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Executive Summary 
The aim of this report is to identify trends and shortcomings in the Induction process at Wall Colmonoy, to help inform and standardise the process for increased engagement and retention.
This report will critically evaluate the current induction process, identify and critically evaluate suitable interview techniques and use techniques to collect data from employees, critically analyse results and present findings in the context of Wall Colmonoy and use findings to develop a standardised induction using Kotter’s 8 Step Process for Leading Change as a framework for driving and implementing change.
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[bookmark: _Toc112743501]1.Introduction
[bookmark: _Hlk112267661]Wall Colmonoy are a global engineering group engaged in the manufacturer of precision castings, engineered components, brazing products and coatings across different industries and sectors (Wall Colmonoy Ltd, 2022a). 
The UK is currently facing the tightest labour market in decades (Faragher, 2021) with a ‘jobseeker-friendly’ market (Churchill, 2022). The tight labour market has emphasised the need for the adjustment of recruitment strategies (CIPD, 2020) and has been a catalyst for Wall Colmonoy to evaluate its current induction process.
Lawson (2018) defines induction as a process to either help new starters settle into an organisation or help internal employees transition into a new role. An induction doesn’t need to be complicated but it does need to cover the fundamentals (Howlett, 2020). 
In a recent survey by Cezanne HR (2020) 21.5% of people stated that they were provided with little support during their first day - Do Wall Colmonoy’s new starters and transitioning employees fall within that 21.5%?
The working landscape drives how we work, "business as usual" is constant change (Mind Tool,2022). This can be said for the induction process and the changing needs and involvement associated with it, no longer can the culture of ‘the way we do things around here’ be acceptable (Fowler, 1999, p9). Wall Colmonoy needs to change, however, only research will define to what extent. 
The aim of this report is to identify trends and shortcomings in the Induction process at Wall Colmonoy, to help inform and standardise the process for increased engagement and retention.
The objectives of this report will be to:
· Critically evaluate the current induction process
· Identify and critically evaluate suitable interview techniques and use techniques to collect data from employees
·  Critically analyse results and present findings in the context of Wall Colmonoy
· Develop a standardised induction process for all levels of employee to increase engagement and retention. 
Wall Colmonoy would like to create a comprehensive experience for new starters and transitioning employees by helping them understand their new position and job requirements through induction. However is this happening? Or is Wall Colmonoy setting employees up to fail? (Cezanne HR, 2022) 
As induction is about steps an employer can take to help new starters and internal employees transition quickly, happily and effectively (Fowler, 1996, p.5). My research group will include data from new starters, managerial and change of role employees. 
[bookmark: _Toc112743502]1.1 UK Labour Market 	
The UK is currently facing the tightest labour market in decades (Faragher, 2021). Strack (2014) suggests there will be a global workforce crisis by 2030, therefore it is crucial to adapt to the changing environment with retention needing to have the same focus as overall business strategy (CIPD, 2020).
Promoting and reskilling internally could be essential in the current labour market (Faragher, 2022), however, often employees who transfer or are promoted internally are overlooked for induction (Fowler, 1996, p80), this could mean valuable employees could be tempted by the competition due to a lack of structure (Biltgen, 2020). 
It is now critical that Wall Colmonoy makes induction a priority, investigate processes and  ensure any shortcomings are corrected (Cezanne HR, 2022).
[bookmark: _Toc112743503]1.2 Wall Colmonoy’s Employee Turnover 

[bookmark: _Hlk112614731]Wall Colmonoy’s turnover YTD (2022) is currently 11.53%, up from 8% in 2021 (Wall Colmonoy, 2022b), this figure is below the UK average of 15% (Monster, 2021) and the manufacturing industry average of 19% (ONS, 2019). Whilst in the current tight labour market an uplift is to be expected, losing 46% within their first year needs investigation.
Fowler (1996) states that employees are more likely to resign during first few months of employment than any subsequent time. In 2022 46% of leavers left within their first year (Wall Colmonoy, 2022b). Does this illustrate that there is a problem with Wall Colmonoy’s induction process?
This attrition rate and the loss of employees cannot be sustained and therefore change needs to be people centric, with engagement driving process change (Biltgen, 2020). 

