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Glossary 

CIPD		Chartered Institute of Personnel Development
CT		Chwarae Teg
L&D		Learning and Development
PODC	People and Organisational Development Committee 
(a subgroup of Chwarae Teg’s Board of Trustees)



[bookmark: _Toc95080446]Executive Summary 
CT has been experiencing a high attrition rate (26%) in the last 12 months with leavers citing a lack of job security as a common reason for leaving (Chwarae Teg, 2021).
Prior to the pandemic, Chwarae Teg’s employee value proposition relied heavily on the flexibility and autonomy provided to all their employees by adopting the ROWE[footnoteRef:1] model of working. However, since the COVID19 pandemic, there has been a seismic shift in the availability of flexible working provided by other employers (Working Families, 2021; ACAS, 2021; Timewise, 2021). A study by Timewise revealed a 26% increase in the availability of flexible working after restrictions were eased in August 2021 (Timewise, 2021). Therefore, CT no longer has the competitive edge. Coupled with their below market median salary, typical of third sector organisations (ONS, 2019), CT must consider more progressive ways to attract and retain their employees.  [1:  THE RESULTS-ONLY WORK ENVIRONMENT™ (ROWE™) IS A GLOBALLY PROVEN, CONTEMPORARY MANAGEMENT STRATEGY: 100% ACCOUNTABILITY & 100% AUTONOMY.] 

Some employers (69%) have already started to upskill existing employees to fill hard-to-fill roles (CIPD.a, 2020).
This report analyses their current HR systems and processes in place that can aid the development on in-house talent to address staff retention.



1.0 [bookmark: _Toc95080447]Introduction 
Chwarae Teg (CT) is a small third sector organisation head quartered in Cardiff employing 72 people across Wales. The organisation survives on grant income provided by the Welsh Government and European Social Funds. Because of Brexit, European Social Funds will no longer be available after 2023. Therefore, the organisation must diversify their income streams to remain operational. Their primary strategy is to commercialise their services to generate alternative income.
As the organisation balances the wind down of their European projects with the growth of their commercial business, they are experiencing a high attrition rate (26%). According to exit interviews, CT employees are leaving the organisation due to the perceived lack of job security and confidence that they will be required within the new business structure (Chwarae Teg, 2021). There is no succession plan or talent management strategy in place at present.
Developing in-house talent can be key to organisational growth, particularly when operating within a tight labour market (ONS, 2021). Additionally, employees are more likely to remain with their employers when they feel invested in and have opportunities to develop (CIPD.b, 2021; Deloitte, 2021). Furthermore, other reports claim the availability of career progression and development opportunities remains top of the list of requirements of employees (Harvard Business Review, 2021; CIPD.a, 2020; Forbes, 2018) 


2.0 [bookmark: _Toc95080448]Evaluation of external and internal factors affecting talent management 
2.1 [bookmark: _Toc95080449]External factors
[bookmark: _Toc95080450]Brexit
The impact of Brexit can be felt by all organisations in all sectors. The ending of free movement between the EU and the UK has reduced the UK labour market. Regardless as to whether an organisation like CT employs EU nationals, the availability of external talent is somewhat reduced by the competition from other sectors (People Management, 2021). 
The transport industry was impacted quite severely due to the shortage of HGV drivers. Haulage companies have been providing financial incentives such as £950 per shift to attract people from other sectors into the profession (The Telegraph, 2021). For organisations like CT this further adds to the competition for talent.
According to research by the Recruitment and Employment Confederation, staff shortages is going to be a long-term issue where they suggest this will continue for several years (Recruitment and Employment Confederation, 2021).
Amar Ali, Managing Director for immigration law firm Reiss Edwards stated, “short term measures like increase in wages is not sustainable for most businesses…it is vital for the future needs of the economy to invest in training and provide easier access to sponsored workers from overseas.” (People Management, 2021).
[bookmark: _Toc95080451]Labour Market Changes
At the start of the pandemic, recruitment activity slowed down, employees remained with their employers for fear of facing redundancy or not being eligible for the furlough scheme (GOV.UK, 2021). However, this changed significantly in 2021 with the “Great Resignation” where employees had access to more opportunities where they could achieve work life balance with new employers (Kaplan, 2021). 
Consultancy services, like those at CT, often utilise self-employed consultants, but since the introduction of IR35 there has been a decline in gig-work (CIPD.a, 2020). Additionally, eligibility for the Furlough Scheme and redundancy pay also meant that potential recruits were more interested in securing employment as opposed to self-employment (Economics Observatory, 2021).
Skills shortages before the pandemic, have become worse since pandemic (fig1). Many employers (69%) have already started to upskill existing employees to move them into hard-to-fill roles (CIPD.a, 2020). Another strategy being used is where employers are recruiting people who show potential but lack experience, with the intention of developing them, themselves (ibid).
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[bookmark: _Toc95079938][bookmark: _Toc95080467]Figure 1 Reasons for recruitment difficulties by role as a percentage (CIPD.a, 2020)

