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[bookmark: _Toc99137316]Executive summary

An investigative report of the Ministry of Justice (MOJ) and more specifically, the recruitment, selection and onboarding functions managed by the human resource management (HRM) directorate to identify a priority area that would benefit from improvement through the use of a strategic human resources management (SHRM) approach.

Through research, the author was able to identify that the recruitment, selection and onboarding area of the MOJ was a reoccurring recommended improvement area throughout seminal reports dating back 170 years and was further referenced in many Civil Service reform strategy documents providing a basis for investigating the target area.

Upon further research, the author was able to identify that the barrier to a dynamic organisational structure was the legislative processes that formed the strategy in the first instance. These same legislative barriers impose the inefficient blanket approach to recruitment, selection and onboarding choosing fairness over recruiting the right person for the role. 

The author undertakes a brief, high-level review of 2 best practice HRM models to identify if theoretical models could be implemented to address the issues identified.  The public opinion is researched which further identifies that the media narrative fuels public opinion.

 The author concludes by identifying several recommendations that will address the findings of this report. 
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The MOJ is Central Government Department providing a civil justice service where employees are termed to be Civil Servants. A report written by Dr Catherine Haddon on behalf of the Institute for Government, Centre for Management and Policy Studies named ‘Reforming the Civil Service ’ recognised that there have been common themes in seminal reports over the last 170 years and identified the following concerns as reoccurring :
· changes to recruitment and training, including practices, skills and culture 
· the structure and constitutional role of the Civil Service  
· performance, accountability and leadership. (Haddon, 2012, p. 4)

Dr Haddon further states “At various stages in the history of Civil Service reform the focus has fallen upon the way in which civil servants are recruited, inducted, trained and developed over the course of their careers. Traditionally, over much of its history, the UK Civil Service  has tended towards a generalist career development and mixed skills, rather than true specialism for certain policy, management or operational roles.” (Haddon, 2012, p. 6). 
This is further supported by the Institute for Government ‘Moving On – The costs of high staff turnover in the Civil Service ’ report published in 2019 whereby the Authors state “The Civil Service  needs to replace it with a system which values specialists as well as generalists, and rewards those who stay in post, build experience and see through projects” (Sasse & Norris, 2019). 
Furthermore, Northcote and Trevelyan 1854 investigated complaints of the lack of efficiency within the Civil Service and identified that employees working for the Civil Service generally enter at an early age and are not exposed to the sharp competition of the private sector and therefore, do not possess the energy or ability to undertake their duties competently or efficiently. 
The author was able to identify a plethora of seminal reports dating back 170 Years reinforcing the opinion that the Civil Service is notoriously poor at recruiting, selecting and onboarding the correct candidate for the post, resulting in a high turnover of staff at significant time and economic expense to the Civil Service. 
Reports estimate the economic expense to be £36 - £74 million each year (Sasse & Norris, 2019, p. 18) which does not account for the lost time or the negative impact as a result of lack of continuity or the morale of the remaining staff. Sasse & Norris further report on page 4 of their report that “Several London based departments consistently lose 20-25% of staff each year” which is a considerable amount.

Further to seminal reports, the author was able to locate many reviews listed on recruitment websites, stating that no induction or training was received resulting in a large number of employees leaving within 0-3 months. Whilst internet-based reviews are unreliable, the basis of the report is information from reliable sources.

As a result of the aforementioned above, it is clear that there is the potential for improvement within the recruitment, selection and onboarding processes within the Civil Service. Therefore, the purpose of this report is to analyse the publicly available information on the recruitment, selection and onboarding processes within the MOJ and identify where there are areas that would benefit from improvement. 
[bookmark: _Toc99137319]Organisational Overview

The Ministry of Justice or MOJ formed in May 2007 and is a central government, ministerial department consisting of 34 agencies responsible for protecting and advancing principles of justice which serves all public (MOJ, 2022). The geographical remit of the MOJ is the United Kingdom (UK) in its entirety, however, many of its sub-agencies fall to the devolved governments.

MOJ currently employs 6044 people including 1050 staff working within the HR directorate which serves all sub agencies. The MOJ has many local locations although the headquarters (HQ) is located near to Buckingham Palace in central London.  (MOJ, 2021)

The HRM function sits within the MPSI (Ministers, Parliament, Strategy and implementation directorate) Directorate as can be seen in Figure 1 below, where the function is represented by a Senior Civil Servant (SCS) Human Resources Director accountable directly to the Permanent Secretary of the MOJ.

As the MOJ is part of the wider Civil Service, many policies are imposed upon the organisation due to the blanket approach of central government including the recruitment, selection and onboarding strategy which was last reviewed in 2018 which was many years overdue.
[image: ]	[bookmark: _Toc99137306]Figure 1: Organogram identifying HRM Directors within the MOJ structure. Source: (MOJ, 2022)
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As can be seen in the introduction of the report, the author has conducted a literature review of several seminal reports dating back 170 years which identified the recruitment, selection and onboarding processes as a focus area for improvement within the Civil Service and the MOJ.

