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Executive summary 
The purpose of this report was to investigate and discover themes that were affecting the high turnover of staff members within our Care Homes. There had been an average of 42% of staff leaving every year over the past three years within the care homes. This area had been raised by our key stakeholders – Board of Management, Executive Management Team and HR department on numerous occasions and it was agreed that formal review was required to consider if any changes could be introduced to lower the recruitment cost. 

As part of objectives, the report would need to carry out an investigation into the Associations current HR functions and policies which relate to turnover and retention, to consider data which lead to common factors affecting the whole sector and recommend these changes to the Board of Management.

The secondary data had been gathered to consider data that was already available and analyse their strengths and weaknesses (Anderson 2013). When reviewing the secondary data, four themes were identified – low salary, policies and procedures, health and wellbeing, and ageing. These themes had been repeatedly raised through various literature which shared a common point – their effect on the turnover of staff. Most of this literature data had been gathered within the last two years which demonstrates its accuracy but some statistics were representative of the United States of America. This had been justified by the global market of the researchers company. The themes didn’t suggest that they would be able to lower the turnover rates themselves, but were suggestions on the areas that were considered to be negative by the sector. 

To concur with the literature, primary research was undertaken to consider if mitigating the risks from the above themes would support our Association. Research was gathered by undertaking salary data, exit interviews and interviews with current staff members. The data demonstrated that there were concerns regarding the health and wellbeing of staff members and their workplace balance and lack of knowledge surrounding the Association’s policies & procedures. The Association proved that they were above the average salary at £18,560 per annum and were keen to stay ahead of the curve and invest in technology to move forward with the environment. 

Five previous staff members had received an exit interview prior to their deportation through either a formal discussion with myself or electronically. An additional two current staff members were also interviewed with questions based around the four themes above. As there are only 10 staff members within the Care Homes, a sample of 20% was used and agreed by the Executive Management Team. 

To present to the Board of Management, the following recommendations would be made to encourage the retention of care home staff;
1. Monthly team briefings from Executive Management Team
2. Consider a private healthcare plan for staff members.
3. Line managers to be briefed on new policies & procedures and encourage staff members to read them.
4. Arrange for a 4-weekly rota system to be implemented. 

The limitations were having difficulty to retrieve information from employees that had left due to them failing to complete an exit interview with the Association. A short timescale which was only 2 months as there was a need for it to be submitted to the Board of Management to agree a change in provision of the structure of the care homes from Residential Care to Supported Living. Having this timescale didn’t allow me to delve further into conducting further interview with staff members to try and see themes arising and potentially wanting to receive feedback from similar Care Homes in Carmarthenshire. 
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[bookmark: _Toc33458980]1. Introduction 

1.1 Background
Bro Myrddin Housing Association is based in Carmarthen and provides social housing accommodation for individuals across Carmarthenshire and Pembrokeshire. It has a Head Office, two Sheltered Accommodations and two Care Homes. 

1.2 Purpose
The purpose of the following report is to examine the high turnover of staff members within both Care Homes. It will be prepared by busing both primary and secondary data sources, considering a literature review of how we are able to reach achievable recommendations. When taking into consideration the broadness of the potential topic ‘Turnover’, it was important for me as a HR Professional to be able to target the practical problem by considering a narrower area to reach recommendations which would be able to contribute to the success of the Association’s goals (Perkins and Woodhams 2016). 

1.3 Stakeholders
Anderson suggested that, stakeholders’ thoughts should be taken into consideration prior to agreeing on an area that needs to be investigated (Perkins and Woodhams 2016).  This area had been agreed by our main stakeholders; 
· Board of Management – agreeing the future of the care homes and their ability to succeed in an ever changing environment.
· Executive Management Team – determining the concern to save costs.
· HR Department – involved in HR functions including recruitment and induction to retain new staff members. 

