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Glossary of terms

AGC – Alan Griffiths Contractors Ltd
MD – Managing Director
SLT – Senior Leadership Team
YTD – Year to date
Covid-19  - Coronavirus 
SSP – Statutory Sick Pay












































Executive Summary

Alun Griffiths Contractors Ltd. is a civil engineering business which has experienced rapid growth in the last several years, resulting in affiliations with rail and water divisions. There is a direct need to make improvements to the business through internal and external factors with the main priority at this stage being pay and benefits.

The recognition from the business that there needs to be a change in pay and benefits comes from employees expressing their struggles with their current wages due to the cost of living crisis. The fact that there is more than one pay system in place results in financial inconsistencies throughout the business between weekly and monthly paid employees. Unfortunately it is not just financial discrepancies, but also employee benefits, that employees could been see as a perk of working for the business that have variations which causes difficulty for AGC to align to without any formal processes.

Throughout the report there are key themes which indicate that there needs to be change. Whilst there are Internal factors impacting the business, AGC recognizes them and understands that there is a directive to make a change, however with external factors there are elements that the business may not be as aware of and without recognising the need to change this could lead to further attraction and retention issues for the business when they are already face difficulty in this area.

There are three recommendations for the business to consider to ensure that AGC remains a competitive, reliable and successful business in the construction sector. Alignment of pay and financial benefits, implementation of a benefits policy for current and new employees and the introduction of an appraisal system to improve communication and give employees a voice and a direct link to their line manager to improve engagement with the business and its overall mission of ‘ We build better’.

























Contents Page 

1. Introduction 

2. Literature review 

2.1 Internal 

· Policies and Processes
· Work force planning
· Growth of business

2.2 External factors

· Labour market 
· Employer of choice

3. Case study

4. Conclusion

5. Recommendation 

· Recommendation 1
· Recommendation 2
· Recommendation 3
























Introduction 

Since the global pandemic, AGC and many other organisations have battled with attracting and retaining great people, with the great resignation causing issues for many employers (Michael Page, 2023). 

Some of the biggest challenges for AGC throughout this profound change period have been its people and its leaders, the volume of people AGC now hire, the leadership encounters with the current management teams and the need to do things correctly vs doing it the way it’s always been done. Bottorff (2022) confirms that it takes management and leadership to make a change successful and AGC is still very much trying to find that balance.

AGC has been without a correct consistent process for hiring new starters since the Tarmac acquisition in 2018 (AGC, 2018) and there were fears that due to the longstanding nature of AGC and the reliability of the company that nepotism could become an issue, leading to unethical practices in the workplace by potentially hiring someone who is under qualified or who doesn’t display the correct behaviours (Indeed 2023).

In July 2023 a recruitment coordinator was hired to assist AGC in the attraction and retention of its colleagues. The whole employee lifecycle is an important process and needed a dedicated resource to ensure that AGC is committing to its employees. People HR (2023) describes the employee lifecycle as a 7 stage approach with employees laterally coming and going in businesses, however for AGC retention is a massive concern with the business headcount currently -7.8%  YTD (AGC, 2023a).

When considering the current Labour market it is important for AGC to understand where they sit and what they need to do to improve their position and become an employer of choice. Boys (2023) describes this method as understanding how to recruit, retain and develop people to manage client demand considering elements such as pay and benefits and unemployment rates in the current market.

The CIPD resource and planning talent report (CIPD, 2022a) focuses on 6 main topics, for the benefit of this report the main focus will be better pay and benefits. These were chosen due to the inconsistencies and Inequality issues at AGC to gain an understanding of what could be done to try and prevent further attrition of our current employees and support in attracting future talent to AGC. 

Throughout this report there will be evidence of best practice to aid the support needed for resource and talent management, an analysis of current processes and systems and recommendations for how AGC can improve talent management and ensure they remain competitive with pay and benefits in what is at present a very difficult Labour market for construction workers. Strauss (2023) confirms that there is less demand for construction with over 270,000 people leaving this industry since 2019 opting for more secure roles, confirming that once these people leave they very rarely return, resulting in key talent being lost from the Industry.