[bookmark: _Toc112743504]2. Literature Review 

Roberts (2015) states that induction doesn’t happen in one day but starts before an employee joins and can last for up to six months. It is evident that there are shortcomings within Wall Colmonoy’s recruitment strategy, with the ‘gap’ concerning the induction process. 
Induction is Wall Colmonoy’s best and only chance to make a positive first impression (Fowler, 1996). A Cezanne HR (2022) survey found 21% of employees questioned their choice of employer due to their poor induction.  
[bookmark: _Hlk112184378][bookmark: _Toc112743505]2.1 Wall Colmonoy’s current induction process

Wall Colmonoy’s Induction process was last updated in 2012 and currently consists of the following process on a new starter’s first day: 
1. The new starter met by either HR, H&S or the department manager (HR encourage managers to meet their new starters, this does not always happen). 
2. HR paperwork collected and updated on an employee’s file. 
3. New starters participate in a H&S induction 
4. New starters have their fingerprints placed on the system for security access and time and attendance.
5. Employees are ‘handed over’ to their departments and begin their departmental introductions and training.


Further points regarding the current induction process: 
· Employees undertake a Quality induction, however, this does not take place on a new starters first day. 
· A new WCL company induction has also been created but there is no fixed timeline for this induction. 
· There is currently no contact between the new starter and their manager prior to their start date, with HR leading all interactions. 
· Departmental inductions are not standardised and departmentally based/ led, which has led to differing induction processes. 
· New Starter requirements - Personal Protective Equipment, laptops, mobile phones are departmental led. 
HR undertake an 30,60,90 day review interviews with new starters or employees transitioning to new roles, however, this is the only set process beyond the first day.
Standardising the induction process would ensure consistency and structure across Wall Colmonoy, standardisation could lead to higher retention rates. 
[bookmark: _Toc112743506]2.2 Benefits of a standardised and thorough induction programme 

Fowler (1996) states the importance of operating an effective induction process. 
Organisations with a strong induction process can improve their retention by 82% and productivity by 70% (Cezanne HR, 2020). 
[bookmark: _Toc112743507]2.2.1 Structured induction   

A good induction programme does not have to be extensive but needs to be structured, it can allow new starters to settle and become productive faster by introducing them to organisational procedures, processes, culture and values (Lawson, 2018; O’Neill, 2018; Fowler, 1999, p.4). 
A structured induction can boost productivity and engagement but also significantly reduces the risk of employees leaving within the first six months (Bauer, 2022).
Alongside a comprehensive induction programme, consideration needs to be paid to ‘inboarding’. This process will focus on retaining valuable employees during a change of role and focuses on job performance and satisfaction (Bauer, 2022).
2.2.2 ROI and Turnover
Structured induction programmes are a natural extension of the recruitment process, they are key to new starters success (O’Neill, 2018).
High employee turnover can be problematic due to disruption and expense of replacing employees (Indeed, 2022), ACAS and CIPD agree that the approximate direct cost of recruiting a new employee is £5,000 (Lawson, 2018), with this figure rising to more than £30,000 based on the lost output and the logistical cost of recruitment – agency fees, interviewing and advertising (Cezanne HR, 2020).  
Induction expenditure is 17% of overall recruitment spend but is key to lower employee turnover and an increase in ROI (O’Neill, 2018).  
[bookmark: _Toc112743508]2.3 Pitfalls of a poor induction 

Howlett (2020) warns that a poor induction programme could be detrimental to an organisation. If an organisation leaves induction to ‘chance’, employees can take longer to learn processes and adapt (Fowler, 1999, p.2). 
Early leavers or ‘non-starter syndrome’, occurs when new starters are not integrated, which can lead to new starter’s deciding to not stay long-term or join the company (Fowler, 1999, p.2; Bauer, 2022; Cezanne HR, 2020). Bauer (2022) states that 12% of HR managers believed a poor induction process leads to higher employee turnover.
[bookmark: _Hlk112249202][bookmark: _Toc112743509]2.3.1 Induction mistakes

New starters should have interaction with their manager prior to and on the morning of their first day (Lawson, 2018; Howlett, 2020). It is essential that they are met by their manager (Fowler, 1996, p.27), however this is not standard at Wall Colmonoy. managers occasionally start new employees while on annual leave and HR or H&S step in to greet the individual (Howlett, 2020). 
[bookmark: _Toc112743510]2.3 Example of a structured and extensive Induction Plan 

Planning is critical to ensure standardisation, consistency and ownership (Howlett, 2020). Wall Colmonoy’s current induction process lacks ownership, structure and  coordination. 
The induction process does not stop after the first day and can last up to 6 months (Fowler, 1999, p.51). Figure 1 is an example of an induction plan.