1.4 Aim
To critically analyse policies, procedures and processes to retain Support Workers within Care Homes. 

1.5 Objectives 
To achieve the above aim and meet organisational needs, by setting the following SMART objectives, it will allow the organisation to ensure that our time is spent resourcefully by concentrating on the key areas to achieve success (Mind Tools n.d.);  
· To identify and investigate current recruitment and retention policies and procedures affecting Care Workers. 
· To identify the factors that have led to an increased turnover in Care Homes.
· To review, discuss and recommend the findings of the report to the key stakeholders.
[bookmark: _Toc33458981]2. Literature Review
Completing a literature review is critically analysing information that is already available and has been published for the public to view (Perkins and Woodhams 2016). It allows you to be able to conduct further research into their review of the matter and determine if it has merit to its conclusions against your primary research. 
Below, I have identified current key themes that have been found as an integral part of securing high or low turnover within a care organisation. 
2.1. Average salary
As advised by Social Care Wales, the care sector in Wales makes up 6% of the country’s workforce with up to 85,000 individuals being employed to work within the sector (2018). The average salary for each worker was just under £17,000 a year, in comparison to an average annual salary of £27, 820 in Wales across all sectors (Welsh Government 2019). The information from this publication details that the care sector continues to rise and the demand for Care Workers will continue to grow and be a large contributor to the success of the economy moving forward. To ensure that this sector grows to be an appealing place to work, the national living wage costs continues to increase for every age to target all categories (GOV UK 2020). The data above was conducted by a sponsored body of the Welsh Government with a role to regulate and develop the social care sector. The data conducted by the sponsored body and Welsh Government were only inclusive of Wales but is current and appropriate to the means of the theme. Although, an article covering the whole UK Care Sector concurs that the average salary is lower than other jobs within the UK (Chirgwin 2019). 
2.2. Clear HR Policies and Procedures
In conjunction with turnover, there are a number of HR Functions that relate to the success of retaining staff members. This includes, recruitment, induction and learning & development. They all must marry each other, follow organisational priorities and ensure that they are followed correctly by each member of staff for fairness and trust (CIPD 2019). Allowing line managers and the HR department a clear process from the very beginning to follow, can set the tone for the organisation and should be followed throughout the functions. The new employee’s expectations will be clear and they will understand the requirements of their role, commitment to the organisation and personal growth when beginning with the organisation. If the organisation fails to meet the standards that they have set, the role will not be what the employee expected and will feel mislead (People Point HR n.d.). The information above sets out the standard that is expected from the organisation to prepare their policies, but it wasn’t entirely directed towards the care sector but to all staff members within an organisation. 
2.3. Health and Wellbeing 
Health and wellbeing is considered a main element of employee engagement and promoting high performing individuals within the workplace (Suff 2019). Positive employee engagement demonstrates an individual which has a happy connection to their workplace and are committed to achieve their best each day as an individual and part of a team (SHRM n.d.). According to Forbes, over 9/10th of employees including within their research demonstrated that empathy was a large part of employee retention and would recommend their organisation which supports well-being initiatives to others as a great place to be employed (Forbes 2019). This shows the clear link between the impacts of developing a trustworthy relationship with line managers which shows empathy and having clear HR functions to increase employee engagement leading to a lessened turnover. The data included in the Forbes article was based on American statistics which does not demonstrate a full picture of the United Kingdom’s engagement statistics but they used a Gallup to complete the study which is a global analytics company providing support to 160 companies with over 80 years of experience. Gallup clearly is a company that has been used to influence and provide statistics on compelling matters across the world and their data can be considered accurate. 
2.4 Ageing Population
Within the care industry, a quarter of the industries care workers are aged over 55 (Chirgwin 2019). With the ageing populating setting to increase with an additional 8.6 million people above retirement age by 2070, the life expectancy of each individual is also increasing along with the retirement cap (Age UK 2019). Due to increases in population, there will be a need for additional workers within the sector to care for these individuals. According to Chirgwin, the sector needs to recruit nearly 130,000 staff members each year to replace those retiring and leaving for other roles (2019). Firstly, the ageing population can lead to workers remaining in their roles for longer as it has been anticipated that the retirement age will increase to 68 by 2020. As technology thrives forward in each sector, workers are expected to create a demand for new workplace skills and research has demonstrated that the older generation is afraid of using technology from a fear of creating mistakes, lack of confidence, training and time-consuming (Science Daily 2018). Secondly, an urgent need for more workers will require them to target millennials. Gallup concluded that at least half of millennials anticipate to move forward from their current role within a year and are more open to new opportunities (n.d.). The research demonstrated that millennials aren’t as engaged in the workplace and will not demonstrate the passion to desire to achieve within their roles. This can significantly impact the high turnover cost to an organisation from recruitment, induction, training etc with Gallup anticipating it costing $30.5 billion annually for America.