Literature Review 

As recruitment has evolved over the years, it is deemed a coherent area of people management (Taylor, 2022 pp2). For AGC the recruitment process has now progressed into a structured strategy that allows employers to ensure that they hire candidates that align to the company’s overall goals and values (Morgan, 2023). However there are some that state that a recruitment process isn’t always effective with issues with recruitment and selection such as Interviews not being effective in hiring the right candidate and options being limited without a cultural change in recruitment (Hamlin, 2019). As recruitment continues to grow and develop there will need to be further considerations such as the use of technology, changes to legislation and the ever changing needs of the business (REC, 2023), ensuring that whilst there needs to be a focus on attraction AGC should not neglect the retention of its current workforce. 

Internal to AGC

Policies and Processes

McCartney, (2022a) indicates that a good recruitment process is essential especially in a tight labour market. As AGC evolves into the cooperate world, every area of the business requires a change and this is no different for recruitment. At present AGC does not have a formal recruitment policy and has very little policies to support this, however in the last year there has been an implementation of a recruitment process which has given structure, consistency and procedure to this dated process (AGC, 2022a). This process will ensure that anyone looking to join AGC will have a better understanding of the business’ values, mission and what it can offer future employees.

Over the years at AGC, the recruitment process has often been a case of who you know. AGC has become victim to producing a culture of over promoting employees or inflating wages to retain employees, resulting in potential performance issues and sometime entitled employees who think there is an open cheque book. AGC needs to take positive steps in progressing with these changes or there could be further attrition and absence concerns and it could risk creating a culture of poor results. De-motivated employees often feel this way due to lack of flexibility, poor leadership, conflict or unrealistic workload (Indeed, 2022).

Construction as an Industry is still small in comparison to larger Industries and the idea of ‘poaching’ talent from a competitor was seen as a key advantage, but does mean that employers are often forced to look at incentives such as pay and wellbeing to retain their best employees (Sellars, 2023).

Workforce Planning

Businesses now need to adapt to different forms of flexibility to maximize their potential for the organisation to deliver, these include looking at different forms of flexibility including internal and external flexibility, functional flexibility and numerical flexibility (Wickramasinghe, 2019). 

Flexible working was advocated by the CIPD (2019) by citing that increasing flexibility could lead to workplaces being more inclusive by better supporting individual needs. As a male dominated industry based in a non-diverse area of South Wales, with a poor gender pay report (AGC,2023b) produced this year, the growth of the business and offering flexibility could be contributing factors in attracting key talent to AGC. 

Flexibility has become a key part in all employees everyday working lives since Covid-19 with Stewart (2020) declaring that post pandemic, workplaces must be inclusive and flexible as workplaces will never be the same again. 

For AGC (2023c) flexible working has been adapted and encouraged in many ways over the last 3 years however, not every role comes with an option for working from home in the construction industry. The alternative to hybrid working could include the option to implement flexi time such as starting later or finishing earlier or even an option to buy and sell holidays (CIPD HR Inform, 2023). These changes could improve employee engagement towards the business as employees could see that there is fairness and flexibility for everyone within the workplace. Root and Young (2011) confirm that flexibility is a basic need for employees and AGC needs to ensure it’s offering it in some form to attract and retain employees.

AGC currently hires 1000 direct employees but also uses several agencies through approved suppliers. Butler (2023) declares that the use of agencies means that through flexibility business can meet the needs and demands of clients whilst McCartney (2022b) confirms that workforce planning Is imperative for understanding the business needs now but is also a key focus in preparation for the future. However, the use of agencies often causes upset amongst AGC employees due to the variation in pay and employees are not necessarily considering the bigger picture of the lack of job security and benefits that agency workers receive (Cheary, 2023). AGC needs to consider how it promotes the use of agency workers as an opportunity and could consider communicating the importance of agency workers helping the business to deliver the overall mission of ‘we build better’ (AGC, 2022c).

