Executive summary 

This report offers an analysis of the current induction process at the organisation X, a multinational high street fashion retailer, and it has been prepared for the HR Manager and the Managing Director.

A range of reliable secondary sources were analysed to be able to understand the process fully and its importance regarding employee turnover. After analysing the data produced by the responses from two different surveys sent to the employees, which may be found in the appendices, and contrasting it with the results from previous research, it is evident that there is no ‘buddy’ system in place, although the new starters feel welcomed and supported by other employees.

It is unclear for both employees and some managers that the length of the induction is four weeks, as the majority believes it is a process that lasts only a few hours, is rushed and with constant interruptions. In addition, some managers consider that they are not confident with it, which could be linked to their training.

It is also patent that the induction is focused on administration and compliance; some suggestions from the employees regarding its contents were a Welcome Pack and the focus on Company Values, along with the improvement of the Health and Safety training video.

The recommendations for improvement the induction process are as follows:

· The redesign of the induction as a staged process, including social media and the improvement of technology used for training.

· The focus on Company Values, Benefits and Career Progression.

· A budget allocation to support the department on the onboarding process, to ensure ‘buddy’ system is in place.

· The improvement of the induction training that managers are obtaining.

The report has also identified some limitations. Even if the participation was very high (92%) considering the timescale was only one week, the sample size was reduced, as only one store out of fifty-eight took part in the study. 
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X organisation is a multinational high street fashion retailer which sells clothing and accessories in specialised stores, with a turnover of £826 million for the year ended in January 2020, just before the Covid-19 pandemic (Companies House, 2020). The headcount for the company in the UK was stable with over 3000 full time employees. However, organisation’s internal data shows that the staff turnover during the year 2020 increased to over 50%, which had a direct impact on business costs.

According to the CIPD (2020), an effective induction programme benefits both the employer and the employee, as not only will it reduce staff turnover and absenteeism, but also will increase employee commitment and job satisfaction.

Aim

The aim of this research is to improve our induction process in order to reduce staff turnover.
 
Objectives 

1. To conduct primary research within the organisation.

2. To analyse secondary data/literature.

3. To focus on the top three most frequent disadvantages in order to improve the induction process.

4. To make recommendations with the amendments that would need to be accomplished so that the induction process is more effective.
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2. Literature Review

A number of reliable sources has been analysed in order to get a better understanding of the induction processes and best practice, including previous research on induction programmes in retail.
2.1 What is induction and how is it related to staff retention?
The CIPD defines induction as the process that the employees go through to adjust to their new jobs and working environment. It must be a tool to integrate new starters into and across the organisation (CIPD, 2020), but it will vary depending on the size or the organisation and job role.
As Acevedo et al (2011) explain in their research, both employers and employees benefit from induction programmes, as they have proved to have reduced absenteeism and turnover, and increased job satisfaction and employee commitment. Induction programmes allow the new employees to understand their role, know more about their organisation, including Health and Safety and workplace facilities, and meet new co-workers. But also, inductions may be beneficial for existing team members who have a new role or those who have been away from work for a long period of time (Mindtools, 2021).
The CIPD (2020) states that line managers are responsible for their employees’ induction, although the HR and L&D specialists are in charge of its design, development and evaluation.
2.2 Best-practice guide for successful inductions
Mindtools (2021) clarifies several steps in order to achieve a successful induction. The first stage would be planification, which happens during the design process. Several questions must be answered in order to create an adequate induction programme, such as the employee’s experience, weekly working hours, first impressions, work environment, equipment to provide them with or company policies, among others. 
The following step would be to create a checklist, assigning the tasks to the different stages, which could be Pre-start, First Day, First Week and First Month. A template of an induction checklist can be downloaded from the Mindtools website. It is vital, though, to provide information on areas of compliance, like Health and Safety, company policies (CIPD, 2020), conditions of employment, organisation’s mission statement and values, benefits, and role specifications. It would be useful to keep a record of the training provided.
The final step would be evaluation, where feedback is gathered from the new recruits (CIPD, 2020). In addition, key measures of success must be identified, and the evaluation of the process must be done against them.
2.3 Example of a successful induction: The Co-operative Group
In Pollit’s article “Co-operative Group induction inspires enthusiastic and engaged employees” (2013) it is described that the induction process at the Manchester headquarters was seen as an old-fashioned process where new starters did not learn much about the new brand, as per feedback from employees. Furthermore, the staff turnover in the headquarters was high, as 15% of the employees per year were leaving, increasing this percentage to 28 after three years.
After carrying out some research, with feedback from the main stakeholders, a new induction policy was created, outlining the responsibilities of the recruiting managers and the employees, with a checklist of the tasks to be carried over.
They also created a colourful welcome pack with essential information about the organisation and a new induction workshop with learning methods which involved more participation. 
The results of this new process turned out to be a success, showing that the employee engagement in the head office rose to 85% from a previous 78%. The staff turnover decreased to just over 4%, which lead to a reduction on costs in terms of recruitment and training.
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3. Methodology 

