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Executive summary 

The aim of this research study is to explore the reasons for turnover of ‘Employment Advisors’ within Remploy Cymru and put forward recommendations for a potential strategy to improve Employee Retention.  
The literature review explores the secondary data that has been collected as part of this study along with the latest regional turnover statistics to highlight the current reality.   The primary data identifies areas of best practice that influence staff retention along with a critical analysis of current research literature to shape recommendations put forward to improve staff retention.   The primary data was collated through a semi-structured interview process involving a sample of 14 colleagues from the North Wales District of Remploy Cymru.
This research study found ‘Job satisfaction’ along with a ‘Strong Team Ethic’ and a ‘Supportive Management Team’ to be some of the key positive influencers in employee retention.  Increased ‘Input into Decision Making’ particularly for decisions impacting the job role; Increased ‘Opportunities for Progression and Development’ and an opportunity to ‘Climb the Salary Banding of the role’ have been identified as some of the key suggestions for improvement by participants.
Following this report, recommendations will be put forward to Remploy Cymru’s Senior Management Team to improve employee retention.  It’s recommended that approaches to retain existing talent within the business are given consideration.   A proposal for a ‘Talent Development Programme’ to be implemented addresses a number of the suggestions highlighted throughout the study.  The programme consists of two individual recommendations.  The first is implement a ‘Talent Support’ path that recognises individuals key strengths within the role that can be utilised and developed further to increase business performance and productivity, whilst also adding enrichment  to the current role by increasing variety, responsibility and exposure.   The second recommendation will be a ‘Career Progression’ path for those individuals who want to progress into management positions taking a similar approach to succession planning.  Additionally, a long term recommendation is that a suitable reward scheme be considered and attached to the Talent and Development programme following a return on investment calculation after an implementation period.
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[bookmark: _Toc520212762]1. Introduction (terms of reference)

Investigating why employees leave an organisation can aid understanding and support the organisation to improve employee retention (CIPD, 2019).   This research report aims to explore the reasons for turnover of ‘Employment Advisors’ within Remploy Cymru and make recommendations for a potential strategy to improve Employee Retention.  
Remploy provides tailored employment support to people with disabilities, health conditions and the long-term unemployed (Remploy, 2018).  Employment Advisors operate in customer facing roles; supporting customers to develop their skills and secure sustainable employment.  Thirteen Advisors and Line Manager were interviewed as part of this study. 
Following this study, recommendations will be put forward to Key Stakeholders. Senior Managers will be provided with recommendations to improve staff retention, which in turn will enhance performance and save costs.  Employment Advisors will benefit from an additional opportunity to be heard and make recommendations for improved opportunities, working conditions or processes (Perkins & Woodhams, 2016).
  
