



Aim of Research: 
‘The research aims to compare and contrast the causes of labour turnover with retention survey data of instore employees and develop an implementation plan of recommendations for WHSmith Travel Plc”.

Introduction: 
The Retail sector has historical retention and labour turnover issues (Watts,2022), WHSmith Travel Plc is no exception and is above the industry average considerably for employee turnover within the first 12 months at 60%. (Fu, 2022). Hall (2019) estimates that the costs associated with Labour Turnover are as much as 33% of the employee’s salary for the year due to training, Rehire and the impact on the wider team. It is important to note that this figure is a median average across all industries and does vary. However, excess costs incurred are not debated by academics and about WHS with LTO at 60%, these costs range between £5-600k per annum (Fu, 2022). The current climate with the threat of recession (BBC,2022) and the “Great Resignation” coined by the CIPD (Cheese, 2022) post-pandemic only exacerbate the urgent need to address the issue.
Background of WHSmith:
 The leading Travel retailer in Airports, Railway stations, Hospitals and service stations. A complex operation due to landlord restrictions and regulations as well as a diversity in environments. As of May 2022, WHST had 3552 employees working across 570 locations. (Fu, 2022)
WHS is a well-known retailer and was established 230 years ago in 1792, there are 3 subsections of WHSmith Plc, Highstreet, Travel and International. For the research, WHSmith Travel will be the primary focus.
Previous Research has outlined the costs of high labour turnover and the benefits of retaining staff in detail. The CIPD (2021) Talent planning survey research outlines that despite literature and research informing employers of the importance of retention, only 40% undertake retention initiatives. However, there is limited research into employee motivations for remaining in an organisation. 
This study aims to understand the motivations of existing employees to understand the causal link with labour turnover issues through a survey and analysis of existing HRM data. Key themes from the retention survey are that employees’ relationships with colleagues are the main motivation to remain; with 82% of respondents mentioning this at least once in their responses with 50% of respondents that did not like working for WHSmith stating such. The research has illustrated that payroll, work-life balance and lack of training has been a motivator for respondents to consider leaving, this is covered in more depth in the findings section. 
My motivation for conducting the research is because the LTO of new employees impacts me in my role as Store Group Manager and my investment in the business means that I would like to assist in finding viable, cost-effective solutions. 
Literature Review: 
As previously outlined from HRM data, WHST has a 60% Labour turnover of employees with less than 3 years of service. 75% of those leave the business within the first 6 months with 50% between 0-3 months. (Fu,2022). The HRM data is formulated from leaver forms on the internal payroll system. According to this data, “personal reasons” and “lack of career prospects” are sighted as the main reasons employees leave. This is contrary to my research (Appendices). The limitations of the data are that 1. They are filled out exclusively by the store manager who arguably has a vested interest to select the least implicating reason. 2. The list of reasons to leave is brief and not definitive or the ability to input further information. 
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(HR Toolkit, 2020)
According to CIPD (2014) employee turnover refers to “The proportion of employees who leave an organisation over a set period vs total percentage of the workforce”. (Taylor 2019) states that there are four categories in which turnover occurs, 1. pull factors such as higher rates of pay, security of better rates of pay, 2. Push factors such as not enjoying the environment or poor relationships with colleagues, 3. Unavoidable Turnover, for example, retirement or ill health and 4. Involuntary Turnover such as Redundancy or capability/ conduct dismissals. Taylor (2019) acknowledges that many resignations are a result of involuntary resignations due to employees wanting to “jump before they are pushed”. Morris and Hodgkin (2000) believe staff turnover should not always be regarded as negative but positive for company culture but note with caution that excessive labour turnover poses serious risks to an organisation. 
CIPD's most recent labour market outlook (2022) encourages employers to regard retention strategies as important as recruitment in a difficult external labour market. The report concludes that focus on upskilling existing staff, reviewing flexibility and rewards packages with a pay review being noted as a consideration considering the ongoing national economic inflation crisis. 
Pay, Flexibility and training are key levers in my research with 22% of respondents mentioning age-related pay differences. The pay structure was reviewed in April for Sales assistants and Team leaders and a 5% increase was applied to increase the hourly rate above the national minimum wage for the first time. However, there is still a three-tiered structure for hourly pay depending on age. 
There has been much research into psychological motivations for job satisfaction and employee retention such as Herzberg’s 

Fig 0.3: Herzberg’s Motivation Hygiene theory:
[image: Chart showing the factors that contribute to job satisfaction and job dissatisfaction according to Herzberg's Two-Factor Theory. Job dissatisfaction is influenced by hygiene factors; job satisfaction is influenced by motivator factors.]







