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This report and advisory operational plan covers the discussion surrounding the recruitment process regarding the Swansea Aquarium, which was previously greenlit in late 2025-early 2026 for further development. This development would see the Swansea Civic Centre on Swansea’s Oystermouth Road developed and rejuvenated into a fresh, revitalised tourist destination to help with increasing and reinforcing Swansea’s significance as a top waterfront tourist destination (Editor, 2026). The target market for this development ranges; the aquarium is hoping to draw in more domestic tourists from further afield than Swansea and the general South Wales region, whilst also serving as the first aquarium in the entirety of Wales- signifying its importance and relevance in the tourism sector. It may also serve as a significant development for school-aged children, typically aged 3-16, to visit with families and educational institutes. As the expansion of the civic centre also includes 15 new commercial units to home restaurants, bars, stores, and cafés, 140 new apartments, and a new saltwater lido, it is believed that the budget for the developments could range from anywhere between mid-range to luxury, due to its involvement with other developments in the surrounding areas (Editor, 2026). 
A positive recruitment process to a new, upcoming organisation is essential due to its direct influence regarding their abilities to both attract and retain talent that can assist with driving the growth and performance of a budding business (Honoré and Ganco, 2020). Start-up businesses and organisations can often face challenges during the hiring process as a result of asymmetries amongst the vision of the business and potential employees, which can subsequently make it challenging for potential candidates to assess and review the quality of the workplace (Chung and Parker, 2022). A founder’s prior industry experience and affiliations to influential organisations can prove to be an important or significant signal that, subsequently, draws in high-quality employees; these associations and affiliations can often convey a highly sought-after qualities in an organisation, which then increases the organisation’s level of desirability to potential job candidates- in particular, recently graduated students (Chung and Parker, 2022).
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As of 2026, recruitment within new, upcoming industries is facing several challenges that are shaped by social, economic, or technological factors (Dutta, Althaf and Topno, 2025). One very prominent and potent issue in the sector is the usage and relevance of artificial intelligence, or AI. AI is currently surfacing as a tool that is frequently used in order to enhance the recruitment process and retention, through a process that automates administrative tasks, reducing bias, and providing predictive insights on the satisfaction and attrition of employees (Tamilselvan P et al., 2025). Models that are driven and powered by AI have frequently showcased potential improvements when considering recruitment efficiency, as well as retention forecasting, which can suggest a shift in the direction of HR practices that are often informed by data. On the other hand, there are several challenges surrounding the use of AI within the recruitment system; its lack of ability to address persistent issues, such as a high turn-over rate and poor decision-making biases often hindering its reliability and utility as an appropriate recruitment tool (Tamilselvan P et al., 2025).
Algorithmic bias and discrimination within the recruitment sector as a result of the increase of dependence on AI data-bases has typically arisen as a result of the replication of historical & sociological biases that have been continually embedded into a system’s data design (Parekh and Shetty, 2025). Automated systems responsible for hiring or processing potential candidates can often showcase typical stereotypes or disparities that are associated with gender, disability, race, sexuality, and other protected attributes, which can lead to often discriminatory outcomes for role applicants (Chen, 2023). Such biases tend to originate from the limited or poorly represented datasets, as well as the subjective decision making of algorithm developers, which can unfortunately encode prejudiced stereotypes and patterns within AI tools (Chen, 2023).
Whilst the utilisation of AI within the recruitment sector is intended to help improve efficiency and to aid in the management of sizeable applicant pools, the reliance on such systems has raised concerns about ethical fairness due to the potential reinforcement of inequalities amongst applicants, as opposed to serving to mitigate such differences (Mahapatra and Mujtaba, 2025). Empirical data has shown that AI base recruitment tools have been known to generate biased candidate ranks, which then have a significant impact on the equitable treatment of job candidates (Mahapatra and Mujtaba, 2025). Such issues are aggravated by the stakes that are included within the decision making process, as well as the structural inequalities that are inherently present within the labour markets, which poses algorithmic fairness as a major issue for employers to combat (Fabris et al., 2024).
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There are several relevant academic theories and practices that can be applied to the betterment of the recruitment process; for example, the service-profit chain theory serves to associate employee satisfaction and loyalty to that of the customers, alongside the financial performance of the organisation (Loveman, 1998). This theory speculates that when providing employees with a healthy, comfortable working environment, employees are more likely to provide satisfactory service to customers, generating loyalty and repeat visits from certain customers. These experiences can serve to generate behaviours associated with that of loyal customers, including repeat purchases and referrals, which subsequently can lead to an increase within the market share and profitability for the organisation; this is associated with the recruitment sector due to the significant role that accurate and suitable recruitment plays when associating certain employee characteristics with organisation characteristics (Loveman, 1998). 
The psychological contract theory is a theory that concerns the unwritten expectations of the employment relationships- the expectations that an employee unknowingly or unintentionally places on an employer and their workplace as a result of psychological connections between marketing and branding and the employee expectation (Conway and Briner, 2005). This focuses on the beliefs held by employees, specifically about the reciprocal obligations and other benefits that employer’s offer or provide for their staff (Topa, Aranda-Carmena and De-Maria, 2022). Contrastingly against formal written contracts, psychological and mental contracts tend to showcase what employees anticipate in exchange from work and what they believe is owed to them in return for their labour, showcasing shared expectations that are usually not verbally stated (Topa, Aranda-Carmena and De-Maria, 2022). This comes into play with the importance of fair and equal applicant screenings during the recruitment process, as employees often tend to idealise a new workplace for its qualities and benefits, and when this idealisation is broken and tattered, negative employee attitude and behaviours tend to begin to develop out of a lack of respect and care for the organisation and its employers.
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	Objectives
	Key risks relating to AI
	Action & Control Measures
	Responsible Role
	Timeframe.
	Success KPI.

