


Executive Summary:

This report has been complied to assess the impacts of external factors and the Employee induction learning resources required from WHSmith Travel Plc. It is highlighted through a PESTLE analysis that there are several external factors that are exacerbating the turnover and retention rates of WHST and demonstrated that a large proportion of staff leave within the first three months. Research suggests that this is linked to poor induction processes alongside other factors that are not discussed during this report. It is the belief of the report that investing in changes as per the recommendations, to the current induction process for Store Team members that return on investment can be obtained and the average employee turnover could reduce significantly. 
The Report also outlines current academic rhetoric with regards to learning and the design whilst critically analysing emerging trends and how WHST can adapt in the future. 

Finally, it is recommended that as a minimum of this report, an induction checklist resource, outdated content removed and updated from the intranet and that line manager training and guidance is provided. 
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Introduction:

The Aim of this Report is to critically evaluate learning resource need within the organisation (WHSmith Travel Plc) as a result of external factors as detailed in PESTLE analysis. 

As the result of the PESTLE, it is concluded that there is an urgent requirement to review Store Employee Induction process as part of the reaction to current labour market crisis exacerbated by the COVID19 pandemic and BREXIT is required to retain employees and secure valuable knowledge within the organisation to improve sales performance and shareholder value. 
The ONS (2022) report into the impact of coronavirus on the labour market, shows that vacancies are at the highest level since pre pandemic accounting for half a million more vacancies than Jan-March 2020. Ali (2021) notes that staffing shortages are likely to be a longer-term issue due to both Brexit and COVID. Peter Cheese (2021) in Decembers issue of People Management magazine argues that if businesses are to address and meet the challenges of the labour shortage crisis, organisations must prioritise creating cultures that are biased on developing employees and creating fun and empowering environments.
 
Current labour turnover according to Scollen (2022) is 55% for Retail sales associates in WHSmith Travel, this is in excess of four times higher than UK average across all industries average of 15% (ONS,2021) and higher than the retail national average of 37% (ONS,2021). 

WHSmith Travel is largely unique in its proposition, operating across a variety of travel formats such as Railway stations, Airports, Hospitals as well as other niche locations. Often the expectation for Sales associates is higher than traditional High Street format, often with fast paced environments or in contrast small, single manned units where working with other colleagues is scarce due to Payroll constraints. 
Each format i.e., whether an airport or a railway location is operated differently due to landlord requirements or sales turnover (Range from 100kpa- 40mpa), and this presents challenges for organisation specific induction and as a result there is often, incohesive and disjointed communications and Employment relation practices across 800 stores. 

Benefits of streamlining and updating Employee induction:

This report aims to evaluate current systems, evaluate contemporary theory and assess types of learning resource that could be utilised based on a cost benefit analysis. This will be format specific and aide employee retention and development across the Sales Associate populace, including retaining new hires saving approximately £1800 per hire – (Scollen, 2021).
Savings of £400,000 could be saved based on new induction formats successfully reducing turnover by 25% this financial year. 
In addition to the savings noted, fully engaged and knowledgeable teams can significantly increase sales performance by delivering the needs of the customer. As CIPD (2021) note, a thorough and planned induction ensures that new starters integrate into the organisation well, reduce turnover and absenteeism and increases individual commitment and job satisfaction. Furthermore, CIPD (2021) outline the risks associated of not having a thorough induction process as, Additional recruitment costs, low team morale and potential damage to the employer’s brand through reviews and negative impressions of the outgoing sales associate. Glassdoor (2022) reviews for WHSmith Plc are 2.9/5 for sales associate role. Training and progression are mentioned 60% of the time. It is important to Note that WHSmith and WHSmith Travel (WHST) are separate organisations trading as WHSmith PLC so the review scores may not be entirely reliable means of assessing WHST employee reviews.  The induction process is integral to improving the review scores and retaining new and existing staff. 
PESTLE Analysis – Retail Industry – WHSmith Travel PLC – External factors 

Political:
· Government mandate – “levelling up” – effect on low skilled work as investment and training funding focussed on “skilled work”
· Brexit – Legislation preventing low skilled workers for applying for UK working visa with a minimum yearly salary of £25,600k (GOV,2022) which reduces low skilled labour available. 
· COVID regulations eased as of April 2022 however, retail industry heavily impacted from redundancies and labour 
shortages. 

