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[bookmark: _Toc449649807]1.0 Executive Summary
Crowley & Co Accounting is a small, rapidly growing accountancy firm located in Ireland.  D.O.D Consultants were approached by senior management at Crowley & Co in an attempt to address issues with staff turnover within the firm and to improve employee retention.
The objectives of this report are:
· To provide a situational analysis which involves the gathering of any background information to familiarize the project team with the decision-making environment (Zikmund & Babin, 2007).  
· To provide an analysis of the key reasons for high levels of staff turnover within the industry that Crowley & Co Accounting operates.
· Propose modifications and changes to the current hr function at Crowley & Co, providing strategies for implementation that will help improve employee retention. 
This report utilized a SWOT analysis to examine the internal and external environments of Crowley & Co by analysing the firm’s strengths, weaknesses, opportunities, and threats.  It report identifies that the key reasons for high turnover within the accounting industry are:
· Better salary packages elsewhere.
· The monotonous nature of the work.
· Lack of opportunities for advancement and growth.
By analysing these key reasons, this report suggests key interventions for improving employee retention within Crowley & Co Accounting.  These interventions are:
· Modification of the recruitment and selection process.
· Introduction of advancement and career growth opportunities.
· Amendment to current employee compensation packages.
· Establishment of a mentoring programme.

The report concludes with recommendations based on the critical findings and analysis.  The information used in this report is supported by research and material originating from academic journals, textbooks, and websites.
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[bookmark: _Toc449649808]2.0 Introduction 

Crowley & Co Accountants is an accountancy firm that offers its clients professional advice in a diverse range of financial functions including accounting and taxation among other financial advisory services.  This financial advisory firm was founded in 2013 and is located in Cork City, Ireland.  Crowley & Co Accountants was established during times of economic recovery in Ireland with the demand for part-qualified and qualified accountants swiftly increasing.  The company is rapidly growing from a small firm to medium-sized firm.  As a result, the firm’s client base is swiftly expanding so there is an increasing strain on its hr function with an increasing amount of employees leaving to pursue careers elsewhere.  D.O.D Consultants were approached by senior management at Crowley & Co in an attempt to address problems with staff turnover.  D.O.D Consultants is a consultancy firm that specialises in the field of HR policy, including and not limited to areas such as hr strategy, human capital management, and recruitment and retention.  The role of consultancy firms is to create value for organisations, through enhanced performance, attained by providing unbiased advice and implementing business solutions (MCA, 2016).  

[bookmark: _Toc449649809]2.1 Justification

High staff turnover can be exceptionally costly to any business in regards to training costs and the loss of knowledge and experience.  High staff turnover often indicates poor personnel policies which result in high costs and low productivity (Chakravarty, 2004).  Accounting firms are generally known to have profoundly high levels of turnover in comparison to other industries.  Within this industry, it is commonplace for employees to resign after a few months of employment, often referred to as the ‘induction crisis, whilst many others leave after numerous years of employment in an effort to develop their careers or seek variety (ACAS, 2014).  Many new recruits and recent college graduates leave their jobs once they have become fully qualified and certified as accountants.  They use their qualifications and experience to pursue newer jobs in large companies that offer better remuneration packages (Economist, 2007).
There are various negative implications for firms such as Crowley & Co Accounting whose performance continues to be inhibited by increasing turnover rates.  High staff turnover can have a large economic impact on both the direct and indirect costs of the business (Phillips & Connell, 2003).  Estimates suggest that the cost of staff turnover can range from between 50% to 200% of an average employee’s annual salary.  These costs are significant even for medium to large-sized companies that have modest levels of turnover (Allen, 2008).  As Crowley & Co Accounting acts as a financial advisory firm that deals directly with its’ clients and the public, employee turnover can have a significant impact on the quality of customer service that is offered.  High rates of staff turnover, especially in regards to front-line staff, is often regarded as “the most serious threat to providing excellent customer service” (Phillips, 2002, p. 5).  
[image: ]A survey conducted by the CIPD (2007) analysed the effect of labour turnover on organisational performance with 56% of respondents stating that labour turnover has a minor negative impact on organisational performance.  However, this survey captured the views of employers from various different industries and was based on a turnover rate of 18.1%.  This negative effect would likely be larger for organisations that operate closely with their customers or have a much higher turnover rate.
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High staff turnover can affect an organisations ability to function effectively due to the necessity of hiring and training new employees (Taylor, 2006).  Increased levels of turnover can also have a large negative impact on the organisation’s existing employee’s job satisfaction and motivation (Wheeler, et al., 2010).  It leaves Crowley & Co with a smaller internal pool of employees to cover the work and the firm may have scarcer resources available to cover replacement costs (Raines, 2013).  It is essential that Crowley & Co Accounting implement the measures that this report recommends in order to improve employee retention and thwart the negative implications associated with high staff turnover.
[bookmark: _Toc449649810]2.2 Aims
The overall aim of this report is to identify the root causes for the high levels of staff turnover and to propose changes and modifications in order to improve employee retention in Crowley & Co Accountants.  The firm’s current staff turnover rate is approximately 38%, which is exceedingly high in comparison to the average turnover rate of 25% that most British accounting firms experience annually (CPA, 2015).  As previously mentioned in the P.I.D, D.O.D Consultants aims to significantly reduce Crowley & Co’s annual turnover rate to below industry averages before the end of the financial year 2017.  However, based on the scope of this study and the possible limitations identified within the PID, a more realistic date to achieve the desired results would be the end of the financial year 2018.