For the purpose of this research, I have adopted a positivist research approach, by gathering facts with the intention of making general conclusions (Anderson, 2009). 
Primary research was carried out through qualitative methods (Taylor et al, 2016), specifically through two different surveys, one designed for managers and another one for the rest of the employees, with some common questions. They were sent via email all of the 25 staff in the same store. Surveys are considered to be more convenient for participants since they may fill them in when they have some free time (Perkins & Woodhams, 2016), and they are also faster to hand out than other methods like interviews. On the other hand, this type of cross-sectional design may be unsuitable in terms of the questions asked, as poor questions may lead to poor quality data collected.  
The method of collection of data was both reliable and valid as there was a great response to the survey: 92% of the participants submitted their answers.
The surveys were created and analysed using Google Forms, which allowed the participants to remain anonymous and to decline taking part in the study. They both contained closed and open questions; these last ones would enable us to gather the respondent’s personal opinion. Ethical matters were also considered (Appendix 1).
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The study had a high participation (92%), in particular from the management team. The responses from both surveys (Appendix B) were analysed.
In terms of employee (non-managerial) length of service, 35.2% of them have been in the company for less than a year, leading to low staff retention / high turnover. This issue might be influenced directly by a poor induction process (CIPD, 2020). Also, contrasting these results with secondary data from the Co-operative Group Induction (Pollitt, 2013) we may see a resemblance, where 15% of their staff were leaving every year. After designing and implementing a new induction program, staff turnover at the Co-op Head Office decreased to 4.5%.

[image: Induction process feedback (employee form) - Google Forms - Google Chrome]	Employee survey (2021)										Table 1
	

On the other hand, the general satisfaction with the company is greater:


Employee survey (2021)
In terms of the figure of the ‘buddy’, from the survey we find that 82.4% of the employees were not assigned a buddy during the first week, although 71.4% of them were supported by a manager of a sales assistant, leaving a 14.3% on their own with a radio to call for assistance.
Our current induction program is designed to last 4 weeks; however, when asked about the duration of the induction process, both managers’ and employees’ most popular answer is “A few hours”. Surprisingly, this percentage is quite high on the management team, which may lead us to believe that there is an issue with communication and training (Table 2).


Employee and manager survey (2021)
Table 2

Regarding confidence, employees were asked to assess the level of self-confidence that the manager responsible for their induction showed. 64.7% of them felt that the manager was confident with the induction, whereas 35.3% expressed that their manager had to be supported by a senior manager (Table 3).
[image: Induction process feedback (employee form) - Google Forms - Google Chrome]
									Employee Survey (2021)
Table 3
Unexpectedly, the response received from the management team was not as positive, as only 20% felt fully confident with the process. When asked if they believed there was anything missing in their training as a manager which concerns the induction process, from the answers on Appendix B, we can gather that the main issue is that it is not fully covered in their training, so managers end up not preparing enough for the process, as we can see below:
[image: Induction process feedback (manager form) - Google Forms - Google Chrome]
Manager survey (2021)
Table 4