Economic:
· Shareholder value importance has required spending caps on L&D budgets, maintenance works and store payroll – effect on morale. 
· Cost of living crisis with inflation at record highs of 7% as of April 2022 (BBC News, 2022) is increasing the pressure on workplaces to offer competitive salaries and rethink how to recruit, engage and retain talent. 
· COVID 19 pandemic resulted in £335M loss in revenue for WHSmith PLC. 
· Investment in technology such as Tablets, webcams and additional L&D modules to support learning and communication during pandemic lockdowns.

Social: 

· Emergence of Generation Z workforce means that organisations particularly retail and other less desirable industries will be required to evolve technologies and human resource practices to meet their diverse demands, such as competitive salaries, flexible working, learning culture and sustainability. (Gomez, 2021)
· Zeitgeist altered post pandemic with Wellbeing, home working and flexible working taking precedence. This expectation is particularly challenging for retail industry as retail work is often unable to adopt hybrid working and although flexible working is possible, unsociable hours and weekend working is a barrier to attracting and retaining employees. 

Technological:
· Increased uptake of E learning during Pandemic due to restrictions on social interactions.
· Advancement in remote communications such as ZOOM, Teams etc makes distance collaboration more accessible. 
· Globalisation means that job opportunities can now be accessed virtually and performed in a separate country thus creating competition for Talent. 

Legal: 
· mandatory training such as Food Safety, Health and safety and restricted sales take precedence over development and skills training creating tick box learning culture. 
· Increases of National Minimum wage and NI contributions have reduced profit margins, resulting in smaller L&D budget for new financial year. 

Environmental:
· Societal shift and reporting of organisations sustainability. Gen Z millennial bias towards candidates and employees expecting the organisation to actively consider their environmental impact on the environment. 
· Supply chain issues due to Brexit, pandemic and Ukraine war results in extra workload for stretched store teams. 
· Tight labour market – difficult locations are harder to attract and retain whilst choice is high for candidates. 

The PESTLE analysis of external factors highlights a change in societal opinions towards work post pandemic, the increased use of Technology for communication, Training, in the workplace as a result of social restrictions and a common theme of Labour market challenges. It is evident from the Analysis that WHSmith PLC should be encouraged to adopt and adapt recommendations in this report. 

Literature Review – Contemporary Theories of Learning Design:
(See Fig.1)
The importance of an effective Employee Induction: 
CIPD (2021) defines Induction as a process in which employees can acclimatise and adjust to their new working environment. CIPD (2021) counters that every size of organisation should have a well-considered, thought-out induction process that ensure that the inductee has a positive experience of the organisation. Yancey (2011) research shows that an effective induction is linked to staff retention which has been identified as a priority in this report to achieve organisational goals. 

An Alternative definition of Induction is outlined by Armstrong (2003) as: “the process of receiving and welcoming employees when they first join the company and giving them basic information, they need to settle into work quickly” 

It is noted that in both definitions that inductions should have structure in order to acclimatise the employee and aide retention. It has been documented by Berry (2004) that every year thousands of employees leave their new jobs within 7 weeks because of poor induction. Although the survey is comprised of 5,700 respondents and lacks validity to the application across the populace, the correlation between poor induction and retention is echoed in a study by Saluo (2014) that suggests the credible link of effective induction and employee retention and engagement. 


Contemporary Methods to create Learning Resources: 
The Covid 19 pandemic has meant that there has been a rise in Technology based learning due to social restrictions. Mckinsey (2020) describes the change in Digital engagement across the workforce as a “Quantum Leap at both Organisational and industry levels”. The Top Tools for Learning Survey (2021) illustrates that Learning Tools such as YouTube, Zoom, Teams amongst other doubled from 150 to 300 during the pandemic. The top 5 in the survey depict that collaborative video sharing technology has emerged as the favourite with more than double favouring the platforms to deliver training courses in 2021 vs 2020. 
Although, WHST similarly adopted the use of Teams and video software, it is currently utilised for meetings as opposed to virtual learning. This option could be explored for further development training courses as part of a wider strategy change. 