[bookmark: _Toc95080452]Technology
There has been a gradual increase in home/remote working over the years however the Covid19 global pandemic picked up the pace significantly during the lockdown restrictions. Since the easing of restrictions, the amount of people working from home has remained high which suggests that this way of working is here to stay (OECD Library, 2021). This has increased the need and use of technology significantly.
40% of adults lack basic digital skills (International Digital Economy and Society Index, 2018) and according to the European Commission, over 70% of businesses state staff lack adequate digital skills (European Commission, n.d.). According to the Future of Technology and Learning Survey Report, only 18% of organisations L&D budgets were spent on technology (CIPD.d, 2017).
Generation Y, sometimes referred to as ‘Tech Natives’ are the largest UK workforce at present (ONS, 2022) and are likely to account for half the global workforce by 2050 (PWC, 2017) and this is reflected in CT at 38% (Chwarae Teg, 2021). This generation are said to be the easiest to adapt to new technologies.
The global pandemic has picked up the pace when it comes to eLearning. Over 6 million students around the world are accessing higher education online, meaning that the next generation entering our workforce will be expecting online learning to be available to them, probably more so than so called ‘land-based’ learning (Forbes, 2020).


2.2 [bookmark: _Toc95080453]Internal factors
[bookmark: _Toc95080454]Organisational structure
CT’s growth strategy focusses on diversifying their products and services and ensuring they have a commercial value. To deliver this strategy, the charity acts as a parent company to Fair Play Trading Ltd, which delivers commercial services to generate income for CT (fig 2). In it’s first year of trading (2021) the business employed one Director and utilised non-exec directors from Chwarae Teg’s Board of Trustees. They also accessed their project staff consisting of consultants to deliver fee earning consultancy services.


[bookmark: _Toc95079939][bookmark: _Toc95080468]Figure 2 Organisational structure and relationship between Chwarae Teg and Fairplay Solutions

[bookmark: _Toc95080455]Operating as a not-for-profit
According to a paper by the Charity Commission, there are over 9,000 registered charities in Wales but they only account for 5% of all charities in the UK and of the 9,000, 90% operate solely in Wales (Charity Commission, 2009). The Charity Commission hasn’t published a more recent report however since the global pandemic and subsequent recession (ONS, 2020) Companies House records show that CTs income was down by 58% between 2018 and 2021 (Companies House, 2021), despite the appointment of a Fundraising and Grants Manager in 2020.
Diversifying income streams by commercialising products and services has worked well for the charity. In 2021, the charity raised £9,584 and in the same year their commercial business brought in £157,355. The business did report a loss at £19,609 but this is attributable to start-up costs as it was its first year of operation (Companies House, 2021). 
Their success is likely to be attributed to the dramatic ‘lift and shift’ of their HR consultancy services to virtual delivery. Gartner predicts that digital-first/remote-first enterprises serve the needs of our post-pandemic consumer where there will be continued demand for virtual services and hybrid workplaces (Gartner, 2022). According to a survey of 2,000 UK based SMEs, 63% of their leaders are optimistic about future growth over the next three years (Stocker, 2021). Furthermore, economists are predicting that the UK will out-perform other G7 countries in its recovery from the recession (Wallace, 2021). 