Fig 0.4: Maslow’s Hierarchy of Needs Theory: 
[image: Maslow, Herzberg and Pink's Motivational Theories in the Workplace]

However, there is little empirical research to support these theories as both theories do not rely on external influences to affect job motivation. Both theories have been criticised for weak methodology and insufficient regard for other factors. More contemporary research assesses job satisfaction and compiles “retention strategies” such as that of the CIPD (2020) report that outlines key practices to be adopted by organisations to limit labour turnover and increase retention:
· Flexibility and work-life balance.
· Treat people with Fairness.
· Employee well-being. 
· Career development. 
· Employee Voice. 
Similarly, to that Mason (2008) lists additional strategies to influence retention:
· Recognition.
· Competitive benefits. 
· Fun at work. 
· Leadership style of management. 
· Recruitment selection.  
What is the contrast between WHS data and Employee data? 
WHSmith Data: (Fu, 2022)
· 27% of New Starters leave by month 3, and 18% before 4-week probation.  
This can be linked to recruitment selection and induction processes as outlined by Mason (2008) WHST has discussed the requirement for a more in-depth job outline to ensure the working conditions meets the new employees’ expectations. The proposal of a video outlining the day in the life of a team member alleviates mismanaged expectations in single-manning and fast-paced environments. 20% of leavers were processed as “job did not meet expectations” or “Non-starter”. 
· The main reason for leavers is sighted as “Career prospects”, followed by “personal reasons”. 
Career prospect was ranked 5th 55% of respondents ranked it as least important to them in the research regarding the importance of pay and benefits/ Flexibility and work-life balance/relationship with line manager and positive working environment but accounts for 21% of leavers. This should be investigated in future research and the validity of the current research may have been how the question was posed. Kroon (2013) identified in research that development opportunities can improve retention and employee commitment in organisations. Gardner (2014) argues that an employee’s disinterest in career development may be a “cue” for disengagement and a sign the employee is on the verge of leaving. 
“Personal reasons” is too broad to quantify and could encompass many reasons such as flexibility, ill health, family issues etc as noted above. The research has shown that the respondents that have considered leaving (41%) state through quantitative analysis that Work-life balance, lack of staffing and support were key levers. 

Research method: Retention Survey via Google Forms: See Appendix
The advantages of a Survey according to Anderson (2009) low cost for the researcher, participant convenience, anonymity, no interviewer bias and geographical versatility. 
This method enables the collation of both quantitative and Qualitative data through multiple-choice and open-ended questions requiring a written response, whilst enabling the participants to be anonymous. Anonymity is important for response rates and the validity of the research data. Interviews structured or unstructured may have been a good alternative but due to time and travel constraints, the Questionnaire provides the project with variety: demographically and geographically whilst minimising time and cost. 
Participant selection: 
36 surveys were obtained which is 1% of WHSmith's total employees (3552)
Responses are optional and sent to a variety of departments including data from Store Managers, Dep Managers, Team Leaders and Sales Assistants. Personal data or locational data was not collected to improve anonymity which limits the research from expanding into sub-sections such as whether certain genders or locations are affected. 
Reliability and validity:
Flick (2014) argues believes that surveys have high reliability when data is quantifiable such as the Leichter scale used in this case. However, the qualitative data collection reduces this considerably and is interpreted with potential researcher bias.  
Representativeness: 
Due to the sample size and lack of personal data collected the data is not representative of all employee feelings but allows reference points for future research. The respondents were random, and participation was optional therefore avoiding issues of researcher bias.
Research limitations:
Data Analysis: Thematic and Response graphs are generated through word analysis software and quantitative data. Contrast and further correlations are challenging due to the lack of respondents’ personal information. Sample size and researcher interpretation of data in particular Qualitative data limits representativeness. 
Application of Retention Survey for research design: 
Brahman (2001) Suggests organisations have much to gain from looking at why people stay and regards this as the “other side of the coin” but notes that this method is rarely adopted. Similarly, Taylor (2019) notes that stay surveys don’t always inform exactly why people leave but patterns and behaviours can be analysed and could hold the key to some of the answers. 