Classroom Based Inductions: Social Learning 70:20:10 model
As outlined above, there are significant operational challenges within WHST such as low staffing costs and small teams. As a result of this, Classroom based learning is unlikely to be an option due to cost implications. However, Social Learning Theory can be applied based on Buddy or mentoring. This is coined By CIPD (2021b) as “On the Job training” It is Important that as noted above, the induction lasts for a few weeks as a minimum and is well structured, planned and sufficient time is allocated. It is important that as McDonald (2019) Highlights, the mentor must have certain attributes such an interest in onboarding the recruit, the ability to effectively communicate and be empathetic towards the new employee. It is also important that the new employee is introduced to the rest of the team as soon as practicable to alleviate anxieties of new job environment and foster relationships. 
Faragher (2014) discusses the 70:20:10 model theorised in an article about modelling learning, she writes that 70% of knowledge acquired is learnt whilst performing the job. 20% comes from social learning and the final 10% is through formal settings such as classrooms and qualifications or online courses. 
Based on this, Mentoring and on the job learning potentially holds more benefit in this instance than proposed online virtual learning through. However, Critique of the model suggests that the formula oversimplifies learning process and is not applicable to all roles such as executive levels.

Mandatory E-Learning Reliance:
As per Fig.1 , WHST rely on E learning for mandatory training modules. These cover Legal compliance such as Training modules for Health and safety, Food Safety, Legal Restrictive sales policy training and Format specific security training, for example the GSAT module for an airport setting is mandatory. Each module is approximately 20 minutes in length as the new starter is required to complete all 8 modules by the end of their first shift so that the business is legally compliant, and the new starter has full knowledge and understanding. This is potentially overwhelming and resonates as “tick box”. Time scales should be adjusted, and/ or modules condensed to minimise pressure for the individual. 
The CIPD (2021) state that the pandemic accelerated digital learning interventions by 36% with 70% of respondents expecting to increase the use of online learning resources in the future. 

A strength of the E-learning modules that WHST deliver is that each module has several interfaces of interaction for the learner. Videos, scenario-based questionnaires, interactive characters and quizzes. The modules also provide user evaluation at the end of course, the user is asked a series of evaluative questions, the questionnaire is mandatory as a result 100% participation. 

Resources and Checklists: Learning Elimination
As outlined, there are several learning resources within WHST, often complex and focussed on operational tasks. In a sample of 10 learning resources, findings were that at least 6 contained outdated information or had not been reviewed for the past 5-10 years. In one instance, a training guide for Recall compliance was published in 2010. Shackleton Jones (2019) theorises that resources eliminate the need to learn and are a point of reference. He argues that there is little need for employees or individuals to “learn” every process or policy but to have quick easy to read reference guides. He references the London Underground map to illustrate his point that not all information needs to be learnt. He believes that L&D professionals and organisations should change the approach to the transfer of information to employees and instead adopt a “learning elimination” system. Shackleton Jones (2019) states that there is a need for simple guidance and resources such as checklists and how to guides. A critique of this theory is that checklists are easy to follow if you understand the process initially. The Learning elimination resources would be beneficial for the basis of the induction, such as checklist for structure and validation of learning. Content should be updated, and complexities reduced in WHST to aide future learning and the initial induction process. A checklist would provide structure and validation of learners needs whilst acting as a resource as outlined by Shackleton-Jones (2019)

Gamification:
Gamification according to CIPD (2021) “is the process of applying game design theories to everyday situations”. Hamari (2014) offers a similar definition for Gamification but counters that it is unclear which element of the model if at all without further research results in psychological outcomes such as motivation etc. The nature of a game is social competition, Examples of Gamification would be Learning that requires the learner to overcome obstacles and problem solve in order to absorb new content. The E-learning platform currently adopted by WHST could benefit from gamification features as is currently comprised of content and quizzes. There are several large organisations that have had a lot of success using this model which has decreased employee retention and increase learner engagement. An example of this is cited by Papas (2014) as “83% of employees are more motivated and 60% are more productive”. A critical analysis of this claim would be to assess the motivation of the author, Papas (2014) is the Chairman of the company Growth Engineering which designs and creates such modules for businesses. However, CIPD (2021) also echo the benefits from user engagement and knowledge retention. From a cost perspective, Gamification is likely to require more investment than current structure but could potentially result in a high yield for return on investment. 