Growth of Business

AGC moving from a small family run business to almost quadrupling in size in 5 years has meant that many of its employees are still on outdated terms and conditions of employment, with little or no sick pay and potentially very low paid due to their basic skill set and only getting basic annual reward uplifts of potentially 1-2% per year, however with Interest rates spiking at nearly 11% this year (Brown, 2023) 1-2% is not enough to retain great employees. For AGC there needs to be a plan in place to align pay and benefits to create a better working environment, promoting consistency and fairness along with equality for all employees. 

With new talent being brought into the business, fairness and consistency needs to become a priority to its loyal workers, with an aging workforce who want to feel valued. AGC needs to ensure that they are attracting and retaining a workforce that delivers and is engaged in the long term success of the business. What AGC must avoid is employees thinking that they should move to agency to achieve a higher rate of pay and better flexibility and instead what they should consider is the job security (Indeed, 2023) and the fact that AGC is committed to supporting its employees through the overall mission of ‘We build better people' (AGC, 2022d).

Throughout the growth of the business, AGC has not only had to consider the impact on its employees and its processes and procedures to align the organisation, there has also been a big change in the Industry with promotion through social media becoming very topical in construction. Handmade Marketing (2020) describes construction as an industry built on personal relationships, however through the use of social media it could build trust and improve the organsiation’s brand and communication within the construction sector which could support with attrition if employees have a feeling of trust and being valued if they feel empowered with this change. AGC has taken small steps to improve its use of technology to improve perception, scope and communication to the wider target audience within Griffiths, however it needs to consider that as AGC has an aging workforce, employees may be resistant to using technology or simply not want to use it (Beker et al, 2012).  

The impact on social media and branding of the business could also be seen as an external consideration due to the attraction of new employees. Any new hire going for an interview would consider looking at company websites or searching key members of the business on LinkedIn so it important that if the business is going to pursue social media it is prioritised to ensure that it’s a true reflection of the business and the values it is promoting (Indeed,2023).
 


External to AGC

Labour Market

AGC understands that there are currently social, and economic factors affecting many businesses including the construction Industry (Battista, 2023). Since Covid-19 there has been an increase in costs which affects the price of building materials but also the price of day to day items which has a direct impact on AGC and its employees. For many organisations employees are either asking for more money or how the organisations can support them further. Cotton (2023) indicates that businesses should look to have a financial wellbeing policy to guide them on where they can get support in challenging times, something which AGC could implement. 
 
For AGC, this has resulted in long term schemes often suffering financially and employees doing the same job role but now wanting more money to deal with day to day increases. Jordan and David (2023) wrote an article which described that for the first time since Covid-19, wages across the summer of 2023 were higher than inflation. However, there is still a discrepancy between public and private sectors. Data from the Office of National Statistics showed that employees in the private sector received roughly 1% higher wages during this time period, nonetheless as we know from further literature, organisations including AGC are struggling to meet the demands of previously agreed projects so to increase pay just causes more concern to businesses if they have not forecast for this additional spend. 

Having the understanding of external impacts is important, nonetheless how a business choses to respond and adapt to these impacts is what is going to make the biggest impact to its employees. By having the knowledge and understanding of how the business is going to be effected this can be used to support with making strategic business decisions and ensuring that the information is used and adapted to allow for future business success (Reding 2023). To ensure the success of this change AGC should understand that if any form of change should be considered, it should not be rushed, it must address the issues with accountability for delivery, it needs a good range of communication and should be reviewed in a timely manner (Moore, 2022). If AGC fails to do this it could result in the change not landing in the correct way and the process needing to be revisited. 