Conclusion: 
This Research has found that the primary motivation for employees to remain at WHST is the colleagues whom they work with. The survey found that 75% of respondents enjoyed working for WHST and 8/10 felt valued by their line manager. 
Internal data suggests that “Career prospects’ is the common reason for leaving although this research has found that “Career” motivations have been selected as the least priority by 66% of respondents with Pay and benefits being of most important, followed closely by Flexibility and Work-life balance.
Current literature outlines the external factors exacerbating Labour turnover rates in the UK labour market with political, economic and social making the most impact. BREXIT resulted in fewer overseas workers leaving a shortfall of low-skilled workers for industries such as Retail, whilst the pandemic significantly altered societal expectations of ’work’ and the organisations they work for. As a result of external pressure, importance and urgency are paramount in attracting and retaining employees for organisations such as WHSmith Travel. Who already have LTO rates 30% over the industry average. 
Highlighted areas of improvement:
· Pay Structures/ Workforce planning 
· Communication from WHSmith Travel and Line managers
· Training particularly Induction. 
· Workload and Technology 
· Flexibility policies
Future Research recommendations:  
· Explore the reasons and types of attitude changes in the workforce as a result of the pandemic to adapt to cultural workplace shifts
· In-depth Research into Gen Z workforce attitudes and preferences to secure long-term retention.  
· Focused Job profile motivations survey to identify engagement shortfalls. 
This research was conducted on a small populace (1%) of WHSmith Travel and does not have full representativeness however, the broadness of diversity in respondents, as well as the anonymity factor of the survey, allows the research to have more validity. Should the research be repeated, a pilot test would ensure that data from the questions produce the correct response and minimise ambiguity. As an example, understanding how the pandemic had affected attitudes to work as opposed to just confirming that they had further data such as location i.e., hospital, airport etc to establish if there are specific locational problems that can be resolved. Another consideration should be the accuracy of data interpretation and the methods used to analyse the data and the competencies of the researcher. Overall, the research has provided insight into the original objectives and could be used as a starting point to formulate future strategies.
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Appendix:
Research Findings:
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As per Ethical Guidelines, all participants were expected to confirm their consent and participation before proceeding with the survey. The disclaimer informs the participant of the procedure should they wish to withdraw consent at any time post-completion. 
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Age was collected to correlate with organisation data and to potentially correlate age-related data with employee engagement. 
Notable data correlation suggests: 
· The 18-25 category was the most disengaged and made up 100% of employees with less than 3 months of service. 
· 100% of these respondents stated that they were very dissatisfied with the Induction.
· 80% found the workload unmanageable and as a result felt stressed. 
· 100% felt that age-related pay was unfair and should be changed. Typically, a £2.67 per hour difference from that of 23+ (Gov, 2022) 
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· 33% of respondents have worked for WHSmith Travel Plc for less than 12 months. 
· 50% of respondents have worked for WHSmith for more than 3 years. Internal Data suggests that the retention rate after 3 years is 75% (Fu, 2022), Tenure below 12 months is the largest cause of LTO. 
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· Job roles were collected as part of the survey to see if there were any correlations between role and motivation, engagement and length of service. 75% of the respondents enjoyed working for WHSmith however the survey found that management was 64% of the total.  
[image: Chart, pie chart