Meta Verse- Emerging Trend:
Powell (2022) describes the Metaverse (VIR-Virtual Immersive Reality) as a potential emerging trend in how we learn and socialise at work soon with some organisations having adopted its use. An example of this is Accenture UK who expect to virtually induct 150,000 people via VIR this year. Powell (2022) explains that research has shown that employees retain 33% more information that standard learning styles. The research may have issues with reliability and validity so further information and research is required before investment is secured. Due to the cost implications and the need to update hardware and software alongside the compatibility of the method in a retail environment has not yet been tested, it is advised that awareness of the trend and monitoring is all that is required at this stage.


Conclusion: 


As the report has noted, research and contemporary literature outlines the effect the Pandemic and other external factors are having on the work industry. Issues attracting and retaining staff in retail is particularly challenging whilst people asses the need for greater flexibility, work life balance and a change in attitudes towards work (Meck,2021). As CIPD (2022) illustrates, the labour market is tight, therefore an employee’s market with the ONS (2022) reporting that vacancies as of April 2022 outpace candidates looking for work. It is imperative in this post pandemic era that WHST focusses on retaining candidates through effective inductions. Retention is retail and other low skilled industries have historically been challenging. Phibbs (2020) states that average turnover for employees in Retail is around 67%. 40% of employees leave within the first three months. As suggested in the report above, an effective, cohesive induction directly correlates with retention with a reported 33% improvement in initial turnover rates. 

The report concludes that there are several significant external factors that have been assessed through PESTLE analysis which supports the hypothesis that the Labour market and society has challenges to face into with regards to attitudes to work. 

Also assessed was the cost of not intervening and improving employee inductions as outlined within the introduction. 

There are four key recommendations below that will help focus the specific design of Induction Programme at WHST with an action plan attached for each recommendation. In some cases, costs have been averaged or estimated to benchmark potential investment required and how this will be evaluated as effective in terms of employee engagement, retention statistics and Return on Investment (ROI). 
In conclusion, this report recommends that WHST implements recommendations as below at the earliest convenience to minimise turnover and retain staff before the end of the financial year in September 2022. 


Design:  5Di Learning Model Design 
Fig.2.1
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(Shackleton- Jones 2022)

Analysis of Model:
The 5Di model would be beneficial for WHST stakeholders in order to design a new and cohesive Induction proposition. Shackleton-Jones (2019) theorised that there are 6 interchangeable steps to create effective learning resources. The 6 steps are illustrated above. The idea behind the theory is that, if the creators start with the outcome as opposed to the objective, learning design can be more effective. The model is underpinned with concerns of how to facilitate learning through catering to concerns or behaviours that will aid the learning process. The outcome in the case of WHST would be effective employee reduction that will increase engagement on inspire retention. Utilising focus groups and cross collaboration including employee feedback will ensure that the induction process is as robust as possible. 

Recommendations for WHST:
Recommendation 1:
What: Investment and reorganisation of current Team member induction plans to ensure a cohesive approach whilst ensuring company vision statement is included.
Who: Key Stakeholders from L&D and HR departments, Store operations team and focus groups of Team members and store managers in specific store formats. 
When: End of FY22
Where: Head office and stores through feedback and brainstorming sessions. Engagement of IT department to upload information on to the intranet. 

How: Gathering all content and ensuring all out of date best practices are updated. Formulising an induction template resource for new starters and mentors to work through with a time bound expectation and a formal sign off process. To minimise cost implications, it is recommended that SharePoint or similar is utilised for virtual collaboration. 

Cost: Labour costs for collaboration and meetings, Travel costs to be included for meetings for non-HO Based teams. Ongoing induction costs and payroll considerations. 
Time spent (Est 20 hours x labour cost of Team member and Mentor= Avg £430 per hire. 