Pay and benefits has always been a contentious subject, but since Covid-19 (WHO,2023) many employees are struggling now more than ever. Employees need to work but they also need to know that they are being rewarded with adequate pay for the role they are doing. Pay was once seen as just a transactional processes however for many this need now feeds into their wellbeing (Faragher, 2022). If employees feel as though they are being treated fairly in regards to pay this can help build trust and respect and employees will feel valued (Cotton, 2023). Pay is a key external threat for AGC at present and if AGC do not make a change they could end up losing even more valued employees. 



Employer of Choice

According to the CIPD Resource and talent planning report (2022b) pay and benefits has become the most important factor when attracting employees into new roles with this being the highest priority in the private sector. Very often the thought process of pay in the private sector is that you get more than you would in any other sector due to potential bonus payments, however pensions are often more lucrative in the public sector (Reuben, 2022) with a recent survey confirming that 89% of new hires take pension contribution into consideration when looking at moving jobs (Penfold, 2023).

Currently at AGC the variation to employees terms and conditions of employment causes complexities when reviewing pay. All hourly paid employees have less holidays and only SSP compared to monthly paid employees. Whilst this leads to employees feeling less valued and there being potential inequality issues, for AGC this means that it could be harder to attract senior roles and is an added expenses to the business processing this payroll weekly verses once a month (Botteroff, 2023). If AGC could align this benefit, it could support with the attraction of people wanting to join the business.

With the current cost of living crisis, Christian (2023) mentions that some employees are forced to move around the current Labour market instead of staying where they have job security and a regular income as there is not enough money left at the end of each month. PWC (2023a) confirmed that a quarter of the UK work plan to quit their role in the next 12 months and due to money shortages 12% of the UK workforce have a 2nd job  (PWC, 2023b).

As an alternative, AGC could look to review pay through other processes that are yet to be established within the business such as appraisals. Literature from Rubin and Edwards (2020) confirms that appraisals are used as a key tool in holding employees to account and serve multiple purposes, such as motivation, development and to help manage business priorities. If employees are engaged and know they have a future with an organisation they are more likely to stay. Gallup and Work human (2023) reference that if employees are supported with strategic employee engagement, engagement that means something and is individual to them it will result in positive actions for both the employee and the organisation.




















Case Study – Supervisor of Sandwiches 

The above article talks about organisations over inflating employees job titles to save on overtime payments by moving them from hourly to monthly pay and giving a false sense of responsibility. The article indicates how there seems to be a manager for anything and everything these days and an increase in employee job titles showing lack of consistency and no real process in internal future progression by just ‘putting you over the line’, increased Job titles can show that there is a lack of process followed (Voorhis, 2023). Casal (2023) indicates that too many managers may not be the root cause of a problem but it could be the lack of communication that could be the issue, however teams with less managers have clearer communication a simplified structure and more autonomy to get things done. 

AGC is again a casualty to this having over 300 variations to job titles with a staggering 60% in managerial positions (2022d). Inequality remains for AGC as a percentage of these employees sit within the hourly paid category which results in them getting paid more than a counterpart in another area of the business as they would be entitled to overtime payments, aligning these job titles could be a starting point for AGC in reducing this disparity. 

Many employees have been in these roles for years so it would not just be the title that would need to change, there would be a behavioral issue that would need addressing which could be linked to the appraisal process if the business decided to progress with implementation, providing a stronger link between employees and the organsiation’s overall goal (Mindtools, 2023). Clark (2023) confirms that inequality is not just linked to salary but the present representation indicating the limiting opportunities for different demographics, something that AGC understands that it needs to review with the current status of its gender pay reporting and lack of diversity within the business (AGC, 2023d). 

Cohen (2023) quotes that we should pay people based on what they do not what their job is, however for AGC this ongoing issue now needs to be addressed to ensure that they remain an employer of choice within an Industry that is clearly loosing people quicker than it can attract them.