The overall aim of this research is to critically analyse strategies to improve retention of Employment Advisors.  The objectives set out are:
· To identify and critically analyse the factors specifically impacting Employee Retention.
· To identify and critically analyse the factors specifically influencing Employee Retention.
· To make recommendations for a potential retention strategy for consideration.
[bookmark: _Toc520212763]2. Literature Review
Taylor (2010) discusses how reasons for Employee Turnover tend to fall into four categories.  ‘Pull Factors’ attract employees to alternative employment.  ‘Push Factors’ are issues existing with the current employer encouraging employees to seek alternative employment.  ‘Unavoidable Turnover’ is due to reasons mainly outside the organisations control, with Retirement being most common.  ‘Involuntary Turnover’ is initiated by the organisation; Redundancies and Dismissal fall into this category (Taylor, 2010).  Retention Management strategies generally focus on voluntary turnover as these are the individuals the organisation would prefer to retain (Allen et al. 2010).
To support Managers to improve staff turnover, Griffeth and Hom (2001, cited in Taylor, 2010) highlighted key areas of focus; some of which I’ve chosen to look at in more detail below and use to shape my own research.
2.1 Realistic Job Previews and Employee Selection
Poor recruitment is often the cause of turnover during the first year.  Expectations can be raised too high with progression opportunities or the scope of the role exaggerated (CIPD, 2019).  Evidence highlights limitations of the traditional interview during employee selection.  The use of tests is becoming more widely used which can often predict overall performance and allow employers to systematically assess individual differences in skill and personality (CIPD, 2019).
2.2 Induction Practices 
An effective induction should be well-considered, enabling an employee to integrate into the team, quickly become productive, understand the organisation’s values and work to their highest potential. Where this doesn’t exist, individuals may leave.  Recruitment and replacement is costly; it affects employee morale and potentially damages the Employer Brand (CIPD, 2019).  It is now not uncommon for the Onboarding process to last two years (Kochanski & Sorenson, 2008).     
2.3 Job Enrichment
The CIPD 2017 Resourcing and Talent Planning survey highlighted that the most popular approach to improving staff retention was through increased learning and development opportunities (CIPD, 2017).  Organisations wishing to retain their employees will consider learning a focal point (DeMotta, Gonzales & Lawson, 2019).  Investing in training makes individuals feel more valued and encourages them to stay, but it can also be argued that providing training enhances skills to enable individuals to seek employment elsewhere (Taylor, 2010).  Paul et al. (1969) argues that if Managers enrich jobs, there will also be an expectation to increase wages.
2.4 Reward Practices
Herzberg (1966, cited in Taylor, 2010) suggest that pay is seen as a ‘hygiene’ factor (or a push factor) which people only tend to act upon if it’s not there.   Staff turnover is highest where pay is lowest and retention will be improved by paying above the market rate (Taylor, 2010).  There’s a range of options available for rewarding staff and ensuring contribution is recognised (CIPD, 2019).  Organisations now tend to adopt the concept of ‘total reward’, offering a blend of financial and non-financial benefits such as flexible working (CIPD, 2019).
2.5 Leader – Member Exchange
Employees are more likely to leave their managers than their organisations (Taylor, 2010).  When individuals feel disconnected to their organisation, line manager or senior management team this indicates turnover (Robison, 2008). With the right skills, Line Managers can minimise employees’ stress, provide effective advice and guidance, and offer suitable development opportunities.  Senior Managers tend to be highly influential and for that reason they need to be visible and approachable (Thomas & Hatcher, 2018).  The use of ‘Employee Voice’ to discuss suggestions, concerns and influence decision making helps to strengthen relationships with employers and their people (CIPD, 2020).
Allen et al. (2010, cited in Thomas and Hatcher, 2018) argue that evidence based retention strategies are more effective than a ‘one size fits all approach’.  This study will be evidence-based with the views collected influencing strategies recommended to improve employee retention.  Retention research thus far hasn’t focussed on Employment Advisors working in the Welfare to Work industry.  This research attempts to bridge that gap.
[bookmark: _Toc520212765]3. Methodology 
Due to the exploratory element of the research, I used semi-structured interviews to collect data, enabling me to probe, clarify and confirm responses.  I adopted an interpretivist approach; embracing the socially-constructed world view and appreciating qualitative information collected through words and meanings (Anderson, 2013).  The interviews were conducted over the internet allowing me to build up an effective rapport with participants (Saunders et al, 2019).  Semi-structured interviews are effective in exploring complex topics but are less likely to be repeatable as they reflect the reality at that time (Saunders et al, 2019).
I interviewed thirteen Advisors and one Line Manager with a 93% participation rate out of the invited sample.  I used a fairly wide cross section of participants enabling me to collect data from a representative sample of those working in the setting (Saunders et al, 2019).   The sample was chosen from our North Wales district due to a higher staff turnover rate and to additionally identify if there were any specific localised reasons.
Open interview questions were used to avoid ‘biases’ (see Appendix A); based on previous retention research and literature, evidencing that qualitative research can be used to test existing theory.  I can therefore relate the findings to a broader theoretical significance (Saunders et al, 2019).
An Ethical Questionnaire was completed ahead of conducting the research.  Participants were provided with a full explanation of the purpose of the study, informed that participation was voluntary and individual feedback remains anonymous.  This was all declared in writing.  Analysing qualitative data is often more complicated (Perkins and Woodhams, 2016). Notes were recorded during interviews and data analysed by extracting common ‘themes’ evidenced on a Word Cloud (see Appendix B).  
[bookmark: _Toc520212766]
4. Findings/Discussion
Latest voluntary and involuntary turnover data for Remploy Cymru is 45%; however this isn’t broken down by role.  Most Managers assume that voluntary turnover is associated with salary; however 75% of the reasons can be influenced (Robison, 2008).  Participants in this study would like an opportunity to climb the salary banding for the role as they don’t feel it’s a reflection of the job expectations.  Taylor (2010) discusses how Managers do need to attempt to truly understand how pay is perceived to employees, but careful consideration needs to be given to this as generally most employees consider themselves to be above average and expect to receive recognition.
Gaining absolute clarity around the job, its purpose and duties is critical during the resourcing process (CIPD, 2020).  Participants with prior experience in this sector were clearer as to what the job entailed.  For those new to the industry, elements of the customer group were often unclear along with the heavily system-based nature of the role and contractual expectations required.  
The participants were overwhelmingly positive about the supportive team culture.  If one colleague is experiencing a challenge, they all take on that challenge. Job satisfaction is gained from developing customers and witnessing the difference their support has made, making the job truly worthwhile.  
According to the CIPD 2017 Resourcing and Talent Planning survey, over half of the organisations undertaking specific retention initiatives are improving induction processes but interestingly they don’t rate it as effective as other retention methods (CIPD, 2019).  McNeil (2012) however, discusses how a difficult induction period can impact an employee for a significant period of time.  Responses relating to Induction Experience in this study were mixed.  A new induction process has recently been embedded.  For those participants who’d followed this process, the responses were generally positive and for those who hadn’t, they wished they’d had the opportunity.  
Thomas & Hatcher’s 2017 study into retention strategies highlighted that line managers need to be trained to listen and respond to the needs of their people, demonstrate they understand and care whilst promoting effective teamwork (Thomas & Hatcher, 2018).  The Line Manager relationship in this study was considered a strong retention factor receiving a significant amount of credit and praise along with that of the local management team.  Hom and Griffeth (1995, cited in Taylor, 2010) discussed how positive feedback and autonomy were important factors in staff retention as they lead to ‘Job Enrichment’.  These were both present within the roles in this study and considered important retention factors.
CIPD (2020) discuss how it’s important for Employers to listen and act upon Employee Voice.  The participants felt that they had ample opportunity to voice suggestions locally however would like the same opportunity to do this more widely across the business.  Participants agreed that they are given opportunities to respond to surveys and attend roadshows but would like to see more feedback or action taken as a result.
Robison (2008) suggests that where opportunities for progression and development are scarce, this predicts turnover.  Participants in this study would like to see more opportunities for progression and development.  It was generally perceived that scope for progression in the business was minimal. 
[bookmark: _Toc520212767]5. Conclusions 
The aim of this research was to critically analyse strategies to improve Employee Retention of Employment Advisors.  Through conducting semi-structured interviews with 14 participants in an area of the business where turnover is highest, I have achieved the objectives set, to identify and critically analyse factors specifically impacting and influencing employee retention.  
The questions asked were derived from the literature review, focussing on Griffeth and Hom’s (2001, cited in Taylor, 2010) key areas to improve staff retention and critically assess their relevance.
Job satisfaction; a strong team ethic; supportive line management; autonomy; positive feedback and employee voice locally are key influencers in employee retention.  Impacting retention is a perceived lack of scope for progression and development; lack of input into decision making; inconsistent induction practices; lack of clarity of the job role at recruitment stage along with a stagnant salary.  It’s important to note that these were the key ‘themes’ pulled from the responses with different factors varying in importance for each individual.  A larger sample may have provided increased validity, however we chose to focus the study on a specific district due to higher levels of turnover.
This research finds Griffeth and Hom’s (2001, cited in Taylor, 2010) suggestions to be credible.  I can now make recommendations for a potential retention strategy derived from evidence-based practice rather than adopt traditional approaches without questioning their relevance (CIPD, 2016).  In the short term I recommend focusing on ‘Job Enrichment’; however ‘Reward Practices’ needs some careful consideration as a long term recommendation.