	Aim for as much fair candidate screening as possible.
	Bias from pre-existing data bases  that influence decision making.
	Only use AI as a support tool alongside the human review of candidates.
	HR managers and Hiring Teams.
	Immediate, in the pre-job offer phase.
	To have all 100% of the candidates reviewed by a human panel of staff.

	Elimited bias within job descriptions.
	Ads generated by AI can include biased language.
	Use language tools that are inclusive and a manual DEI review process before posting job listings.
	The HR advisor alongside the DEI advisors.
	To be implemented within 1-2 months of operation.
	To have the diversity and range of applicants increase.

	Prevent shortlistings rooted in discrimination.
	Certain backgrounds or words may be picked up and favoured by AI.
	Introduce structured scoring criteria that are more skill based.
	The recruitment team.
	To be implemented immediately.
	The ratio of diversity in applications at the shortlist stage should be increased.

	Protect against misrepresentation from candidates.
	CVs and deepfake interviews can be generated by AI.
	Incorporate a multi-stage verification process, such as a live demonstration of tasks or an in-person video interview.
	The HR department alongside the leads and managers of other departments.
	To be implemented immediately.
	A reduction in the failure of probational hires.

	Ensure fairness during the interview process.
	Screenings carried out by AI can miss out crucial soft-skills.
	Use a structured interview process with a standardised questioning system and scoring process.
	The hiring panel.
	To be implemented immediately.
	The scoring of interviews will remain consistent across all candidates.

	Ensure that candidates comply with regulation.
	It’s possible that AI will breach laws and regulations.
	Align the recruitment practices with the General Data Protection Regulation and EU AI Act.
	The Legal officer alongside the human resource compliance officer. 
	To be launched prior to the launch of the organisation and business.
	Absolutely zero breaches in compliance.

	Reduce an over dependence on AI.
	Reliance on pure automation can reduce the fairness of the recruitment process.
	Cap the use of AI to only the early stages of admin tasks exclusively, such as the scheduling processes.
	The human resource leadership team.
	To be implemented immediately.
	The percentage of recruitment stages involving input from humans.

	Monitor the outcomes of the recruitment process.
	Bias can still occur over time regardless of AI useage levels.
	Conduct a quarterly diversity audit across all of the hiring stages and processes.
	The human resources analytics team.
	To be reviewed every 3 months (quarterly).
	Comparing the number of representation across the hires vs the applicants.

	Strengthen brand reputation.
	AI-heavy hiring processes are often not favoured by candidates.
	Communicate with fair, human-led recruitment approaches within the branding.
	The marketing department alongside the human resources department.
	To be reviewed weekly.
	Monitoring the level of candidate satisfaction scores.

	Support the long-term goals to improve diversity.
	AI can often undermine the importance of inclusion in the hiring process.
	Align the recruitment tasks with DEI targets and the planning of the workforce.
	The senior management team.
	To be reviewed weekly.
	The benchmarks of the workforce diversity requirements will be met.



This operational advisory plan serves to recommend a primarily human-led, but AI-supported recruitment method that incorporates a structured decision-making, transparent, and regulatory compliant approach to help mitigate bias from AI. Through embedding a system that is associated with oversight and continuous auditing, organisations can continue to ensure that equitable and fair hiring practices are carried out whilst maintaining operational efficiency.
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The lack of AI usage in the recruitment process will benefit applicants due to existing concerns that are relating to ethical challenges around bias, and the authenticity of candidate evaluations. AI systems may introduce and reinforce biases- despite often improving the efficiency of the recruitment process- such as bias surrounding gender or race (Mujtaba, 2025). Reducing the reliance on AI can reduce the risks through allowing more of a human input and nuanced judgement in candidate assessments.
One major benefit to this advisory plan is the reduction of harmful epistemic limitations enforced by AI systems. Through incorporating reflexivity and documenting the team’s compatibility and working positionality, businesses are able to better understand how diversifying perspectives can influence AI designs, which can lead to major improvements in the inclusiveness of AI screening that impacts guests (Lesedi Mamodise Modise et al., 2025). This serves to enhance trust amongst guests who are more likely to experience a more personalised and exclusive service.
Operational plans that put an emphasis on transparency between employees and employers, along with the involvement of workers, throughout processes involving AI can help to mitigate any psychosocial risks that may arise, whilst also improving the overall quality of interactions between the staff and the guests (Bowdler et al., 2025). Motivation could be maintained amongst employees when clear transparency around the function of AI systems, whilst also improving trust amongst employees- leading to indirect benefits around guest satisfaction through improved service quality. Participation from workers with AI governance can help with maintaining autonomy, which then enables staff to respond far more efficiently to guest needs as opposed to being restricted by poor algorithmic controls (Bowdler et al., 2025).
Furthermore, operational plans that put priority on clear, actionable steps often find a higher level of contribution regarding to sound administration processes, and reduced operational inefficiencies. This helps with preventing administrative insufficiencies that, otherwise, could disrupt service deliveries and could negatively impact the guest experience. Through focusing on a realistic, prioritised activity list, organisations and businesses can then allocate sufficient and appropriate resources effectively and efficiently to the areas that are directly impacting guests’ satisfaction levels.
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