[bookmark: _Toc449649811]2.3 Objectives
In order to evaluate the success of the project, D.O.D consultants will analyse the project’s critical success factors (CSFs) identified in the PID at end of the life of the project.  Businesses rely on these critical success factors to define the objectives that must be completed in order for the business to meet their overall goal (Howell, 2010).  The following includes the objectives of each phase of this project:

· Phase One provides a situational analysis which involves the gathering of any background information to familiarize the project team with the decision-making environment (Zikmund & Babin, 2007).  

· Phase Two provides an analysis of the key reasons for high levels of staff turnover within the industry that Crowley & Co Accounting operates.

· Phase Three of the report proposes modifications and changes to the current hr function at Crowley & Co, providing strategies for implementation that will help improve employee retention. 
[bookmark: _Toc449649812]2.4 Research Methodology

Research can be defined as an art of scientific investigation that involves a systematic and methodical exploration for pertinent information on a particular topic (Kothari, 2004).  The overall methodological approach to this project was based predominantly on secondary research.  Whilst primary research involves the collection of original data and information for distinct research purposes, secondary research involves interpreting information that has already been accumulated (Czinkota & Ronkainen, 2007).  Secondary research is defined as information that has been collected for one purpose by an individual or group and then used by others in order to support their purpose (McQuarrie, 2005).
This project required analysing second hand information that was already available in academic books, newspapers, journals, and the internet.  The team researched similar projects online and in academic books in relation to high staff turnover and employee retention.  As project executive and a recent graduate of University of Wales Trinity Saint David, I had exclusive access to library resources that the University has ascertained.  By exploiting the University’s library resources, the team made use of sources such as ‘Business Source Complete’ and ‘MarketLine’ that allowed us to collect relevant information that benefited the project.
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[bookmark: _Toc449649814]3.1 Phase One - Situational Analysis
In order to assess Crowley & Co’s current position, D.O.D Consultants have compiled a situational analysis.  This analysis assesses the internal conditions and external environment of the firm (Klopper, et al., 2006).  By utilising a situational analysis, we will gain an insight into the company’s existing situation, its current vision, and its aims and strategies (van Dam & Marcus, 2007).  There are numerous tools that can be used when assessing an organisations current position.  For the purpose of this project, we have utilized the SWOT analysis due to the wide-ranging information that this model provides organisations.   

[bookmark: _Toc449649815]3.1.1 SWOT Analysis
A SWOT analysis incorporates both the internal and external environments of an organisation.  Internally, the model identifies an organisation’s strengths and weaknesses on key aspects such as financial performance, human resources, and organisational communication.  Externally, the framework assesses an organisations opportunities and threats on key dimensions such as the market, economic conditions, technology, and government regulations (Ferrell & Hartline, 2014).
Strengths 
· Maintains a strong credit rating and upholds a positive relationship with local banks and other financial institutions. 