The services generating this income are from ‘knowledge-based workers’ (Drucker, 1959). Drucker defined these people as those who can “apply theoretical and analytical knowledge acquired through formal training, to develop products and services” (Ibid). The labour associated with knowledge workers require problem solving, convergent and divergent thinking, the ability to deal with complexity (Panopto, 2018). Recruitment and retention of knowledge-based workers has significantly different challenges to manual workers where competition between employers remains local. Knowledge-based workers can widen their job search globally due to the increased demand for virtual services, creating high levels of competition for employers (Oxford Economics, 2021). 
[bookmark: _Toc95080456]Organisational Values
Every workplace has its own unique culture which is derived from its employees, aims, objectives and values (Lynch, 2003).  Values feature in the top five most important element of employer brand across almost all sectors (fig 3) and is particularly high at 77% for not-for-profits (CIPD.a, 2020). SME, Choccywoccydoodah, state that it is easier to lead an organisation within “a company where your personal values match what the company is all about” (Mullen, 2014). Furthermore, there is evidence to suggest a connection between organisational culture and improved business performance (CIPD.e, 2014; Lynch, 2003). Other empirical studies have found correlation between job performance, employee retention and organisational culture (Kontoghiorghes, 2016) (Inabinett & Ballaro, 2014) (Sheridan, 1992). Managers should consider how individual values impact productivity and consequently, job satisfaction and retention (Jones, 2004).
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[bookmark: _Toc95079940][bookmark: _Toc95080469]Figure 3 Top 5 most important features for attracting candidates (%)
3.0 [bookmark: _Toc95080457]Critical analysis of HR systems, processes, and practices 
3.1 [bookmark: _Toc95080458]Recruitment practices
The organisation relies heavily on their team of HR consultants to generate income from consultancy and management training services. These roles are business critical and are the roles that the organisation is currently experiencing its highest turnover. All roles used to deliver consultancy services are employed by Chwarae Teg, except the Director for Fairplay Solutions. Chwarae Teg salaries are paid for from EU and WG funding for a fixed term. When faced with uncertainty, people in precarious employment are highly likely to carry out job seeking activities (Choper, et al., 2021).
Exit interviews are conducted but the feedback to management teams is sporadic. Exit interviews are a rich source of feedback for organisations to act upon and improve both their internal and external employer brand (Norbury, 2019). At the time of writing this report, there was no information available from exit interviews. 
According to the PODC report, staff sickness has increased, and work-related stress is a significant contributor. In return-to-work interviews, staff have cited an increase in workload being a significant contributor due to the number of staff leaving (Chwarae Teg, 2021). Some employees are brought back on phased return. Some have left the organisation entirely. There is no data available to measure the retention of staff on their return from long term sickness absence. 
Whenever a vacancy arises within the organisation, the policy is to immediately advertise the vacancy both internally and externally at the same time. The organisation is clearly struggling to compete in the jobs market as they experience a low level of job applicants, for the specialist fee earning consultancy roles, as reported within their PODC report (2021). 
At present there is no succession plan to manage and progress existing talent nor, are there any means to identify high potential employees. In a study shared by Harvard Business Review, they found that the majority (93%) of all employees surveyed left their employer when they last changed roles, as opposed to the 7% who moved to a different role within their business (Rigoni, 2016). 
According to Glassdoor the current cost of recruitment is approximately £3,000 per person plus the time spent by existing employees in the recruitment activity (Glassdoor for Employers, 2020). At the time of writing this report the HR function within CT was being delivered by one person covering all aspects of HR and dealing with a staff turnover rate of 26% (Chwarae Teg, 2021). CT does not calculate or evaluate the cost of recruitment per hire. Glassdoor provides a useful illustration into the factors impacting cost of external and internal recruitment (fig4).
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[bookmark: _Toc95079941][bookmark: _Toc95080470]Figure 4 Hiring metrics associated with internal/external recruitment costs (taken from Glassdoor.com)

