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LO1
We are currently using competency based interviewing. This method of recruitment employs ony the candiates with experience due to asking only knowledge bassed questions. These candiates may not have the attributes and behaviours that are also required. We currently have a turnover of 35% and the average leave within the first 6 months. The process of employing a candiate, which could also incur agency costs; is costing Andrews Property Group would return to profit. 
(EVI)
The strength based recruitment is about attracting and selecting people with the right innate strengths and motivations. It is about finding people who are a great fit for the role, who really want to do it and thrive at it. It is about putting round pegs in round holes. Strengths are things that a person is innatley good at and they will geninely enjoy working in areas that play to their strengths and draw energy from working.
(EV2)
We have researched about strength based recruitment and it is already being used in many organistaions such as Starbucks, SAGA, Aviva and AA.
(EV3)
To change the whole recruitment process, first I needed the board approval. I delivered a presentaion to the board explaining the What, How and the Why.
(EV4)
This also included talking about post COVID and Brexit. The concerns being people are staying put in roles to maintain job secruity. This means that it will be harder to maintain staff, especially with potential lure of higher salaries else where.
Brexit also has an impact on recruitment with data surgesting that 1.3 million oversea workers have left the UK since late 2019 and the effects on industries is clear.
As hiring is becoming more challenging we need to adopt the new strategy to cope. This was the key business case for ammending the existing recruitment stratergy and upskilling our existing workforce and focusing on attraction and retention.
“ Onboarding is particulary important in terms of getting people up to speed quickly. And the big question mafrk for employers is, are they setting this person up to succeed? Or are they setting this person up to fail?.”
(Jeff Grout, CEO, JG Consulting).
I appointed an outside consultant he has delivered SBR to other campanies and has also worked in an organistaion that has adopted this style of recruitment. Together we delivered to the key stakeholders which included the CEO, Sales Director, Regional Managers and HR business partners. We communicated this away from the business in a hotel. We felt that away from the workplace the key stakeholders were able concetrate and fully take on board the benefits and procedures of strenghth base recruitment.
(EV5)
The vision for the change was to recruit the right fit for the roles within Andrews Property Group. Therefore retaining and building sucession and to  reduce recruitment costs. The objectives were to hold forum groups to build an ideal profile of the best fit for the business. The decision was run this a pilot for 3 months to run along side our current recruitment process to provide the business with data and measures. I decided run this pilot in three areas of the business, one area from the South East, one from the South West and our call centre. All the relevant people were taken on a two day training course delivered by Nick Corbo the consultant and myself. We communicated the reason for the change and what we will be doing differently. I hired two actors, and in day two they practised to aloow them to fully undertsand the process and see it in practise. All particpants were fully onboard and understood the process. I have set up bi-weekly Team calls to seek feedback about what is going great and what we can improve.
(EV6)


Reference
Andrews Property Group https://www.andrewspropertygroup.com
Jeff Grout CEO, JG Consulting 
Winning the talent war https://www.pages.vistage.co.uk
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“Leavers within the first 6 months: 
2018: 22% 57 people
2019: 22% 48 people
2020: 21% 35 people 
2021 YTD: 42.5% 16 people 
 
 
Starters: 
2018: 103
2019: 125
2020: 109
2021 YTD: 68
 
 
Turnover: 
2018: 263 leavers/ 503 employees: 52%
2019: 215 leavers/ 444 employees 48%
2020: 173 leavers/486 employees: 35%
2021: 39 leavers”
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EV7

Strength Based Recruitment 
	Created by
	Sarah Mason

	Date
	3/11/2021

	Version
	1



	Vision and Objectives

	

The vision for the change was to recruit the right fit for the roles within Andrews Property Group. Therefore retaining and building sucession and to  reduce recruitment costs.

The objectives were to hold forum groups to build an ideal profile of the best fit for the business.