To analyse the current processes, we must first understand the recruitment, selection and onboarding terms and analyse the current processes to allow us to identify if there are areas requiring improvement. 

[bookmark: _Toc99137321]7.1 Recruitment 

Recruitment is defined by Werther and Davis as “the process of finding and attracting capable applicants for employment. The process begins when new recruits are sought and ends when their applications are submitted.” (Werther & Davis, 1996)


[image: ]

[bookmark: _Toc99137307]Figure 2: An overview of the recruitment process. Source : (Werther & Davis, 1996, p. 183)

The MOJ currently has a dated recruitment strategy that is imposed by the wider Civil Service and is informed by the dated organisational structure, which when compared to the private sector, it is clear to see how private organisations have a more dynamic organisational strategy and subsequently have a more flexible and fit for purpose recruitment strategy allowing the approach to change quickly as the organisations objectives change.

The author finds that the MOJ and wider Civil Service offer a great number of benefits and rewards alongside a paid salary and other than public opinion and the convoluted selection processes, attracting applicants is not a problematic area but whether MOJ recruits the right person for the right role is the issue reported by seminal reports which we will consider in section 7.2.

[bookmark: _Toc99137322]7.1.1 Organisational Strategy & Structure

This brings into question whether the MOJ would benefit from adopting a different organisational strategy. An organisational strategy is defined as “An approach that defines how the organisations goals will be achieved through people by means of HR strategies and integrated HR policies and practices” (Armstrong & Taylor, 2014, p. 29)

In the private sector, the organisational strategy informs the organisational structure and vice versa. However, the MOJ has a static organisational structure set out and authorised by the Permanent Secretary and whilst it is positive that a whole organisational structure has been devised, due to the convoluted legislative process to make any amends to the structure, the organisational structure has stagnated and neither the structure nor strategy are reviewed regularly. 

A stagnated structure is not dynamic or flexible enough to accommodate changes as the environment demands, resulting in HRM departments recruiting to backfill roles and not recruiting with organisational development in mind. 

 “Inappropriate organisational structure can be expected to hinder organisational performance” (Henderson, 2011 reprinted 2015, p. 68)

[bookmark: _Toc99137323]7.2 Selection

Selection is defined by Werther and Davis as “The selection process is a series of specific steps used to decide which recruits should be hired. The process begins when recruits apply for employment and ends with the hiring decision. “ (Werther & Davis, 1996) and is further defined by Armstrong and Taylor as “The aim of selection is to assess the suitability of candidates by predicting the extent to which they will be able to carry out a role successfully.” (Armstrong & Taylor, 2014).

Northcote and Trevelyan's 1854 report recommended reform within the Civil Service recruitment process resulting in a strategy where candidates were appointed on merit and through open and fair competition which is still the basis for the current recruitment strategy today. However, whilst the current process is open and fair, as the selection is via competency-based assessment, a candidate can review guidance and prepare for the process resulting in a biased process favouring the candidate and not the recruiting line manager. 

Currently, the MOJ utilises the ‘Success Profiles’ framework to assess applicants for any role within the organisation and is the framework used by all Civil Service departments when undertaking the selection process. Success Profiles was introduced in 2018 as a result of the ‘Constitutional Reform and Governance Act 2010’ and replaces the older ‘Civil Service Competency Framework’. However, the process remains unchanged, whereby applicants are assessed against a framework of competencies which is deemed to be a fair and inclusive method of selecting the best candidate for the role. 

However, whilst competency assessments combined with structured competency-based interviews provide the candidate with a fair, unbiased and non-discriminatory process, this does not always provide the recruiting line manager with the best candidate for the role. This is because there is detailed guidance of the assessment criteria within the public domain, allowing candidates to prepare high scoring responses in advance. As there is a small number of competencies to be assessed against as can be seen below in figure 3, it wouldn’t be too onerous for a candidate to prepare a response for each competency allowing for high scoring responses irrespective of the question posed.
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[bookmark: _Toc99137308]Figure 3 : Success Profile Competencies. Source: (Cabinet Office , 2018)

The CIPD recognise the main criticisms of competency frameworks being as follows :

· Focus on the past and can’t keep up with rapidly-changing environments.
· Fail to deliver on anticipated improvements in performance.
· Are unwieldy and not user-friendly.
· Create clones, as everyone is expected to behave in the same way.
(CIPD, 2021)



[bookmark: _Toc99137324]7.3 Onboarding 

Onboarding can also be referred to as induction and whilst there are some minor differences by definition, for the benefit of this report, the definition of these processes is “the process through which employees adjust or acclimatise to their new jobs and working environment” (CIPD, 2021)

Whilst onboarding sits within the remit of the HRM function, it is common practice within the MOJ for the onboarding strategy to be written by HRM professionals but delivered by line managers that usually underestimate the importance of onboarding. The line manager is recruiting to address an increased workload and therefore, they tend to focus on the employees output as the priority and not the onboarding process.