· Possesses a great reputation within the financial services industry with a strong brand name and established customer base.

· Situated in a strong geographical location with a great deal of foot-fall and a high traffic input.

Weaknesses
· Increased staff turnover in recent times is beginning to have an effect on existing employee morale and company profits.
· Shortage of employees to deal with the rapid growth of the business and the increase in consumer demand.

· Inefficient recruitment and selection process.  Crowley & Co are failing to attract and employ candidates that match the aspirations of the firm.  

· The firm is neglecting to delegate and train successors whilst expertise and control is locked up in senior staff.

Opportunities
· The firm has a strong and loyal client base in a market that is experiencing rapid growth in recent years.  

· Falling interest rates are reducing the cost of capital.

· New information technology and cloud computing allow for storage of confidential information at inexpensive rates.

Threats
· Crowley & Co Accountants is dependent on its main competitive advantage, exceptional customer service.  With key employees leaving regularly, the firm risks losing existing and future clients.

· With key personnel leaving, there is a risk that they will share trade secrets with competitors.

· Crowley & Co are experiencing rapid growth and their client base is swiftly expanding.  An organisations failure to recognise any rapid growth early allows for problems with the procedural, management side leading to an escalation in staff turnover (Freedman, 2005).

· Giants within the accounting industry represent substantial competition and provide benefits and incentives that this firm don’t have the means to offer to both employees and customers.






















[bookmark: _Toc449649816]3.2 Phase Two – Analysis of Key Reasons for High Employee Turnover

Labour turnover is an inevitable process, one that can be highly costly for businesses.  By analysing why employees leave, we can gain a better understanding of people’s decision making processes allowing organisations to create interventions that can influence people’s decisions and convince them that their current job is the right fit.  There are various reasons for high levels of employee turnover within this industry.

· Better Salary Packages Elsewhere
Research suggests that one of the primary reasons for employees leaving their organisations is the opportunity to receive a higher salary in a larger company.  The demand for qualified and part-qualified accounts has intensified in recent years and according to recently published CSO figures, employment in the accounting profession has reached its highest level in over fifteen years (CPA Ireland, 2015).  With demand increasing, larger companies can offer these employees more appealing contracts than small or medium-sized firms making it difficult to hold onto key talent.  
Most small to medium-size accounting firms offer accounting graduates contract offers that are below average in comparison to manufacturing/industrial firms in terms of starting salary.  However, this difference in compensation is usually reversed after several years, with more experienced employees often being paid more in comparison to the other industries (Waller, 1985).  Larger firms, particularly the ‘Big 4’ such as Deloitte and KPMG, can fast track employees that have gained their accounting qualifications in smaller firms and offer higher wages even earlier on in their career.  

· Monotonous Nature of the Work
Employees that seek to develop and expand their skills, abilities, and experiences tend to find the nature of work within this field repetitive and boring.  Accounting graduates in particular tend to be discouraged by the monotony of entry level tasks such as data inputting and ultimately begin to look outside the organisation for opportunities elsewhere.  Employee engagement is predominantly backed by motivation.  In 1943, Abraham H. Maslow proposed a motivational theory that suggests that human actions are directed towards goal fulfilment.  This fulfilment can only be realised by satisfying needs (Maslow, 1943).  Once an employee’s basic motivational needs such as physiological, safety and belonging are satisfied, they begin to seek achievement and self-respect from their work.  At this stage, they pursue challenging work which can be challenging given the tedious nature of the job.
[image: http://www.broadreachtraining.com/images/misc/maslow1.jpg]
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· Lack of Opportunities for Advancement and Growth
One of the main reasons for staff turnover within businesses is the perceived lack of clear opportunities for advancement (Stroh, et al., 2008).  In smaller firms such as Crowley & Co Accounting, there is little space for advancement within the organisation unless senior employees retire or leave their position.  A lack of efficient succession planning means new employees don’t see themselves working in the same firm after two or three years (Forbes, 2013).  Without adequate internal advancement opportunities, employees don’t recognise that organisations may seek to establish long-term relationships with them (Stroh, et al., 2008).  
A survey conducted by the ACCA and ACRA based on respondents within nine accounting firms proposed that the majority of junior staff within these firms aspire to become partners within their respective firms.  However, 62% of respondents stated that their firms had limited capacity to accommodate new partners and that even having the right skills and aptitude would not guarantee successful admission (ACRA & ACCA, 2012).  Advancement doesn’t always mean career growth and promotion but can also refer to personal and professional growth.  In today’s workforce, personal growth constitutes a strong driver.  Employees often identify efficient training and development as an important aspect when choosing an accounting firm to further their career.
[bookmark: _Toc449649817]3.3 Phase Three – Key Interventions
There is no question that the implications associated with high turnover are having a detrimental impact on the organisational performance of Crowley & Co Accounting.  Retention of staff can be achieved by ensuring that ample measures are taken to encourage individuals to work and continue wanting to work for the firm.  This report has analysed and evaluated the key reasons for high employee turnover within this industry allowing us to take meaningful steps towards improving staff retention within Crowley & Co.  This analysis has helped us to develop various retention strategies for implementation within the firm.