	Activities to achieve objectives 

	Deliver to board
Present to key stake holders 
Train pilot areas
Seek feedback 
Roll out to the business 



	Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)

	
We are currently using competency based interviewing. This method of recruitment employs ony the candiates with experience due to asking only knowledge bassed questions. These candiates may not have the attributes and behaviours that are also required. We currently have a turnover of 35% and the average leave within the first 6 months. The process of employing a candiate, which could also incur agency costs; is costing Andrews Property Group would return to profit. 




	People affected (stakeholders – employees, particular employees, customers, shareholders)

	Shareholders 
All stakeholders 
All Managers 
Learning and development
Current employees 


	Scope of change (eg one site, one product group)

	
Business 


	Roles (project manager, sponsor, team members)

	Project manager 
Consultant 
Team members 


	Communication strategy (attach communication plan, list of change champions)

	Face to face training 
Teams calls 



	Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)

	
Coaching
Training 
Advice 
Clear communication 


	Timings and milestones 

	3 Months trial 
Roll out to the whole business 20221

	Resources required, including cost (equipment, time, people, materials, guidance)

	
Consultant 
Hotel training rooms 
Presentations
Templates

 

	Monitoring activities

	
Bi weekly calls


	Success Measures

	
Pilot measures 
Turnover below 25%
Succession and pathways 
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LO2
Project management skills are the competencies and traits a person needs in order to effectively cordinate a project from start to finish.
(Glassdoor Team).
I supported with the project management of the strength based recruitment stratergy by using good communication, interpersonal skills, motivational skills and planning and organising. Everyone has to work together to achieve the specific goal.
I have used my leadership skills to coordinate, motivate and create an enviroment where everyone feels comfortable exchanging idea. Planning and executing the stratergy communication is key to the success of the plan. I have had to communicate with various groups of people. Communication is key to share ideas and work through any obstacles along the way. Even though I have planned the project and I have a great team onboard. Problem solving is essential. I have had to gather information and come up with solutions that work for all. The solutions need to be structured and to be quick working. I have had to take risks and see the issues before they become a problem. During the planning stage I had to look at the risks during the process. I have had to negoiate the consultancy fees. This has involved pushing back so that all parties involved have the feeling they get what they want. During our communication it has become apparent that if or when we plan the next change project potentally using a platform such as Slack will support as this is real time communication.
I have consistantly communicated so far through the project. I check in with all parties of the project and hold team callswith all, to determine what is going well and what needs to improve, emails are sent with updates. I have supported with new interview processes and observed how the interviewss are taking place, and communicate any feedback if required.
(EV8)
I use the Kotter change model to implement the stages of the strength based recruitment . 
(EV9)
1. Creating an urgency
I have idebtified the major threats that could potentially occur in the future. The main one is to deliver and embed the process correctly to ensure everyones buy in. As a we need to ensure that our people have the minset and capabilty to coah their people and deliver continual training with the support of the learning and development team. This is essential as by following this process we will be employing candiates without property expierience.

2. Forming powerful guiding coalitions 
By delivering the what,why and how to key stakeholders and requesting their support and commitment to the entire process, this will ensure the process lands correctly to the business. Ensure teamwork and identify any weakness within the team.

3. Developing a vision and stratergy 
The vision of developing a new recruitment process was initially about , if we do what we always do, we will only get the same results. The data we already have is that our turnover is high, although in the property business the avearge is 25%, Andrews Property Group is currently at around 35% which is costing the business around 1 million per year. The retention of our people is poor, therefore this will also impact the attraction of working for the business and also impact the future succession within the business.
4. Communicate the vision 
I have implemented the communication to the board to ensure the process is signed off to go ahead. This followed by communicating to key stake holders within the business. A two day training course was held to ensure full understanding and how to deliver the process. To engage the business managers who will be coaching and support training the new employess, I held two half days, delivering why we changing the current process, how we were implementing it and what their involvement was.
5. Removing obstacles 
By having continual team calls and conversations aznd talking through any issues that arise, will remove any barriers in supporting the process. I have supported and observed the process and gained the knowledge of any obstacles first hand. I was able to discuss and come up with solutions, as most of the obstacles I have come across is about midset and not the knowledge of the process.
6. Creating short term wins 
We decided to do a pilot of three months running along sid the current recruitment process. This will alloow us to gain data and measures to prove it works. We are also monitoring the ammount of candiates applying for the adapted job advertwhich is based around the profile created.
7. Consolidating gains 
By continually analysing and communicating we are improving the process and prasing individuals for their input.
8. Anchoring the in the culture 
We are looking at the brand, purpose andd values of Andrews Property Group and the strength based recruitment sits with our culture change, to deliver a fair robust interview process. We will retain our people, be attractive for potential candiates and build our sucession for the future.