Figure 1: An amalgamated induction plan from Fowler (1999, p17-32); Howlett (2020); Roberts (2015)
It is imperative that all stakeholders are aligned as without clear ownership a disjoined employee experience ensues (Howlett, 2020). 






[bookmark: _Toc112743511]2.2 Kotter’s 8 Step Process for Leading Change

A successful onboarding experience, makes employees feel supported from the moment they accept an offer until their probation review (Howlett, 2020). Clear is the need for Wall Colmonoy to utilise the research to amend the current process. 
Crucial to any change in Wall Colmonoy’ induction process will be for the change to be implemented powerfully and successfully (Mind Tool, 2022).[image: Diagram  Description automatically generated]

Kotter’s 8-Step Process for Leading Change can be utilised, to help introduce changes resultant from research (As shown in figure 2 and Table 1). Kotter’s model  identifies success factors which have been incorporated into a methodology. (Kotter Inc, 2022a). 
Wall Colmonoy culture is traditional, industrial which is uncomfortable with change, but very accepting too. Resistance is small, but continuous implementation of new ideas is a challenge. Engagement with Kotter’s 8 Step Process for Leading Change model could engage employees and build trust in the new process, with Table 1 providing a framework for Wall Colmonoy to follow.  Step 1 of Kotter’s model has been achieved through this research, with any outcomes and actions helping the achievement of Steps 2 and 3.  Figure 2 : Kotter’s 8-Step Model (Kotter In, 2022a)


	Steps
	Kotter’s ‘Step’ explanation 

	1)
	Create a sense of urgency
	· Communicate the need for change and the importance of acting immediately
· Start honest discussions, and give dynamic and convincing reasons to get people talking and thinking.
· Kotter suggests that 75% of a company's management needs to "buy into" the change for it to be successful.

	2)
	
Build a guiding coalition
	· Key people to help lead, coordinate, guide and communicate activities.
· Key people will convince people change is necessary and shows support.

	3)
	Form a strategic vision and initiatives
	· Clarify how the future will be different and how this future can be made a realty.
· Create a strategy  to execute that vision.
· A clear vision can help everyone understand why you're asking them to do something.

	4)
	Enlist a volunteer army
	· People drive change and the larger the numbers involved the more effective change.
· Communicate  it frequently and powerfully, and embed it within everything that you do. Create a movement and not a project.

	5)
	Enable action by removing barriers
	· Removing inefficient processes and hierarchies 
· Remove obstacles so people can execute the vision/ change

	6)
	Generate short-term wins
	· Create short-term targets, not just one long-term goal.
· You want each smaller target to be achievable, with little room for failure 
· Wins are molecules of results and must be collected, recognised and communicated, so progress can be tracked and volunteers re-energised.

	7)
	Sustain acceleration
	· Be relentless with initiating change until the final outcome / vision is a reality – Many change projects fail because victory is declared too early.
· Real change runs deep. Quick wins are only the beginning of what needs to be done to achieve long-term change

	8)
	Institute change
	· Make connections between new behaviours and successes until old habits are replaced.
· Existing staff and new leaders need to continue supporting the change


Table 1: Kotter’s 8 Step process for Leading Change (Kotter Inc, 2022a)
3. Methodology 
In order to achieve the overall aim of this report, data collection and primary data is critical to understand trends and shortcomings in the induction.
Newby (2014, p.10-11) stated that research is conducted to improve a process from the way it is currently run. Can the outcome of this research improve behaviours, effectiveness, outcomes and performance at Wall Colmonoy? 
[bookmark: _Toc112743512]3.1 Research group: Sample selection 