Description automatically generated]Fig 5.0
· 14% of respondents either disagreed or strongly disagreed with the statement that they enjoyed working for WHSmith, Further data analysis found that 88% were sales assistants in the 18-25 age category.
· 66.6% of employees selected that they Strongly agree or agree with the statement. Statistical analysis reveals that 64% were in management positions.
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· 33% of respondents selected “Flexibility and work-life balance as being the most important to them. WHST labour turnover data shows that Career prospects were one of the main reasons for employee turnover contrary to data collected in this survey. 
· In contrast to the CIPD workforce planning survey (2022), 61% of respondents chose “career progression” as of the least importance. 
· “Pay and Benefits” was most important to 30.5% of respondents, this is in line with expectations and external socioeconomic factors i.e., “Cost of Living Crisis” (BBC, 2022) 
Fig 7.0
What is the best part of working for WHSmith Travel Plc?
31 Responses:
· “The team spirit”
· “Teamwork, great atmosphere”
· “Nothing at the moment”.
· Every day is different working in a travel store, we get a varied crowd of customers through our store which keeps it fresh and exciting.
· Being part of a great team
· Flexibility around my schedule. 
· The staff and work-life balance 
· I am listened to no ed to and I feel valued 
· “The team around me in store. I value the loyalty and friendship shown and the drive to support and encourage each other”.
· “The team”.
· “A supportive team environment”
· The family atmosphere 
· Working in a good team
· The support from the region 
· The people and the flexibility
· I have met some great and very supportive people
· The team I work with
· It’s close to home
· It’s a real family environment, everyone (in southwest anyway) wants to work together and help each other out.
· Seeing the business grow and develop
· Every day is different
· Meeting people
· The atmosphere, there’s always something to do. 
· Meeting other members of the team and talking to customers.
· Meeting new people 
· there isn't one, I have worked here for nearly 3 years, 1 year spent at high street within a duty manager role, and this company has little to no regard for its staff with support or well-being.
· Being able to talk to my co-workers and being able to talk to them about my feelings 
· The positive environment and good relationship with colleagues 
· colleagues
· The people 
· Teamwork and colleagues

· The Common Theme is “people” whether colleagues or customers. 58% of respondents stated either in their responses as the reason they enjoy WHSmith Plc. Brown (2014) recognised that workplace friendship directly impacts employees' loyalty to the organisation which in turn impacts retention.
Fig 8.0
What could be improved?
30 responses:
· Payroll to limit single manning
· Appreciating staff very often
· Life work balance and more thought for your staff
· The workload can sometimes be a bit overwhelming. 
· Not having to loan work
· More staff to reduce individual workload. 
· More stuff
· Response forms, the layout and the time it takes to receive an answer 
· Pay. More planning for the individual trends of different formats so we are ready to go when sales increase instead of having to battle for support once sales have increased
· Systems are complex and little training given 
· Everything else
· The technology and programs, the interface is outdated, and many things are hard to navigate
· Staffing levels
· More understanding of our busy times and not putting massive planogram changes during this time.
· Better training. Reading through a training guide isn’t helpful for everyone. I learn from doing. I struggled with constant anxiety when I first was due to the lack of adequate training.
· Operationally heavy, problems take a long time to resolve
· Less single manning- able to have breaks at reasonable points of the day instead of 1.5hrs to 2hrs into a 7-hour shift
· Communication from the area manager
· Rates of pay for shop floor assistants, we are one of the last few companies that have different pay rates for age, I was quite surprised when I joined that this was still in practice and I can now see why retention of staff is low, especially at younger ages.
· IT system and ways of working
· Communication and training 
· N/A
· Communication between management and staff
· More shifts available to work
· support for team leaders, a bigger budget for staffing to staff busier days, better upkeep on stores with refurbishment or refreshment in shelving units and displays, and better security for staff well-being who single-man units.
· The managers/ team leaders to be more understanding of mental health issues and how to help 
· Improved benefits like paid sick leave/being paid more than minimum wage
· incentives for staff
· Work-life balance, sorting out maintenance issues, support and not blame, training
· Training and induction were disjointed and poor.

Key Themes include:
· Better Training
· Better Communication 
· Payroll and operational deficiencies such as “single manning” 
· Improved Technology and fewer and less complex operational tasks. 
· Employee Benefit enhancements such as Pay and Benefits and incentives. 