[bookmark: _Toc520212768]6. Recommendations for change

McGrath (2019) highlights the importance of trusting the traditional concept of managing retention by implementing an exciting employee experience from the start.  Remploy has already enhanced its recruitment and induction processes to improve staff retention.  This research has enabled me to consider what the next steps should be on this journey.  
I recommend we focus on innovative approaches to ‘retain’ our existing talent and pilot a ‘Talent & Development Support Programme’.  Traditionally organisations have focused on high potential individuals when implementing talent management programmes (CIPD, 2020).  Henaghan (2019) discusses how it’s more important to ensure everyone has the opportunity to be the best they can be. It is more common now for organisations to consider the talents of all of their staff and find ways to develop their strengths (CIPD, 2020).  Due to the existing team ethic appearing to be one of the strongest factors influencing retention, this approach appears to be most appropriate. All employees will be given the opportunity to discuss their aspirations.  CIPD research suggests creating a structured selection process to increase the perceived value of participating in the talent programme and motivation to perform once selected.  For those who don’t make the criteria, a planned and ongoing development plan must be implemented (CIPD, 2020).
The programme would take two paths.  Path A, a ‘Talent Support’ programme for individuals who excel in fundamental areas of the role to mentor and coach colleagues within the business.  Additionally, they will be given the opportunity to input into the design and delivery of training modules and lead focus groups in their specialist area.  Path B is a ‘Career Progression’ path that would follow a typical succession planning programme, including a formal training programme, work shadowing and opportunities to lead management tasks and projects (Wilkinson & Taylor, 2016).