[bookmark: _Toc449649818]3.3.1 – Modified Recruitment & Selection Processes
Retention begins with choosing the right candidate to fit the culture and aspirations of the Crowley & Co.  It is crucial to develop strategies for recruiting the right employees whilst retaining existing key talent.  The recruitment and selection process refers to an organisations ability to identify, attract and employ the most suitable candidate for a vacancy (O'Meara & Petzall, 2013).  Establishing a new hire orientation program can be costly but is essential to boost retention.  However, these are three easy, inexpensive steps that should improve the hiring process.
Step 1.
The first step involves including any existing staff, that Crowley & Co believe may advance within the firm, into aspects of the recruitment and selection process.  This process gives any talented individuals a sense of ownership within the firm and sheds the company in good light with any potential newcomers who seek career progression within Crowley & Co.  
Step 2. 
During the recruiting process, the vacancy should be clearly outlined and a realistic preview of the position should be presented so that the reality of the position matches the expectations of the new employee.  By ensuring the expectations and aspirations of prospective employees match those of which Crowley & Co are likely to offer, this can help to reduce voluntary turnover in the future (Flynn, et al., 2016).  
Step 3.
By refining the selection process and employing individuals who will not have performance problems and whose work histories do not suggest high turnover potential, Crowley & Co can reduce the chance of individuals resigning (Flynn, et al., 2016).  By selecting individuals that clearly match the objectives and culture exhibited at Crowley & Co, they can identify employees that plan on pursuing a career within this organisation.  Discovering individuals that feel a strong bond with the firm starts with developing an atmosphere that attracts those individuals.  This helps to prevent hiring candidates that see Crowley & Co as a stop-gap in their career.  

[bookmark: _Toc449649819]3.3.2 – Advancement & Career Growth Opportunities
One of the key reasons for high turnover within accounting firms is the perception that there is no room to advance and grow without moving through companies.  Crowley & Co have to develop a policy of promoting within whenever possible.  Showing their employees that they can foster talent and provide a forward-looking path to larger compensation and responsibility helps to promote personal and career growth and should in turn improve retention.  
Through offering internal learning and assessment programs, including e-learning and self-development resources, employees become part of a development process that develops them in their current job and prepares them for any future positions.  This gives individuals seeking advancement the motivation to work harder for the company and helps them to recognise that there is a future within Crowley & Co.

[bookmark: _Toc449649820]3.3.3 – Employee Compensation Strategies
When it comes to salaries, Crowley & Co cannot compete with larger firms such as KPMG.  However, salaries are just one part of the remuneration equation.  Employee compensation can include both traditional and non-traditional benefits which can help to boost the firm’s financial standing and help employees maintain a good work-life balance.  Crowley & Co currently offer an industry average salary with benefits.  These packages differ slightly depending on employee experience but generally contain:
· Annual Salary
· Overtime
· 20 Day Holiday Allowance
· Pension Scheme
Effective compensation strategies are based around the important principle that money alone will not retain the majority of employees.  It is important to develop a package that utilizes a variety of monetary and non-monetary compensation strategies in order to make it challenging for other firms to steal employees away.  Remuneration packages should make employees feel that the company has their best interests at heart.  It is important to evaluate individual employee compensation packages and introduce more systematic (i.e. quarterly) pay reviews and bonus payments.  These modified packages should continually be updated depending on the employee and include a variety of contemporary employment benefits such as:
· Bike to Work Schemes
· Health Checks 
· Educational Assistance
· In-House training and development programmes
· Retention Incentives E.g. 15% Salary bonus after three years