It would be impracticable to collect data from everyone associated or been impacted by Wall Colmonoy’s induction process, so sampling was needed (Saunders et al, 2019, p315). 
Sample size needs a margin error which can be tolerated (Saunders et al, 2019, p300).Saunders et al (2019, p.317) offers a sample size norm of 30 where participants are from a single organisation or will be analysed as a single group. Sample size in this research was 28. 
The following employees would be the research group: 
•	Employees who have 1 year or less service at Wall Colmonoy
•	Employees who have changed roles in the last 12 months
•	Managers 

[bookmark: _Toc112743513]3.1.1 Cluster Sampling 

Cluster sampling was the appropriate option for this research, as the target population was already divided into three natural and distinct groups: new starters, managers and change of role  (Saunders et al, 2019, p313). 
Engagement with managers allowed them the opportunity to critique the current process which could be invaluable when introducing a new standardised process.
[bookmark: _Toc112743514]3.2. Data Collection 

All employees in the sample groups were identified and approached to see if they would take part in the research, an opportunity to not engage was given. 
Questionnaires via interview would provide the best outcomes and feedback. However, the method of collection was determined using a Pro and Con table (Appendices – 6.4: Pro and Cons of different data collection methods). 
Face to face interviews would provide honest feedback whilst ensuring confidentiality and anonymity. Newby (2014, p.264) highlights that face to face contact would generate a higher response rate than other outlets of phone or email, aside completion rates, logistically face to face structured interviews was crucial with some employees identified as not having access to a works phone or email. 
Employees attend the HR office for their 30,60,90 orientation review meetings. To date, honest feedback has been given.
Qualitative research highlights processes that drive behaviour, reflected in feelings and values (Newby, 2014, p.96- p.132) Interviews allowed employees to give answers in their own way (Fink 2016).
Plans and schedules needed to adapt to get the necessary data (Newby, 2014, p.21), to ensure access to employees around work commitments and annual leave. The data collection was impacted by 8 individuals who would have been in the sample group but had left Wall Colmonoy prior to research starting. 
[bookmark: _Toc112743515]3.4 Thematic analysis of data collected 

Thematic analysis was used to analysis the interview outcomes and the qualitative data collected. Thematic analysis was a good approach to analyse the data as it allowed flexibility to interpret and identify common themes, patterns and opinions (Caulfield, 2022). Braun and Clarke (2006) 6-step Guide to Good Thematic Analysis model was used to  analysis data and themes. 
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Figure 3: Braun and Clarke (2006) 6-step Guide to Good Thematic Analysis

[bookmark: _Toc112743516]4. Results and Findings 

	Type of Questionnaire/ Interview Type
	Change of Role
	Managerial
	New Starter

	No. Interviewed
	4
14%
	10
36%
	14
50%


A total number of 28 employees were interviewed about Wall Colmonoy’s current induction process and the results and findings are resultant from those structured  interviews. [image: Chart, pie chart  Description automatically generated]



Table 3 + Figure 4: The breakdown of employees interviewed
Whilst undertaking research is crucial for continuous improvement, the focus post research needs to be how it can be used and what it can achieve (Newby, 2014, p.56).
Clear from the research is that certain mandatory activities of an induction are covered, for instance, new starter medicals, H&S Induction, HR Paperwork and system fingerprints. However, in the words of both a new starter and a manager, Wall Colmonoy’s induction process is “Good but improvements can be made”.
[bookmark: _Toc112743517]4.1 Lack of Ownership 

Howlett (2020) stated that inductions go wrong because of poor communication between departments and a question over ownership and who has responsibility. This is the case at Wall Colmonoy, which is evident since carrying out the questionnaires. 
Currently there is assumptions on what has been done and who has covered what. A manager stated that there was a ‘Lack of ownership and responsibility (No one sees what each other does / what is covered’. This is crucial, how can activities be planned, if there is uncertainty what has come before?
Lack of ownership has been reiterated with ‘No ownership and communication mismatch’, continually being mentioned. Whilst originally an assumption, it is now clear that currently the induction process is happening in a haphazard manner, with Fowler (1996, p56) stating employees inducted this way will not be engaged. 
No ownership or planning from line managers has resulted in employees taking ownership for their development ‘I visited new department off own back. There was no formal introductions’. This shows the lack of ‘Inboarding’ taking place at Wall Colmonoy and how people are being ‘throw into’ their new internal roles. Line managers also aren’t providing support for employees promoted internally, ‘There was no support with systems and procedures even with extra responsibility’. This is a downfall on Wall Colmonoy who are setting people up to fail.
[bookmark: _Toc112743518]4.2 Lack of structure 