Employees were also asked about what they believe is missing from the induction process, a few aspects arose:
· Training and Development
· Company values
· Different roles within the store
· Store opening hours

They were also enquired about what the induction should include:

								Employee and Manager survey (2021)
Table 5	
And lastly, when both parts replied to the question regarding what they would change of the process, the main trends were:
· To improve the H&S training video, as it does not work.
· To focus on induction during the manager’s training.
· To ensure the manager is focused on the induction to avoid interruptions.
· To ensure the process is not rushed.
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5. Conclusions 

A few concerns have emerged after analysing the results from both surveys, even though the employees felt welcomed by the team during their first day and a high percentage would recommend the company as a good place to work.

Firstly, there is no ‘buddy system’ in place. As the CIPD (2020) states, this is a way of providing informal support for the new employees to help them settle in, so they can understand the learning and development opportunities that might be available for them. 

The induction process is rushed, and the manager is constantly interrupted having to deal with other issues in the store, instead of focusing on ensuring that the new starter is provided with a positive experience (CIPD, 2020). This could be linked to the manager’s confidence with the whole process. Whereas the employees consider that the majority of managers have the knowledge and skills to provide a good induction, only a low percentage of the managers feel confident with the process. It is not clear for most of the participants how long the process lasts, which might take us to some issues on the training provided to the managers.

Looking at the answers provided from the respondents related to the contents they believed should be included in the induction, another topic worth mentioning is the Company Values and Welcome Pack. The induction is mainly focused on administration and compliance, and this should be avoided (CIPD, 2020). Looking at the materials that the Co-op developed, like a Welcome Pack, containing the main Company Values, could lead to an improvement on employee engagement (Pollitt, 2013).

Some of them also mentioned the issue with the Health and Safety training video, which was undergoing some technical problems, so the manager has to demonstrate different scenarios, some of them in small spaces. Once again, we would like that the employees have a positive first day experience, and even more now with Covid-19 restrictions still in place where social distance must be maintained. 
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Based on the results of the literature review and primary research, the following recommendations are made:

A. HR should focus on the redesign of the induction process, making it a clear staged process, introducing social media and improving the technology used for compulsory training as Health and Safety. Primary research (CIPD, 2014) indicates that the creation of a Welcome Pack with some basic information about the organisation and the induction process, including a phone call from the HR area manager before the new starter begin their journey with our company will make them feel as part of it already. This would incur a cost in the region of £18,000, as research by Pollitt (2013) indicates in the case of the Co-op.

B. As a part of the redesign of the induction, HR must focus on how to transmit the Company Values and Benefits, such as Career Progression, as this could also improve the retention rate (Wilkinson & Taylor, 2016).

C. HR to allocate an hours’ budget for the purposes of supporting the department/store when onboarding new starters, to ensure the manager is focused and the new employees can shadow their ‘buddies’ during the first week (CIPD, 2020).

D. The Learning and Development team must look into the way the training is instructed in terms of induction. The management team should have clear directives on how the process takes place, starting by its duration, and the main aspects that should be covered in each stage of the process. L&D and store managers must work together to agree a purpose and set up SMART objectives for each specific learning need, to subsequently plan and implement learning events, evaluating them afterwards. (Perkins, 2016).
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Limitations

There was a high participation in the survey (92%), where the complete management team were involved in the survey, considering the timeframe for the respondents to provide with their answers was only one week.
There were limitations in terms of sample size, as only one store in the country out of 58 took part in the study. However, this sample produced interesting results to be able to point out some issues and to make recommendations.



100% felt welcomed by the team


76.5% would recommend it as a good place to work


Only 5.9% are not satisfied  with the company


Lenght of induction process

A few hours	
Managers	Employees	60	82.4	One full shift (8 hours)	
Managers	Employees	20	17.600000000000001	One month	
Managers	Employees	20	#REF!	
Managers	Employees	1	



what induction should include

Series 1	Contract	Roster	Break/lunch	H	&	S	Workplace tour	Company values	Welcome pack	Main company policies	Company benefits	22	21	21	20	18	14	15	15	14	
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