By using the Kotter model its has given me a clear easy to use description and guidence on the entire process of change. This will make it easy to implement and embed the change.
The data I will receive will allow me to monitor the effectiveness of the implementaion. This will also build postive frelationships within the business by showing that the process works and e recruit the right people.
As the process has only been rolled out since the end of October, I have not got any valid data to show due to the timeline. My recruitment and resoucer lead is key to the data gathering. She has posted six adverts on indeed, 3 of which are the SBR wording, these are the roles based in the areas we are trailing. She has also placed 3 adverts for similar roles, these roles will be interviewed in the current style.
We will be using quality data with qualitive information to measure the quality of the candiates in the business. Do they have the strengths and attributes to do the job required, as experience can be trained and coached.





Reference 
Andrews Property Group https://www.andrewspropertygroup.com
Kotters change model https://www.kotterinc.com/8-steps-process-for-leading-change/
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LO3
The effectiveness of the change process is to plan correctly. A clear plan is in place to cover when, why, and how the change is going to take place. By documenting the tasks needed to get us where we want to be and outlined new or changing responsibility for anyone effected will support and start the process.
(online champlain)
Effective changes does not happen by chance and the plan we make needs to be right for our organisation However generally we need to consider :
· Sponsorship- How will we be enaged, secure and use high-level support of the change.
· Involvlement- Who is best help and design and implement the change. We chose an external expert to support with this.
· Buy in – Change is always effective when you win support.
· Impact – Think about what good looks like, what goals do you need to achieve.
(Mindtools)
The Kotter change model has supportive with the change process. The change curve reminded us to be mindful of peoples feelings while the plan was being put together. It shows the stages from shock to denial up to the point of where there is full investment.

(EV10)
(EV11)

All through the process the key stakeholders will be communicated to. This will done on Team calls which all have an invite to. I have calls from the pilot team regulary updating me on how the interviews are going, how they are finding interviewing and any feed back for improvement. I have a presentaion to delilver to all heads of departments and directors, by this point I will have some data and mesaures to deliver to them.

Currently due to the time scales of starting the project of strength based recruitment, I have not got data or measures. However currently we are meeting the required objectives. Communication has been alive and positive. We have taken three new employees all recruited under the new process. This will allow us to monitor to gather the data required.
The further work that is required is about people mindset and potentail belief that the process will work. The data will give the results in black and white. However for the process to work we need all particpants to be fully onboard.
Mindset is about the state of mind in which a person thinks something to be the case with or without the evidence to prove it. The impact of a limiting mindset could include:
· Lack of courage to start anything 
Avoidance of challenges or being defensive 
· Dreading effort and ignoring constructive critism 
· Feeling threatened by the sense of others


“whether you believe you can or you can’t, you are probarly right”
Henry Ford

I can influence the mondset of others by:
· Managing the message 
By putting the euthentic heart of I am delivering with words as well as actions. I need to carefullu manage the voice in my head. What message am I giving myself that impacts the power in the mind of others.
· Communicate with others as an adult
According to the theory of transactional analysis, we send and receive messages from three different ego states: Parent, adult and child. If I want to be more influential, I need to communicate as an adult state. When you go into child mode there are going to be more communication errors and you diminish your strength and independence, it is important to understand the person you are speaking to is adult too.
· By adopyting a growth mindset
By me having a fixed mindset I will then believe that I have limitaions. When I have a growth view things that are unlimited have the potential to grow. This mindset will influence others.
(Everywomen)


Reference 
Everywomen https://www.everywoman.com/my-development/learning-areas/articles/five-ways-instantly-improve-how-you-influence-others
Mindtools https://www.mindtools.com/pages/article/newPPM_87.htm
Henry Ford 
Online champlain 
 Kotters change model https://www.mindtools.com/pages/article/kotters-change-model-infographic.htm
Change curve https://www.mindtools.com/pages/article/newPPM_96.htm
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What IS SBR?