Fig 9.0
Have you thought about leaving within the past year? If so what was the reason?
30 Responses
· No
· Yes, because I was struggling with work-life balance 
· Never
· Yes because we have not had any support through covid, furlough staff had more benefits 
· No, I haven’t
· Yes, to pursue employment more relevant to my field.
· Yes. Lack of support from outside of the store and frustrations in response to queries or requests for help
· Yes, flexibility 
· Awful customers, overly demanding work and unreliable new staff
· Yes. Too much to do. Have never had a week where everything was complete to a reasonable quality
· Lack of training causes me anxiety.
· Yes work-life balance, pressure to achieve results in extremely difficult circumstances 
· No 
· Yes. More flexibility around childcare.
· Yes poor communication and work-life balance
· Yes briefly challenging environment 
· Yes, understaffed and too much stress some days.
· More hours 
· I felt like leaving after being left to deal with a hospital store on my own over the covid period rather than take furlough iI chose to work in a different store, after that I was made redundant and had to find an alternative role, to which I became a duty manager in a high-street store, left there due to lack of flexibility between uni and (supposed to be part-time) full-time work, transferred back to old travel store onto team leader role, was not paid TL wage for 3 months to the current date (still am) no support from covering managers. and the store and staff seem to be dropping like flys for the few pence we earn as we work double for less.
· Yes I left in the past year, and this is because I felt like I wasn’t liked by the team leaders and was always left on my own and they knew my mental health issues were bad 
· Yes, only because I'm starting uni soon and need to leave
· no
· Yes, pressure is huge and no support from the company, although using my peers to help 
· Yes- I don’t like single manning the store, sometimes it is intimidating when customers are frustrated


Key Themes:
· Lack of Work-life balance.
· Payroll Constraints 
· Lack of support and communication 
· Poor Mental health as a result of workload or environment. 
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· 75% of respondents selected that they either Agreed or Strongly agreed to feel valued by their line manager. Mckinsey (2021) Survey 98% of 5000 respondents stated that their line managers played a critical role in their engagement at work. 
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· 58.4% of respondents felt as though their workload was not manageable and they felt stress as a result. 
· The Category with the high number of responses with high stress and workload was management, with 88% of respondents either disagreeing or strongly disagreeing with the above statement. 
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· 25% of respondents agreed that their induction was satisfactory whilst 25% felt that they were not satisfied with their induction. This suggests a disparity in the process of induction and time spent on inducting new employees. As outlined above, training and induction were a factor in employees considering leaving employment with WHSmith Travel. 


Fig 13.0
Is there anything you would like to share about your induction experience?
19 responses:
· No
· Lack of clear direction and a lot of self-learning 
· Made me feel very relax
· I was pretty much left to get on with it and did everything myself. I believe things have changed now
· At an airport, there is a lot to take in and the amount of information could be better spaced out
· I was transferred from United News, and it was quite easy
· Lots of talking about how but never practical application. Managing a store is beyond a 2-week training session
· More specific training i.e., chilled food procedures when having out of temperature. 
· Again, anxiety due to lack of adequate induction
· N/a
· I’m sure my induction has been unique, from what I have seen of the staff induction process it does feel a little rushed, Staff could start work with the basic level of legal training and then have a training programme over a 12-week process that is a mixture of learning, show, do for example and then reviewed by a manager at every 4 weeks.
· Online learning is a great way of training but if the shop has a bad signal it does not make it a great experience as can drag out the training. The staff and manager were helpful and welcoming
· my probation lead to covid, I transferred to a hospital store to work there and keep it open, I have not revived my discount card, and I have learnt everything I now know from trial and error. as each unit/store/branch uses the same system at different levels or processes
· During my induction, my team leader was swearing and talking about other staff members on my first day and I wasn’t happy about the way the team leader was talking about them 
· too long ago
· There wasn’t a structure

Key Themes:
· Lack of structure
· Good online training 
· Self-Teaching and too much information without clarity on important processes. 
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· 58.3% of respondents reported not having a performance review in the last 6 months.
· 100% of the respondents that had had a performance review were management capacity. 
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· 52.8% of respondents felt that the pandemic has affected their attitude to work, further research in this area to understand how attitudes have been affected is recommended. 
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· Referral of friends is a good indicator of employees' views of the business, in this instance, a larger proportion of respondents would recommend friends or family at 38.9%. However, from May- September WHST initiated a “Refer a friend scheme” with a financial incentive and participation was as low as 0.5%. (Fu, 2022)
 