Evaluation: Sought by employee feedback, retention statistics and Probationary review analysis. 

Recommendation 2:
What: Line manager induction process training and mentorship sign off 
Who: Key Stakeholders from L&D and HR departments, Store operations team and focus groups of Team members and store managers in specific store formats.
When: End FY22
Where: Via Face-to-Face or Virtual meeting broken into bitesize chunks to ensure that learnings and required actions have been understood. 
How: Adopting 5Di process, compiling information to support line manager training for induction process of team members whilst educating why it is important to provide a cohesive induction.
Cost: Labour costs for payroll considerations for all stakeholders in the design and delivery of training and support. 
Evaluation: Feedback and statistics for Retention, engagement and sales performance analysed in over a 3-month time period in a micro study before rolled out to the rest of the estate. 

Recommendation 3:
What: Additional Payroll factored into store to aid mentorship and robust induction process and incremental budget increase to support learning culture. 

Who: Key Stakeholders from L&D and HR departments, Store operations team and store managers to understand requirements. Managing Director and Finance teams for Payroll allocation including Shareholder buy in. 

When: End FY22 (September)
Where: Virtual collaboration / Board meeting with Shareholders and Store representatives. 
How: Through a thorough cost analysis with expectations on ROI factored in. How will the cost be offset for expected profit margins. 

Cost: Additional 40 hours x avg £22.06 per hour per inductee = £882.40. Initial costs £882.40 x 2000 (Avg recruits per year) = 1.764.8M. 

Evaluation: ROI on induction to be analysed quarterly through retention statistics/ Employee induction and penetration of learning culture through engagement surveys analysing quantitative data.

Recommendation 4:
What: Diversify/ Streamline E-learning modules and investigate whether gamification can be utilised with current provider Upskill. 
Who: L&D, Finance and operations team. Feedback from focus group at store level across formats. IT department to support integration onto WHST intranet. Collaboration with Upskill provider to support design. 
When: May 2023 if new provider needs to be obtained. 6 months’ timescale if not to. Design and update content. 

Where: Upskill Provider / L&D team, operations teams Head office.
How: Asses current content collaborated with store operations to remove excessive content. Update learner engagement through gamification. 
Cost: Additional premiums for E learning content, maintenance of content. If streamlined effectively, payroll costs could be minimised by one hour (£9.50x 2000= £19,000)
Evaluation: Learner standardised feedback at the end of each course to evaluate engagement. Retention and focus group feedback. A report analysis of employee engagement and learning preference questionnaire would be recommended.
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Appendix:

Fig:1.1
Analysis of current Induction programme WHSmith Travel:


	Strengths:
	Opportunity Areas:

	
E-learning modules used to induct new employees. 


	
8/12 Modules are Mandatory training that is required to be completed on the first day. This is potentially overwhelming for the inductee and could be streamlined. 

	
Introduction of Technological devices to aide accessibility for learning whilst instore.




	
Accessibility and connectivity are barriers and a resource to use the additional hardware would be beneficial for store teams. 


	
Content available on Intranet for employees 


	
Information is challenging to gather and is often in several different areas. This is a barrier for cohesive inductions as it requires manager knowledge to know where to access all information without a standardised checklist to follow. Out of date content must be removed to avoid confusion. Accessibility barrier is to ensure that each employee is provided with login credentials as part of their induction. 


	
Company Vision and HRD strategy available 

	
This is not utilised as part of the employee induction and rarely communicated below senior management. Wilkinson (2021) Employees feel important when included in Company Vision, resulting in higher performance and engagement. 






	
Variety of Learning Resource formats such as Videos, Scenario based multiple choice. 

	
Limited capacity for one-to-one training due to operational constraints such as payroll. Induction and Training budgets to be included as an overlay for stores to maximise employee induction and development. 


	
Learning Guides available for many operational topics: 

	
These guides are in most cases, high in word count, jargon and complexities. The interface is difficult to understand for new employees and challenging to existing. If Jargon and Acronyms are to be used, A quick Reference guide should be included as part of a structured induction. 
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