absent due to mental ill-health.  Training the managers will help reduce the stigma of mental health and in turn, will safeguard their own wellbeing. 

Training Supervisors will ensure they have the skills to develop in house talent for succession planning especially when talent is in short supply.  Provide opportunities for mentoring, work shadowing and multiskilling employees in project working. The company has previously “grown their own” with the use of Apprenticeships and Graduate programmes and is at the heart of the core values. 

FLEXIBILITY 
Flexible working allows an employee the ability to choose a work-life balance and have "sufficient control and autonomy over where and when and how they work to enable them to fulfill their responsibilities both inside and outside paid work". (Vissser F., 2006)

In 2003 the Government introduced Flexible working which was initially introduced to assist workers who have caring responsibilities.  In 2014 this was extended to all employees. Everyone is entitled to apply for flexible working and the business must have a sound business reason to refuse it. The law states this is available to any employee who has worked for the organisation for over 26 weeks. (CIPDe, 2019)

The term flexibility encompasses the way an organisation works which includes hours of work and the agility and adaptability of the organisation.

To elaborate on the subject, see below the model of the work by Atkinson. (People Management, 1984)



Figure 4 - Flexible Firm Model 
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A company culture of flexible working is a positive pull factor during recruitment and potential retention. Organisations will work flexibly in three ways to ensure there is "Functional flexibility" so that employees can easily move between tasks, Numerical flexibility which will allow for the headcount to increase and decrease when necessary to meet the changes in demand and Financial Flexibility which will allow the organisation to adapt to the demand of the labour market. 

The core group in the diagram refer to the full-time workers who carry out key tasks for the organisation. Outside this area are the peripheral groups which are made up of workers who have permanent contracts but have fewer career opportunities and less employment security.  The second type consists of part-time employees and those who job share or who have short term temporary contracts. Due to the tight labour market and the unavailability for roles such as Mechanical and Electrical Engineers, ML will occasionally source self-employed workers to meet customer demand at short notice.  The rise of the gig economy has helped support these roles.  According to a recent article, the gig worker will also take responsibility for their own development and required training (Wood , et al., 2018). The gig worker can benefit from an open market economy and depending on the skill requirement, demand the market rates of pay. 

The final peripheral in the diagram may consist of those who work as sub-contractors who support ML in roles such as cleaners who are not directly employed but agency workers.  

As described by the writer (Carol Atkinson, 2016) the population is aging rapidly.  With fewer younger people entering the labour market an aging population is one of the megatrends facing the global workforce. 

During 2018, the organisation had requests from workers to continue their employment on a part-time basis when they reached pension age.  These were highly skilled individuals in roles such as Carpentry and Engineering.  Initially, the production supervisors had a negative attitude, as referred to by (Kodz.J, 2002) and were reluctant to grant the reduced hours, claiming the roles were traditionally full time and that some of the younger employees would consider this way of working unfair.  

HR coached the department Supervisors to understand the legislation regarding flexible working especially as these roles were difficult to recruit.   Should these employees leave, knowledge and experience would also be lost. Retaining experienced workers helps to train, coach, and mentor new employees.   

During 2019 ML was recruiting for employees in the accounts department and applications for the full-time role were low.  Most applicants who applied for the role were female. The HR department suggested two part-time roles which were met with some trepidation from the SMT. The role was redesigned as a part-time job share and which led to an increase in applicants both external and internal. 

ML invested in providing PC hardware and software for office staff, which provided employees the flexibility to work from home or another one of the four sites.  A large percentage of the staff that requested the flexible working from home was the part-time female staff with young children, they have found this method of working beneficial for their work-life balance and includes working from home and job sharing according to the CIPD (CIPDf, 2013). The business benefits include retention of staff and a reported increase in job satisfaction, a reduction in office site utility usage, and fewer travel costs for employees.

However, while there have been many benefits outlined in the research literature, the CIPD Megatrends report 2019 highlighted the fact that employees who worked from home were more likely to feel workload pressure more than full-time workers due to being unable to switch off in their personal time, (CIPDg, 2019), "there is growing recognition that traditional working practices must change as organisations struggle to do more with less.” 

Design Engineers have specialist skills and recruitment has been challenging due to the rural location and salary expectation.  Having reviewed feedback from the department, compressed hours over a four-day week was introduced and has been welcomed.  This adaptation allows the predominantly male staff to work four days a week at ML.  Following a review of the new flexible shift pattern, most Engineers confirmed this shift pattern to be beneficial and most have adapted well.  One male employee who shares his childcare responsibilities with his partner, who also works full time, has decided to work shorter hours five days per week which ensures his preferred work-life balance. 

While the employees have found these arrangements to be beneficial to suit their current circumstances. Research supports that men will choose to work flexibly, and women will be driven by necessity, due to the demands of home life. (DWP, 2011).  One-quarter of women moving from full time to part-time work usually move to a lower-level role. 

The CIPD (CIPDe, 2019) Flexible working report states that absence and turnover are reduced, this is because employees working flexible are less likely to suffer work-related stress, reducing absenteeism due to sickness.  Workers are also reported to benefit from a better work-life balance. 