[bookmark: _Toc33458982]3. Methodology 
To reach a conclusion for this report, I have gathered both primary and secondary data. As suggested by Perkins and Woodhams, it is better that secondary data is collected first to allow yourself to identify trends and adapt your primary research to conclude or withstand this information in your own organisation (2016). The data collected will marry the above reference and will be used to discuss themes have arisen. My primary data has been collected from recruitment leaver data, internal policies and procedures and interviews (from current and resigned leavers).  All the secondary data has been gathered from online articles and journals which is information that is readily published by authors. 
During this primary research, I will be taking an interpretivist approach to the data. It allows those involved and myself to receive different perspectives of the concern and a way to tailor the recommendations to meet the demand of the current workforce (Black 2006). 
When considering the objectives above, I have collated both qualitative and quantitative data.  Quantitative data was collated to compare staff against average UK salaries and their employment end dates during the last 3 years. The qualitative data has been gathered through internal policies and procedures and exit interview with staff. I have reviewed policies and procedures relating to the area of concern i.e. Induction Policy, Learning and Development, and Recruitment and Selection. 
In regards to an interview with current staff members, I had asked 9 questions relating to their time within the organisation and how they feel to be a part of the team. Whilst collecting this data, Anderson suggested that the collector must listen carefully to the information conveyed by the staff member and ensue that it’s captured accurately. (2013) When receiving the interviewee’s answer, it allows the interviewer to delve further into this which may open the door to further investigation that hadn’t been uncovered (Horn 2012).  Interviews can be time consuming but only 2 staff members were included in the chosen sample. This was 20% of the current number of staff members within the Care Homes and due to time constraints in preparing the report, this was considered a good sample size as 5 exit interviews had already been received from a potential 13 leavers. 
The above collection methods had been agreed by the Executive Management Team and cascaded to the Project Manager within the Care Home to agree suitable times for the individual interviews. The individuals were given the choice to complete an interview and advised that they would be anonymised throughout the report. 
[bookmark: _Toc33458983]4. Findings/Discussion
From the literature review, there were 4 areas that had arisen as themes. They were areas that had been identified to have a negative effect on the turnover of staff and would overall impact on the Association as a whole. 
From our exit interview discussions held with 5 staff members from a potential 13, from the reasoning for leaving the role, none of them reported that it was due to salary concerns. For a Mental Health Support Worker, the salary that the Association offer is £18,560 which is above the average annual salary in Wales. This cost is also above the National Living Wage across the United Kingdom which would make it a re desirable place to work in comparison to others in the sector.
It was clear from the review that having policies and procedures in place would allow all staff to work accordingly within the workplace and that all line managers would show fairness and respect to new and current staff members. To ensure that our practices are in line with current needs, our policies are reviewed on a biannual basis, reviewed by our HR advisors and approved by our Executive Management Team prior to uploading for all staff members to read and follow. According to our data, only 47% of staff members have read the Induction Policy, Learning and Development and Recruitment and Selection policies on our staff portal. 
The literature review demonstrates that sharing empathy with staff members can lead to higher engagement levels and reduced turnover. Our line managers will hold performance meetings with our staff members every 8 weeks. During these meetings, they have an opportunity to share any concerns amongst each other and begin to build a trustworthy relationship. Also, feedback from both exit interviews and interviews held with current staff members shared their concerns around their work life balance. They understood from the beginning that long shift hours would be expected but they weren’t able to plan their weekends ahead as rotas weren’t published until a week before.
It is apparent that millennials are fast moving individuals between organisations and ICT will be driven forward in the organisation to comply with the ever changing industry and keeping ahead of the curve. The average age of an individual within the care homes with the Association is 54 which is on par with the statistic of 55 across the UK from Chigwin (2019).
5. Conclusions 
The literature review and primary research gathered were able to concur areas that had been considered as a concern in the past but the research conducted were able to prove these as evidence within a report to be presented to the Board of Management. It provided four key themes which have resulted in the following recommendations being made to the key stakeholders. 