« It’s attracting and selecting people with the right innate

strengths and motivators

+ It’s finding people who are a great fit for your role, who really

want to do it and will thrive in it

« It’s round pegs in round holes

Andrews Property Group.
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Who else has used SBR?
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From: Katie Harding <kharding@AndrewsOnline.co.uk>
Sent: 04 August 2021 12:05

To: Sarah Mason <smason@AndrewsOnline.co.uk>
Subject: Live Actors

Hi Sarah

I spoke to a lady called Angie at MBA Roleplay this morning who was lovely and can provide Actors for our interview training when required,
within just a few week’s notice.

We can choose the scenario and then brief them on how we would like them to portray their characters.
Generally they can be booked out for a whole day from £285 plus Travel and Vat.
Happy to have a more in-depth chat about this but we definitely have some options for now.

Once we have formalised the training and have a better idea of what this looks like I can gather more information.

Katie Harding
Internal Recruitment Officer, Human Resources

The Clockhouse, Keynsham, Bristol, BS31 1HL
Tel: 0117 937 6169 | Mobile: 07754 756196 | Email: kharding@AndrewsOnline.co.uk

We appreciate your feedback, please email us at wecare@andrewsonline.co.uk

Sell your property the way that's right for you. Find out more at: andrewsonline.co.uk/move
COVID-19, you and Andrews Property Group
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Property Advisor
Keynsham

Salary

Do you love getting to know people and thrive on nurturing customer relationships?
Are you at your best when helping others and delivering exceptional customer service?

Here at Andrews Property Group you'll be part of one team, working together, sharing knowledge and information, to ensure customers
get advice that helps them to make sound financial decisions and enjoy their home.

To excel in the role as Property Advisor you will enjoy helping individuals get the support they need. You will be an active listener who is
always honest and positive in your approach.

A Property Advisor will handle sales and service calls putting the customer at the heart of what we do, ensuring at all times the customer
is sign posted to the right service, product or outcome.

You will ensure a first class service which will involve a range of activities from making appointments, customer set up, providing
information on viewings, valuations and other products and services. In essence you will be the voice of Andrews.

If you share our energy and empathy, have a caring nature, and want to work with pride and purpose, we are the employer for you.

Andrews is an awarding winning property group who provide fantastic training so you just need to bring with you the right attitude and
we'll do the rest!

In return for your hard work you will have an opportunity to increase your basic salary with a quarterly bonus.
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I can confirm that Sarah Mason gathered the facts and they were clearly established and effectively communicated.
Kind regards

Paul Bumford s




image10.png
The Clockhouse, Keynsham, Bristol, BS31 1HL
Tel: 0117 986 0000 | Mobile: 07754 756147 | Email: smason@AndrewsOnline.co.uk

We appreciate your feedback, please email us at wecare@andrewsonline.co.uk

Sell your property the way that's right for you. Find out more at: andrewsonline.co.uk/move
COVID-19, you and Andrews Property Group
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Sarah/Shayma,

It was great getting to meet everyone in person last week, apologies it has taken a few days to follow up but I've been pretty flat out since. Attached is the
presentation | used, updated with sample customer service profile and an example tick sheet of strengths. On this you'll notice that 've marked essential and
desirable next to some strengths. These are aligned to the sample sales profile.

In terms of next steps | just wanted to clarify a couple of things.

o Firstly at the meeting on 24 August you'd like to present the attached but this time to include in the audience the Sales director (Vince), David and
some of the regional managers, which I'm very happy to do. If there is anything else youd like me to cover then just let me know

©  We are aiming to pilot SBR in one region to see the results before we roll out across Andrews

o Isthe 24 a decision point for the trial or do we have agreement for this?