‘Time spent for Hiring is time well spent’ (Robert Haff, 2023)


















Conclusion

In conclusion, AGC has made moves to improve the talent and recruitment process within the business however, it still does not have a truly effective recruitment process and the disconnect between pay and benefits within AGC, is still one of the main issues that needs addressing.

McCartney (2022-c) indicates that recruitment is vital and at present AGC doesn’t treat this as a Vital process, whilst there has been improvements, there is still opportunity to showcase the business to internal employees and external candidates improving both attrition and attraction. 

The current Internal and external factors that the business currently faces can be assessed through a SWOT analysis (Peterdy, 2023) reviewing the strengths, weaknesses, opportunities and threats that could be addressed to protect or enhance the business. 

Internal factors are ones which can influence positively or negatively (BBC, 2023), AGC has begun to focus on these factors in particular more on recruitment through policy and process and the recognition that agency workers shouldn’t be seen as competition but more of an extension of the business to help achieve the overall business goals. The change in social media again has already began however, thinking bigger there is more that AGC could do to promote internally and externally the benefits of working for AGC.

External factors are things that can help managers recognize potential threats that need to be addressed to ensure internal business success (Indeed, 2023). AGC needs to be conscious of the changes in the current Labour market and with attrition already at an all-time high, a change needs to happen as the talent the business is loosing is not in the market to be replaced. The reality is that pay and benefits within the business will not be a quick fix for the financial aspect. The inequality between weekly and monthly paid employees and the variation of benefits from sick pay to hybrid working is something that AGC needs to review to ensure that it remains an inclusive employer.

By implementing appraisals, every employee would get to speak to their line manager and receive a business update on a regular basis, this would also provide line leaders with an avenue to address behavioral issues, progression opportunities and check on employee wellbeing (Gifford, 2022a) all which could in turn impact the organisation. By having this set time, employees could feel that AGC in investing in them and could support with building trust and value within the organisation.
















Recommendations

Recommendation 1

Aligning Pay and financial benefits such as sick pay not just between weekly and monthly paid employees but for the site and office based teams. This will help support inequality within AGC and will show current employees that you’re listening to them and in turn they will feel respected and look to stay with an inclusive workplace that is supporting them and their wellbeing (CIPD,2022c). To align weekly pay and benefits will cost approximately £125,000 due to the extra sick days and holidays that will need to be accounted for. This could be rolled out in Q3.

Recommendation 2

Implementation of a benefits policy for all employees. This policy will include information on hybrid working, flexibility on working hours, time in lieu, and an option to buy and sell holidays from 2024 when the new payroll system is fully implemented plus more once signed off by the MD. This will come at no cost to the business but will engage current employees and is great to share with potential candidates. This could be rolled out in Q2. 

Recommendation 3

Performance review through appraisals allowing time for each employee to have time with their line manager to discuss their concerns, ideas and development within the organisation (Gifford, 2022). This will provide a platform for employees to have open and honest conversations and to feel involved with the business and their future. This can come at no additional cost to the business but will require HR to produce the process, line leaders to be trained and communication to be given to all employees which could be rolled out in Q1.
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`````````Alun Griffiths (Contractors) Ltd  

Head Office  
Waterways House · Merthyr Road · Llanfoist · Abergavenny · Monmouthshire · NP7 9PE  

South Wales  
Rover Way · Roath Dock · Cardiff · CF10 4US  

South West Wales  
Unit 14 · Lonlas Business Park · Lonlas Avenue · Neath · SA10 6SN  

West Wales  
1 Riverside Terrace · St Clears · Carmarthen · SA33 4EL  

North Wales  
Penamser Business Park · Peamser Road · Porthmadog · LL49 9GB  

Rail  
21-23 Nevill Street · Abergavenny · Monmouthshire · NP7 5AA  

West of England  
Flax Burton · Stancombe Lane · Bristol · BS48 3QD  

T: 01873 857211   
F: 01873 857679   
E: enquiries@alungriffiths.co.uk   
www.griffiths.co.uk  
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