Approximate costs detailed below:
	Recommendation
	Cost (time spent)
	Benefit

	Talent Support Programme
	3 Advisors @ 1 day per month for 6 months = £1,600 approx. 
	
Reduced turnover by approx. 20%; Increased productivity; Increased opportunities; Improved morale. 

	Career Progression Programme
	3 Advisors @ 1 day per month for 6 months = £1,600 approx. 
	



Following the pilot, return on investment would need to be analysed by assessing performance, succession pools, staff turnover and productivity in relation to costs (CIPD, 2020).  
Initial thinking is that the Performance Improvement Manager will lead this project working alongside Line Managers, Talent and Development Colleagues and HR.  Additional costs would be incurred to design, develop and implement the programme if this was agreed.  
If a pilot of the programme delivers a positive return on investment then an additional recommendation would be to consider a suitable reward scheme linked to participation in the Talent Development Programme to further increase employee retention.
[bookmark: _Toc520212769]Limitations
In order to make a comparison with turnover in other districts it would be interesting, and a suggestion for future research to widen the sample interviewed.  Using surveys to collect data may have allowed for a larger sample as they are a generally cheaper and quicker approach, producing quantitative data which would’ve been less complex to analyse (Perkins & Woodhams, 2016).  
[bookmark: _Toc520212770]If I was to conduct this research again, I would gather data from individuals who’ve left the business through Exit Interviews.  This may add further validity to the data collected.
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· Appendix A

	



	Semi-Structured Interview Questions:


	Participant Disclaimer
Thank you so much for supporting me in my CIPD studies.  Just to reiterate what has already been explained in the diary invitation to this meeting; your participation is voluntary.  I have chosen (along with guidance from HR and Senior Management) to explore reasons for Staff Turnover and critically analyse strategies to improve staff retention.  The feedback you give me will remain completely anonymous.   I will use the answers provided from this interview to inform my research report and make recommendations to key stakeholders as to important factors which should be considered in a potential retention strategy; however there will be no link back to any participants individually and your individual answers will remain anonymous.  Your views and ideas are extremely valuable and I would encourage you to be as open and honest as you possibly can in your feedback.  Can you confirm you’re happy to proceed?



Proceed: Yes/No
Job Title: 
Length of Service:

1. General
· What do you like the most about your job?  What keeps you here and why is it important to you? 
· What factors do you feel could be introduced or enhanced to minimise the numbers of employees who choose to voluntarily leave?

2. Recruitment & Selection Process vs. Job Reality
· Reflecting on your application for your current role and interview process, would you say your initial expectations met the reality of the role? 
· If yes, in what way were they the same?  
· If not, how do they differ?  What changes do you suggest could be implemented to ensure to minimise those differences?

3. Job Enrichment
‘Job Enrichment’ describes the process of adding additional responsibilities to roles to make them more meaningful and motivating, whist also giving individuals an opportunity to enhance their skills.
· Talk to me about ‘Job Enrichment’ in your role.   Does it exist? How important is it for motivation?
· What opportunities for self and career development are there?  Is this something you feel is important in a job?
· How do you receive positive feedback on performance? How important is this to you?
· Is employee contribution adequately recognised?  In what ways could this be improved?
· In what ways is your job meaningful?  Could there be improvements made in this area?
· In what ways do you have autonomy and responsibility in your role?  How important is this to you?

4. Workspace Characteristics
· Describe your typical working environment.  How is it effective in helping you to achieve your objectives?
· Do you have the tools, resources and working conditions to be able to effectively carry out your role?
· If it isn’t effective, what do you feel are your challenges and what suggestions can you make to take away some of these difficulties?

5. Employee  Voice
· How is your voice heard and how do you contribute to decision making in the business currently?  
· How important is this to you?
· What could be improved in this area and how?

6. Induction Process & Training and Development
· Describe your induction process.  In what ways did it meet your needs? How could it be improved?
· How important is training and development to you?  What opportunities exist in the business?
· Do you feel you have received sufficient training to do your job effectively?  In what ways do you feel this could be improved?

7. Final Comments
· Do you have any final comments you feel are important regarding staff retention that you would like to be considered?

	








· Appendix B
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