A theme which become apparent after thematic analysing the data was the clear lack of structure in Wall Colmonoy’s induction once new starters are ‘handed over’ to the departments on their first day. 
Whilst some new starters interviewed started they had a ‘Rough 1 week plan’, this isn’t the case for others who felt their induction was ‘Disjointed at times and they were left waiting between planned events’ or were ‘‘Plonked in department’. 
A lack of consistency was clear for in-depth departmental inductions, while Machine Shop undertakes a ‘Localised inductions with information on Fire wardens, First aiders and SWI’s’, it doesn’t in others, with new starters in Alloy Products shown’ SWI’s after 2 weeks’, as they ‘leave new starter settle first’. A number of employees said that a ‘Further in depth departmental inductions would be helpful’, illustrating the benefit of replicating Machine Shop’s localised induction in other departments to ensure consistency with content and style.
Howlett (2020) underlines how departments ‘Finally have a resource but people treat them like an inconvenience’, many employees interviewed said that they were ‘Buddied up with Team leader’, with one noting that it was ‘Monkey see, monkey do’ and another was ‘left in canteen for extended break due to meetings - 2/3 hours’ both would have liked ‘More structure’. Starting an employee when existing staff are too busy to support and train or spend time with a new starter, can make a new starter feel like an inconvenience (Howlett, 2020). 
[bookmark: _Toc112743519]4.3 Poor Communication 

Another theme which become apparent was the poor communication within the induction process, one support manager noted that there were ‘No introductions to new key members of staff’ and there was ‘no emphasis on people introductions’. Wall Colmonoy are missing something fundamental not introducing ‘people’, with a new starter noting that they’d received ‘No introductions of people and areas, only to processes and procedures’. Whilst some managers acknowledged that ‘Communication between departments is abysmal’, this inter-departmental communication breakdowns resulted in set up IT issues, PPE and locker miscommunications and ad hoc introductions. 
Regular meetings between a new starter and their manager doesn’t occur at present, while majority of managers said they’d undertake follow-up meetings, majority of employees said that they had just had a ‘brief catch up’ with their managers. Howlett (2020) notes that all too often the first time a review takes place with their manager is during their probation meeting.
6. [bookmark: _Toc112743520]Conclusion

The aim of this report was to identify trends and shortcomings in the Induction process at Wall Colmonoy, to help inform and standardise the process for increased engagement and retention.
The UK’s tight labour market has emphasised the need for the adjustment of recruitment strategies (CIPD, 2020) and has been a catalyst for Wall Colmonoy to evaluate its current induction process. 
Following the thematic analysis of the 28 interviews with managers, new starter and change of role employees, three themes have emerged: A lack of ownership, lack of structure and poor communication. The focus post research now needs to be how  the data  can be used and what can be achieved. 
Using Kotter’s 8 Step Process for Leading Change as the framework for driving change, Wall Colmonoy need to standardise and enhance the induction process for all levels of employees to increase engagement and retention.
[bookmark: _Toc112743521]6. Appendices
[bookmark: _Toc112743522]
6.1 Change of role employee questionnaire  on Wall Colmonoy’s current induction process 
[image: Text, letter
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[bookmark: _Toc112743523]6.2 Managerial questionnaire on Wall Colmonoy’s current induction process
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[bookmark: _Toc112743524]6.3 New Starter questionnaire on Wall Colmonoy’s current induction process 
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[bookmark: _Hlk112500617][bookmark: _Toc112743525]6.4 Pro and Cons of different data collection methods

	Type of Data Collection
	Pro’s
	Con’s

	Questionnaire 
Online
	· Individuals can carry out the research in their own time/ availability 
· More private and higher level of anonymity. Survey could be answered anonymously
	· Need access to online survey
· Lower response rates
· Cannot probe for further information or elaboration
· Cannot analyse body language 