The HR report to CT’s PODC only reports on recruitment activity outputs, such as diversity monitoring, number of vacancies advertised, resignations and so forth. There is no description of inputs such as time or costs associated with managing recruitment (Chwarae Teg, 2021).
During the recruitment process information on their vacancies is placed on their website where CT communicates their values on their careers page and in their job descriptions (Chwarae Teg, 2022). Values are in the top five of the most important features for attracting candidates (fig 3) particularly in the not-for-profit sector, therefore communicating these the earliest stage of job advertisement in theory should work well for the organisation in attracting the right sort of people. 
Job descriptions and person specifications are used in the recruitment process and are available to applicants to assist their application. Shortlisting and interview processes utilise a competency framework which ensures consistency between candidates. However, the organisation relies heavily on candidates meeting their criteria of being both skilled and experienced in almost all their roles.
One particular value on their careers page states “We are Experts: We strive to continually develop our own skills and knowledge as part of our collective expertise in gender equality. Our deeds speak louder than words. We love what we do and it shows.” It would be fair to say that to a job seeker, this infers organisational investment in L&D. However, there is a risk when there is a perceived gap between what the organisation states it will do I want it does, by both new and existing employees (Ouslis, 2018). In 2020, career development opportunities were cited as the third most important element of employer brand for attracting candidates at 37% (CIPD.a, 2020).
If an existing employee is successfully appointed into a new role, the employee can request the new position as a secondment. this is common practise within the organisation when the new role has a fixed term contract. Secondments are a recruitment solution within the organisation and not as a development tool as can be seen in their Recruitment and L&D policies (internal documents). 
3.2 [bookmark: _Toc95080459]Learning and Development Policy
The organisations Learning and Development (L&D) Policy is essentially a reactive policy in that it describes a process which is activated by training requests made by individual employees. CT doesn’t plan development to meet organisations vision or strategy. A L&D strategy is a key component of a business strategy as it outlines how they will develop their workforces’ capabilities and skills to remain successful (CIPD, 2021). McKinsey report that only 40% of business leaders state their L&D strategy is aligned to business goals (McKinsey, 2019).
The policy goes onto request a business case from the individual in order that the Senior Leadership Team can make an informed decision as whether they agree the request. SLT involvement can help ensure that investments are made in the best interest of organisational needs (McKinsey, 2019). However, there is no follow up to look at impact of the learning activity or utilisation of new skills/knowledge acquired from the learning intervention. This is seemingly commonplace as one study has shown that the Kirkpatrick level 1 (post training) evaluations are completed 81% of the time however level 4 which focuses on results is carried out only 17% of the time (Anderson, 2000). The Learning and Skills at Work survey shows that organisations where evaluations are common practice tend to have L&D strategies there are more closely aligned to the organisations’ performance needs (CIPD, 2021).
The L&D budget is centralised as opposed to being distributed between departments. It is provided on a first come first served basis. When employees leave, claw back agreements are actioned. This can help retain the limited financial resource within the organisation to support existing/replacement employees. However, it is possible that it sends a message that the organisation has not benefited from the training at all. This contradicts the policy requirement to present a business case. Additionally, there is the risk of a claw back agreement being perceived as a penalty clause which is unenforceable and could see an employer and an employment tribunal (McCabe and Co HR Employment Solicitors, n.d.).
Lastly, there are employees undertaking programmes such as the ILM Coaching qualification and during the assessment process, they make use of colleagues to practice their coaching skills. Upon qualifying, these skills are used for customers only.
3.3 [bookmark: _Toc95080460]Use of technology to facilitate learning 
There has been significant investment in digital technology to enable the delivery of services to CT customers. The organisation has invested in a learning management system that stores, monitors, and facilitates learning. This resource is not presently available to CT staff. 
In an article by Forbes, they describe how the past decade has seen a rise in use of digital systems however the global pandemic has sped up the transition to online learning enabling people to learn in the flow of work (Koksal, 2020). 
The organisation has implemented Microsoft Office 365 and with the support of the internal ICT team, they quickly implemented most applications which have assisted in the role out of online services. Developing the skills to utilise the new technology were organised centrally and made available to the whole workforce. In addition, those who deliver learning were put on training to develop their skills in delivering online learning.  The identification of training need and subsequent intervention was rapid and resulted in the continuous delivery of services. 
The organisation has since purchased a few software licences to support learning for their customers. Purchases have been made at the request of staff without evaluation of return on investment. Anecdotally, ICT team has described issues with multiple licences and incompatibility with the learning management system and Office 365.
No other centrally arranged training has been identified or provided by the organisation.