[bookmark: _Toc449649821]3.3.4 - Mentoring Programme
Mentoring involves assigning a member of junior staff to a senior employee who can offer knowledge and experience about the rules and procedures of the organisation (Champoux, 2011). 
The objective of this mentoring programme is to:
· Provide employees with informal feedback on how to manage work related issues and processes.
· Allow junior staff to develop valuable relationships with senior staff and management.
· Create a basis for succession planning and career advancement.
To avoid singling out specific individuals and for the purposes of including all interest parties, the programme will involve rotated pairing throughout the year.  Placement questionnaires will be administered to all senior management and junior staff to establish an initial pairing and rotation procedures (Phillips & Stromei, 2001).  Mentoring is a practice that has one of the most beneficial effects on employee retention and engagement.
[bookmark: _Toc449649822]4.0 Conclusions
This report has involved exploring practical measures to improve employee retention within a rapidly growing, small accounting firm, Crowley & Co Accounting.  The project was based on a three phased approach.  Phase One entailed carrying out a situational analysis of the firm to gain an insight into its current position, vision, aims and strategies.  This was carried out by performing a SWOT analysis to evaluate the internal and external environment of Crowley & Co.  Phase Two of the report involved evaluating the key reasons for high staff turnover within the accounting industry.  Research suggests that the main reasons were generally because of competitive compensation packages elsewhere, the monotonous nature of the work, and the perceived lack of advancement and career growth.  This analysis allowed D.O.D Consultants to recommend key interventions to improve retention rates within the firm.  Phase Three provided these strategies, which included a modification of the recruitment and selection process, the introduction of new career growth and advancement opportunities, an amended employee compensation strategy, and the establishment of a mentoring programme.  Effective implementation of these interventions and continued reflection of the project’s critical success factors will ensure that Crowley & Co’s staff turnover will be significantly reduced to below industry averages and employee retention shall improve. 











[bookmark: _Toc449649823]5.0 Recommendations

· A modification of the recruitment and selection process within the firm is essential in order to identify and attract the most suitable candidate to match the aspiration and culture of the organisation.  Choosing the right individual for the organisation at the start can reduce the risk of turnover in the future.

· Introduction of new career growth and advancement opportunities within shows existing and potential employees that Crowley & Co is an organisation that fosters talent and promotes progression within the organisation.  The presence of advancement opportunities will reduce the risk of employees leaving to pursue opportunities elsewhere.

· An amendment of the firm’s current compensation package to compete with larger firms.  It is important to review current employees’ packages and modify them to include a mix of monetary and non-monetary benefits which will improve Crowley & Co’s financial standing while promoting an exceptional work-life balance.  This will make it difficult for even the larger firms to tempt employees away.

· The introduction of a mentoring programme will improve employee engagement of both senior and junior staff and will create a basis for succession planning.  Mentoring helps to build relationships between man agent and junior employees and is one the most renowned interventions for improving employee retention.
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Comments and marks awarded. Please note marks in () are the maximum marks allocated for each section. 

Research (20) 14

A good level of research demonstrated with a wide range of sources used. You use your research effectively in order to support the findings within your report. 


Knowledge (20) 15

Good subject knowledge and understanding demonstrated. You have understood the role of a consultant and provide a clear and concise approach to the project. 


Analysis (25) 15

Overall some good analysis and evaluation undertaken. I would like to have seen a bit more of the current practices Crowley and Co use in order to see the gaps in practice but you do provide a strong rationale for your research. 

Practical application (25) 17

Good application of the theory and key frameworks such as the SWOT analysis. 

Skills for Professional Practice (10) 9

Well written and presented in a clear, logical and concise format - well done! 
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