Fig 17.0
Are there any other comments you would like to share?
15 responses
· No
· I enjoy the flexibility and autonomy that my role gives me. Often there is too much to do and requires working longer than contracted. Too many time-consuming operational tasks 
· Best place to work
· Not enough store support, not enough staff and if you bring it up it’s always about the budget. 
· The company is trying its best to look after staff and customers and is making a good job of it!
· There has been a definite corporate change of attitude in the last few years making it a much less enjoyable workplace
· N/A
· Overall, I feel WHS travel is a great place to work, but if we are going to keep hold of staff they must feel they get fair pay for what is really hard work in travel, especially the airports.
· I would like to see more training and development programs available to staff. 
· My attitude to work has changed as I no longer take anyone’s shit, or be pushed around like I will do it without even asking and finding out if I can. People who tell me my process, practice and store standees and customer service are wrong, I have worked in Retail for over 5 years now at all matter levels from Sales Assistant to Team Leader & Duty Manager. I am no longer a pushover for this company to use. I am also a victim of physical assault within a travel unit while on company time, and as it happened at the proceedings of the redundancy 1st notice, the company said they would support me and help me, but when I rang up to discuss further with my concussion they said they had no record nor were willing to help me because I was in the process of being washed out of their hands, so no I am not happy to work for this company and will be sharing these same thoughts a the Team Leader meeting in Manchester on the 8th Sept. Kind regards, Team Leader KASK I would also like to point out that when giving someone the option to rate 5 different fields with 5 numeric values of 1-5 having to scale them separate doesn't accumulate the actual values we hold, because I like my money and benefits over all the other choices but can’t have it on the same level as another choice.
· no














Fig 18.0: Survey Disclaimer 


WHSmith Travel Plc - Employee Retention Survey
I am currently studying Master’s CIPD Level 7 in Human Resource Management at the University of Wales Trinity St David (UWTSD). I intend to research Labour Turnover within WHSmith Travel Plc to recommend ways for the organisation to improve employee engagement, whilst improving my academic knowledge. Research data will be collected and analysed and will be presented on 7th October 2022 to the exam board and peers through a conference presentation. 
It is important to note that although the WHSmith Plc Leadership team has authorised the implementation of this survey, you are not required to complete should you or your team decide not to. 
The survey attached will be anonymous and responses will be tagged numerically for researcher identification purposes only. Data will be shared with the HR department (WHSmith Plc) however, survey respondents will not be identifiable as very limited personal data is being collected. Email addresses are not required to complete this survey therefore there is no way of connecting individual data. 
All participants have the right to opt-out at any time and the completed survey will be removed from the data collection pool and destroyed by contacting: 
Amberlea.mann@whsmith.co.uk with the date and approximate time of survey completion. 
Similarly, should the participant wish to discuss the survey in advance or post-completion, this can be arranged from the above email address. 
Data collected will be encrypted/protected and GDPR guidelines will be always followed in line with WHSmith policies and that of UWTSD. Data will not be misused or made public at any time. 
All questions included in the survey have been approved in advance by UWTSD ethical board. 
Finally, I would like to thank you for your time,
Amberlea Knowles (Mann)





1

image3.png




image4.png
Please confirm you are happy to proceed and answer the below questions:
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To what degree do you agree with the below statement: "l enjoy working for WHSmith Travel Plc"
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To what degree do you agree with this statement: "l feel valued by my line manager"
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To what degree do you agree with this statement: "My workload is manageable and | rarely get

stressed"
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To what degree do you agree with this statement: "l was satisfied with my induction into WHSmith

Travel"
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Have you received a performance review within the last six months with clear constructive

feedback and achievable goals set?
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To what degree do you agree with this statement: "The pandemic has affected my attitude to
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To what degree do you agree with this statement: "l would happily refer friends and family to work
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