4.0 [bookmark: _Toc95080461]Conclusion 
Chwarae Teg focusses much of their HR resource on recruitment activities to address their staff shortages. This may not be sustainable as predictions are skills shortages will be a long-term issue.
Whilst other employers can offer financial incentives and higher salaries Chwarae Teg can’t compete until it’s achieved its growth objectives and increased their income. Chwarae Teg must consider other elements of its employee value proposition to attract and retain candidates. 
CT relies upon recruiting skilled and experienced people however, many employers are finding success in recruiting people with the intention of developing them in role. CT does not have a system in place to support this type of recruitment strategy. 
L&D is not a strategic activity at Chwarae Teg, therefore there is no succession plan or career pathway in place. There is evidence to suggest that a succession plan could reduce attrition and aid organisational growth.
There is commitment to equipping their people with the “tools required to deliver” but there is no evidence of a plan or implementation of activities to support this.
L&D activities are embedded within the organisation and is primarily led by the staff. As evaluations are not completed, it is questionable whether the organisation benefits from the activities staff undertake.
In a time of economic uncertainty, whilst trying to cope with ‘The Great Resignation’, investing funds into employee development can be a big ask for organisations. A decision must be made as to whether resource should be spent on recruiting new people who could potentially bring new skills and experiences to the organisation, over whether they have identified high potentials to lead the organisation into the next phase of their operation.
Whilst there is a demand from customers to learn online which CT is capitalising on, they are not utilising their existing resource, i.e., learning management system to facilitate staff development.
Gen Y employees, who are the majority of knowledge workers at CT, don’t stay with one employer for long periods of time like baby boomers so more creative retention strategies are required. It is important that they are provided with the opportunity to grow and develop to maintain their interest and support the achievement of organisational objectives.


5.0 [bookmark: _Toc95080462]Recommendations 
5.1 [bookmark: _Toc95080463]Invest in a Learning and Development Strategy
There has been an upward trend in employers utilising learning and development opportunities to improve employee retention (fig5). 
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[bookmark: _Toc95079942][bookmark: _Toc95080471]Figure 5 Approaches to improving employee retention as a % (CIPD.a, 2020)

Investing in in-house skills can have the dual effect of increasing the ability to deliver new services that would lead to business growth, whilst also reducing attrition (Turner & Kalman, 2014). 
In a study shared by Harvard Business Review, they found that the majority (93%) of all employees surveyed left their employer when they last changed roles, as opposed to the 7% who moved to a different role within their business (Rigoni, 2016). This report has found that there are clear links between developing staff, improved job satisfaction and improved retention.
There could also be cost savings from reducing recruitment activities if the organisation could work on reducing its voluntary leavers. Therefore, CT should calculate the cost per hire as a benchmark and to assist with strategic decisions around recruitment and L&D investments. Cost per hire (CPH) can be calculated as follows:
CPH = 	External Costs + Internal Costs
	Total no. of hires within period