	Questionnaire 
face-to-face (1:1)
	· Body Language can be analysed and can be a form of communication
· Wording can be clarified or individuals can be probed for more information
· Higher response rates
· Can access employees that phone or online questionnaires might not be able to reach
	· Can take longer than other methods.
· Greater time investments and organisation
· Both parties need to be available in person at the same time. 
· Participants may have concerns about privacy and anonymity 

	Questionnaire over the phone
	· More flexibility, does not need to be in person.
· More private and higher level of anonymity,
	· Both parties need to be available 
· Lower response rates 
· Cannot analyse body language 



Table 2: Pro and Con table of data collection method (Macfarlan, 2022)
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Day 1


Meet and Greet


Introduction


Day 2-5


Careful monitoring by manager/ supervisor 


Starting training both on job and formal courses


1 Month 


Careful monitoring by manager/ supervisor 


Covering the basics


Allocate a buddy





Tour of the building


Relevant and immediate safety information shared


Attend team/ appropriate meetings


Introduction to other parts of the business 


3-6 Months


Induction continues for 3-6 months depending on the role and probationary processes


Getting into a routine. 


Ongoing training


Developing knowledge


Sign off probation


Provide relevant training


Integrate them into the team


Support them to learn role


Avoid a too intensive schedule


Getting them involved in the role


Regular meetings with new starters



Step 1: Familiarisation Understand the data collected


Step 2: Initial Codes
Thorough analysis of data to highlight key words and/or phrases


Step 3: Generating Themes
Identify patterns from key words and/or phrases to generate themes 


Step 4: Reviewing Themes 
Review themes to emsure they're a accuarate representation of data


Step 5: Defining and naming themes
Name and define each theme. How does it help to understand the data?


Step 6: Write up
Write up analysis of the data collected
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Change of role - Employee Questionnaire:
Wall Colmonoy's Induction process

Wall Colmonoy are currently analysing rends and shoricomings in the curent induction
process.

All answiers wil remain anonymous and be used purel to improve the current process for
future new starters.

Department:

1. Tell me what happened on your fist day?

2. How did you find the structure of your frst day/ week?

3. 15 there anything we could have done to improve your fistday  week?

4. Did you have a walkabout of your new depariment /area — if appicable?

5. Did you find the walkabout helpfur?

6. Were you inroduced o key members of staff on your first day? (Supervisors, Team
leaders, First Aders, Fire Wardens)

7. Do you know who your Work Council Members are?

8. During your probationary period did you have follow up / calch up meefings with your
‘Supervisar! Manager?
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Managerial Questionnaire-
Wall Colmonoy's Induction process

Wall Colmonoy are currently analysing rends and shoricomings in the curent induction
process.

All answers wil remain anonymous and be used purel to improve the current process for
future new starters.

1

.

How do you feel about WCL's current new starter nduction process?

Is there anything we can do o improve the induction process?

D0 you introduce new employees to First Aders or Fire Wardens?

D0 you walk new employees around the department/ their area?

Did you undertake of organise a walkabout of site?

How does a new starer's standard firs day look like o you?

Do you discuss or infroduce new starters to their Work Council Members in your
department?

D0 you discuss the Suggestion Scheme vith new starers?

D0 you discuss Standard Work Instructions (SWI's) / traning requirements with new
starters?

0 you have follow up  cach up meetings vith new starter's during thei
probationary period?
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WALLCOLMON:

New Starter Questionnaire-
Wall Colmonoy's Induction process

Wall Colmonoy are currently analysing rends and shoricomings in the curent induction
process.

All answiers wil remain anonymous and be used purel to improve the current process for
future new starters.

Department:

1

10

1"

Tell me what happened on your first day?

How did you find the structure of your frst day! week?

Is there anything we could have done to improve your fistday / week?

Did you have a wakabout of your depariment /area?

Did you have a wakabout of ste?

Did you find the walkabou(s) helpful?

Were you infroduced to key members of staff on your frst day? (Supervisors, Team
leaders, First Aders, Fire Wardens)

D0 you know who your Work Council Members are?

Do you know about WCL's Suggestion Scheme?

Did you have a WCL New Starer Presentation?

During your probationary period did you have follow up / calch up meefings with your
‘Supervisar! Manager?
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