As an organisation ML has found flexible working to be beneficial, in retaining employees’ skills and attracting labour. With many staff remote working the employees have had an opportunity to work autonomously which encourages a culture of trust within the workers and Line Managers. 


[bookmark: _Toc58018095]Recruitment 
(Telegraph, 2016) states "the skills gap is a particular problem for manufacturing businesses, the most common challenge facing manufacturing SME's in the UK is staff recruitment and skills as cited by 42 percent of employers". Manufacturers are in a new era "the fourth industrial revolution" where AI and technology play a major part. 

(CIPDh, 2019) "Good recruitment is vital for every organisation – finding the right people for the right roles at the right time."  Recruitment methods adopted at ML include internal recruitment and promotion. Hiring is advertised via Social Media, or job Boards. Organisations must be prepared to recruit across generations with a high level of diversity that has not been present previously.

The five generations, in brief, consist of.  
· Boomers – who prefer to keep working and enjoy the intellectual stimulation
· Gen Xers – time spent with family and friends are a priority
· Millennials – are incentivised by career progression 
· Gen Zers – tend to get involved with social causes

Recruiting right the first time is likely to reduce the turnover of organizations.
AI has replaced the human element in recruitment for some organisations which reduces the likely hood of unconscious bias in the selection process.  While some HR practitioners perceive the use of HR and recruitment automation as a threat to jobs in the department, it will reduce the work tasks and provide HR with the opportunity to focus on Wellbeing and employee benefit strategies. 

When outsourcing recruitment, the average appointment will be £3000 per person. Due to the tight labour market in 2019 the cost of recruitment for the year was £50,000 for specialist roles such as Engineers, a Supply Chain Manager, and Production Managers. External recruiters will often work remotely without meeting HR or hiring managers and fail to understand the company culture.   This often means that recruiters are missing the mark which again leads to a high turnover of staff.  Investing in software and recruiting internally will reduce expenditure.

[bookmark: _Toc58018096]Recommendations 
The business will be advised to encourage a Flexible working culture, which will increase the availability of staff for job share and part-time working.  The roles would be more attractive to potential candidates.  Sales and Design engineers could work remotely in various locations across the UK, or the wider global community. 

The development of line managers is recommended to help support staff retention and to foster an inclusive workforce with an understanding of mental health and wellbeing.  Line Managers will also be trained in Supervision skills to ensure they are effectively supporting coaching and mentoring their teams.

Recruitment will be improved with the introduction of specialist technology reducing the pressure on HR to complete extensive administration for this purpose.  Improvement of embedding employees with an effective induction program and the introduction of taster sessions to ensure the expectations are set for the organisation and the individual. 

HR to develop a variety of methods to recruit, to ensure they engage and motivate the variety of generations who are economically active, and devise strategies to incentivises these groups.

[bookmark: _Toc58018097]Action Plan 
· Implementation of software and investment in hardware to support remote working. 
· Training to be delivered to Line Managers to understand the key areas that are affecting global businesses improve people management and performance for a culture change. 
· Employ an additional member of the HR team to focus on recruitment.  The cost would be half of the amount paid to agencies in the year. 
· HR to develop and Improve induction process with QUENSH 			
· Regular Quarterly Attitude Questionnaires for staff completion to become integrated into the business processes 
· HR to continue to capture leavers feedback - Send Exit Questionnaires post-employment 


Costs 
Supervisor Core Skills Training for Line Managers 			£3,348.00
Mental Health First Aid for Line Managers 				£1000.00
Employment Support Program 					£3000.00
HR to deliver coaching and mentoring to understand 
Flexible working							£1,440.00
HR & IT to Implement Technology for recruitment data systems	£7,000.00
Additional Member of the HR Team 					£25,000.00
								Total 	40,788.00
[bookmark: _Toc58018098]Conclusion 

The company should reflect on what it has done well such as internal development and recruitment with 8 members of the Board of Directors having been promoted from within the organisation, some from the Apprenticeship and Graduate routes.  The creation of succession plans within departments will help identify talent and skills gaps for future planning. 
The organisation has successfully implemented flexible and remote working, the intention would be to continue and invest in technology for communication and training purposes. Flexible working will also provide employment and diversity in the workforce.

Employment of another member of the HR team will ensure that there is dedicated in house recruitment and more resources to focus on well being and training and development. 
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Morgan grp Leavers 2019

Staff Employed 	Poor Job Satisfaction 	Better Pay 	Training/Apprenticeship 	Tasks Labour Intensive 	102	Staff Resigned 	Poor Job Satisfaction 	Better Pay 	Training/Apprenticeship 	Tasks Labour Intensive 	75	14	37	13	11	Staff Dimissed 	Poor Job Satisfaction 	Better Pay 	Training/Apprenticeship 	Tasks Labour Intensive 	37	



PAGE 1
image2.jpeg




image3.emf

image4.jpeg
Seacuaiizaion




image5.png
AGERY teMporar

saliemployme;

nt
el g
oy labour

o arg,
S nercal e fer

Core group
Primary labour market
Functionalfleabity

ereased ousoursS

Bugoenuon-ans





image1.jpeg