CT should work towards making learning and development a strategic activity. The L&D strategy would play a key part in the organisations’ employer brand, helping to retain talent and ensure the delivery of high-quality commercial services.
McKinsey share a useful illustration of what they regard as the essential components of a successful L&D strategy. Through fig. 6, it shows how the L&D function is intrinsically linked to a number of areas covered within this report.  
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[bookmark: _Toc95080472]Figure 6 25 Best practices in L&D (adapted) (McKinsey and Company, 2019)
The strategy will need to take into consideration what skills are already present within the workforce and what is needed. Once the skills gap has been identified, an organisational development plan can be created which could include the development of career pathways which could further aid retention of employees (Lancaster, 2019; Parry-Slater, 2020; Surridge, 2021). It can also be an attractive offering if publicised during recruitment opportunities, providing a competitive edge whilst salaries are below market median.
Some organisations go as far as identifying high potential talent and focussing development programmes to support succession planning (Taylor, 2021). To do this fairly, the organisation would need to implement a fair and transparent way to identify high potentials (Surridge, 2021). CT’s current appraisal system cannot be used as it is subjective and they would need to define what high potential means to them.
An organisation who has implemented a strategic in-house development system is Tata Steel. They identify their high potential employees through their appraisal system and invite them to join a talent management programme. Their appraisal system includes a framework for measuring performance in a consistent way across teams. They have investigated the cost benefit of developing their existing employees into leaders over recruiting externally and they have opted to invest heavily in succession planning which sees their leaders grown from within (TATA Steel, n.d.).
5.2 [bookmark: _Toc95080464]Take a proactive role in identifying suitable learning programmes
As part of the introduction of a L&D strategy, the organisation needs to take more of a proactive role in the identification and delivery of learning programmes for their employees (Parry-Slater, 2020; Lancaster, 2019). Funds have been utilised for training and there is no clear link between those investments and the return on the business. Making those links can help the organisation to further invest where there is pay-off or even prevent ineffective investments.
They also need to think creatively about how they can fill vacancies within the organisation, such as the use of secondments without going through an external recruitment campaign. Secondments provide an excellent opportunity to develop an existing employees’ skills and experiences at minimal cost to the organisation. It provides the employee with an opportunity to experience another area of the business but also to use any under-utilised skills in their substantive role (Lancaster, 2019; Gold & Anderson, 2017; Martin, 2006).
The organisation has a wealth of digital resources available to them also and these are under-utilised. For example, the learning management system is proving to be a useful tool in delivering learning resources to their learners, so this could be used for their own staff. The system can host resources to assist in the dissemination or cascading of learning acquired from colleagues. It is possible that as many of the specialist roles are consultants and trainers, that the host platform could be populated with free, high-quality resources sourced by CT staff and shared across all teams to improve best practice and knowledge. 

5.3 [bookmark: _Toc95080465]Evaluate the impact of learning against organisational objectives
CT must develop a robust way for proper identification, and evaluation of purposeful learning interventions (Lancaster, 2019; Matthews, 2018). There are employees undertaking vocational training programmes and those skills are not being utilised to the benefit of the organisation. For example, the recent achievement of a coaching qualification for two employees could be used to coach colleagues and not just customers. 
The seminal model for evaluation by Kirkpatrick (1950) is a commonly used tool which evaluates the impact of learning over an extended period of time which is currently lacking within the organisation (Mindtools, 2018), although the relationship between the levels are sometimes weak (Allinger & Janak, 1989).
Alternatively, the Weinbauer-Heidels twelve levers of transfer effectiveness includes the recommendation to ask the learner about the likelihood of them applying the new earning in order to ascertain a ‘net transfer score’ (ITE, n.d.). This may be particularly useful in assessment of chosen learning activities prior to learning commencing.
Agreement to take part in these programmes of learning, should be on the basis that the organisation commits to capitalising on the business benefits quoted within the training application form.
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Figure 27: Steps taken to improve employee retention in 2019 (%)
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