[bookmark: _Toc33458984]6. Recommendations for change
	No.
	Recommendation

	1
	Arrange monthly team briefings prepared by the Executive Management team in Head Offices to be shared with members of the Care Homes and ensure that they would be included in the four all staff training days to build a relationship with other staff members.


	2
	To ensure that employees feel valued and continue to invest in their Health and Wellbeing, the Association to consider introducing a Private Healthcare plan for staff members. This would be an additional benefit to support employees within the workplace and demonstrates that the association wish to look after their staff members. 


	3
	Due to the lack of acknowledgement from staff members on policies and procedures, an overview session to be held with line managers at their monthly management meetings with an introduction on all new and reviewed policies to ensure that they are fully aware of the changes and reminders to be arranged during each Supervision meeting for staff members to read all outstanding policies on staff portal.


	4
	Consider developing an online 4 weekly rota system.



[bookmark: _Toc33458985]7. Limitations
Due to the importance of the report and the need to reach conclusions to meet the needs of the service and save on costs, it was difficult to retrieve information from the employees that had left due to them failing to complete an exit interview with the Association. The timescale was only 2 months as there was a need for it to be submitted to the Board of Management to agree a change in provision of the structure of the care homes from Residential Care to Supported Living. Having this timescale didn’t allow me to delve further into conducting further interview with staff members to try and see themes arising and potentially wanting to receive feedback from similar Care Homes in Carmarthenshire. Moving forward, the actions arisen from this report will be submitted to the next Executive Management Team which will be considered before being presenting to Board.  
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Appendix 1
Interview questions  ( Current employee )

1. On a scale of 1 to 10, how happy are you at work?
2. Would you refer someone to work here?
3. Do you have a clear understanding of your career or promotion path?
4. On a scale of 1 to 10, how would you rate your work-life balance?
5. Hypothetically, if you were to quit tomorrow, what would your reason be?
6. How frequently do you receive recognition from your manager?
7. Do you believe you'll be able to reach your full potential here?
8. Do you foresee yourself working here one year from now?
9. Do you feel like the management team here is transparent?
































Appendix 2
BRO MYRDDIN HOUSING ASSOCIATION

EXIT INTERVIEW

Name:					Position: 

Carried out by:				Date: 
	Why have you decided to leave?

	


	What do you value/dislike about the Company?

	


	What did you like most about your job?

	


	What was least satisfying about your job? What would you change?

	


	Did you find your job or your work challenging and rewarding? Why?

	

	Do you feel you had the resources and support necessary to accomplish your job? If not, what was missing?

	


	Did you have clear goals and know what was expected of you in your job?

	


	Did you receive adequate feedback about your performance when carrying out tasks?

	


	Did the Company help you to fulfil your career goals?

	


	What are your views about management and leadership, in general, in the Company?

	


	Did you clearly understand and feel a part of the accomplishment of the Company’s mission and goals?

	


	Are there any security/ safeguarding issues we should be aware of?

	


	Is there anything that we could have done differently that would have influenced you to stay longer with the Company?

	


	Can you offer any other comments that will enable us to understand why you are leaving, how we can improve, and what we can do to become a better company?
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