The next steps from my perspective in terms of the process should be:
1) Confirm the roles we are going to use SBR for
2) Draw up our list of great people (potentially to compare with regional managers lists on 24™)
3) Create an Andrews SBR profile of what we're looking for
4) “Sense check’ the profile with some of the great people we've identified
5) Organise training for pilot group of managers & People team

| need to stress that the profile | presented was specific to contact centre agents at Saga so although you may be able to relate to this in terms of the roles at
Andrews, you need to create your own profile as it's likely to be different. | know that will extend timescales and add workload to the process but it will be
worth it. At Saga one division decided to use this profile for a different role (against all my advice) and it did not work in terms of recruiting great people
because the profile was simply wrong.

| think that in terms of building the profiles you should look for between 6-8 people off your list to use. | would suggest spending time with them at work
observing them in the role and follow that up with a 90 minute interview exploring:

- The aspects of the job that they love the most

- What they find really easy in the roles

- Follow a similar approach of questioning in talking about prior jobs and experiences outside of work




image12.png
I think that in terms of building the profiles you should look for between 6-8 people off your list to use. | would suggest spending time with them at work
observing them in the role and follow that up with a 90 minute interview exploring:

- The aspects of the job that they love the most

- What they find really easy in the roles

- Follow a similar approach of questioning in talking about prior jobs and experiences outside of work

- Use observations from what you have seen of them at work. “I noticed that you were really good at.....

1 would try to record the interviews if you can, so that analysis of them is easier afterwards (maybe even using Teams or Zoom recordings). | know this makes
it feel like the process is longer but I think it would be worth the additional effort.

Shay had mentioned before visiting some branches to get a feel for Andrews and if that’s something you'd still like me to do I'd be happy to and could
incorporate some of the profile building into the visits. Alternatively if you and your teams want to do the interviews/observations then | am happy to

support in the analysis and profile building post interview. V'll leave that for you to think about and just let me know what you'd prefer to do going forward.

Alast request from me is that | do have other commitments ongoing so when you're ready to talk about dates for training or any of the above, let me know
so 1 can make sure | keep days free for this piece of work. In the meantime if there is anything else you need from me then just shout.

Looking forward to the 24™ and working with you both.
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THE INTERVIEW(1)
1. Provide candidates with a list of strengths (mix of those we are looking for and some
we are not)
2. Invite them to identify which are
= Very much like them
 Abit like them
* Not like them at all
Start with statements marked as very much like the candidate
4. Three simple questions
* Tell me about that

+ Give me an example of when you have been.
+ What's that like ?

5. Interviewers gather evidence of whether the candidates have the desired strengths
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Follow Prof John Kotter’s
8 steps to make sure
everything goes

SMOOTHLY

8. Anchor Change
7. Build on Change

6. Short-Term Wins.

(With permisslon from Harvard Business Review. From “Leading Change™
by John P. Kotter. Copyright © 2012 by the Harvard Business School
Publishing Corporation; all ights reserved.)
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The Change Curve

The Change Curve model describes the four stages most people go through as they adjust to
change. You can see these in figure 1, below.

Figure 1: The Change Curve

Stage 1 2 3 a
State Status Quo, Disruption Exploration Rebuikding

Reaction Shock, Denial  Anger, Fear Acceptance  Commitment
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T can confirm that Sarah Mason gathered the facts and they were clearly established and effectively communicated.
Kind regards
Paul Bumford s

‘The Clockhouse, Keynsham, Bristol, BS31 1HL
Tel: 0117 986 0000 | Mobile: 07754 756147 | Email: smason@AndrewsOnline.co.uk

‘We appreciate your feedback, please email us at wecare@andrewsonline.co.uk

Sell your property the way that's right for you. Find out more at: andrewsonline.co.uk/move
'COVID-19, you and Andrews Property Group
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