The author was able to identify several MOJ employee reviews from recruitment companies where there was reference made to the lack of induction or initial training with the expectation for the employee to learn on the job to save time. However, this has the opposite effect where the employee feels confused, unsure of their new role and generally regretful for joining the organisation. This results in a significant number of employees leaving the organisation within the first 3 months. 

Forbes reports that poor onboarding results in the departure of 17% of all new employees within 0-3 months and is the main reason why 20% of all staff turnover is within the first 45 days of employment (Forbes, 2018). Forbes further reports that “organizations with a structured onboarding program experienced a 50% greater new hire retention” (Forbes, 2018)

The most common complaints identified by the author from various sources is as follows:

· Process not tailored to the employee and is impersonal.
· Process not commenced within the first 90 days.
· Information not pitched at the right level.
· Contains too much information too soon which is overwhelming.
· Conducted informally by line manager rather than a formal HR process.
· Pitched incorrectly, where the role is oversold setting unrealistic expectations.

The author’s analysis into the MOJ onboarding process identifies that whilst there is a comprehensive and progressive 3-month induction policy written by the HR function, this is usually poorly delivered by line managers and it is common practice whereby an informal overview suffices to save time. Furthermore, there is no mechanism within MOJ to track the process. 

7.4 Research Summary

From the research conducted by the author on MOJ practices, there is a large department of HRM professionals working to a detailed recruitment strategy where selection is conducted via a competency-based selection process followed by a comprehensive onboarding template. However, the author finds that the recruitment strategy is dated and static, the competency-based selection process is biased towards the applicant and the onboarding process is poorly delivered.

The cumulation of these factors result in negative public opinions which is further reinforced by media narrative where the justice system is commonly criticised usually concluding that an employee is incompetent. 

 




[bookmark: _Toc99137325]Best practice models

When analysing the MOJ recruitment strategy, it became clear that the civil service does not subscribe to the industry standard HRM models and instead have formed a convoluted strategy as a reactive movement on the back of seminal reports and through a series of government reforms. 

For the MOJ to become a more dynamic organisation, we must first review best practice HRM modules and identify how these may assist if adopted.

[bookmark: _Toc99137326]8.1 Harvard Model 

Beer et al 1984 describe these processes combined, as the ‘Human Resource Flow’ further defining this as “the flow of people(at all levels) into, through, and out of the organisation” stating that “Traditional personnel practice areas such as recruitment, internal staffing, performance appraisal, and outplacements are all subsumed in this area” (Beer, et al., 1984)

We can see from the Harvard model that the business as a whole must inform the policies of each department based on their desired soft approach strategies. The Harvard Model depicts a 360-degree feedback process where as the stakeholder's interests change in correlation with the situational factors, this will prompt change in HRM policy choices affecting HR outcomes and subsequently affecting the long-term consequences. This is a series of actions not present in the MOJ currently as communication between business departments is limited. 
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[bookmark: _Toc99137309]Figure 4: The Harvard HRM Model. Source: (Beer, et al., 1984)
According to the Harvard Model, the desired HRM outcomes are termed the 4 Cs (“commitment, competence, congruence, and cost-effectiveness” (Beer, et al., 1984)) and the greater that these 4 Cs are improved, the greater the individual well-being, social well-being and organisational effectiveness (Beer, et al., 1984) which would be desired positive outcomes should this model be adopted by MOJ.

This model is not followed within the MOJ as the stakeholder interests are historically very static and very little change is seen in the MOJ as a whole.

[bookmark: _Toc99137327]8.2 Warwick Model 
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[bookmark: _Toc99137310]Figure 5 : The Warwick Model. Source: (Pettigrew & Hendry, 1990)
Similar to the Harvard model above, the Warwick model is also comprised of both HRM Strategy and the wider business strategy with both models adopting the 360-degree feedback loop ensuring all considering factors engage, which would allow MOJ to create a more dynamic strategy than the static model currently followed.  However, there is no clear feedback loop from the HRM functions to the external factors which is an oversight in the model. 

The Warwick model incorporates external factors or outer context which will provide a further dynamic advantage to the model allowing the MOJ to consider the changes in outside factors and adapting the internal strategy to reflect this. The PESTLE analysis process will help analyse the external factors.

This is not a model followed by MOJ or other departments in the Civil Service as the Civil Service is historically reactive to political agendas and does not consider external factors until parliament implement changes in legislation as a reactive movement.
[bookmark: _Toc99137328]Conclusions

There is evidence dating back 170+ years recommending the Civil Service to review their recruitment, selection and onboarding strategy as there is evidence to support that the current strategy does not favour the most competent or suitable candidate , instead favouring the candidate that undertook the greater amount of preparation for the recruitment process. Evidence also suggests that the public opinion of Civil Service employees is that they are not competent at their roles resulting in inefficient services and unnecessary delays.

The MOJ roles have great appeal and there is little issue in recruiting applicants to the roles, however, the MOJ as a public body is constrained by the wider Civil Service and their blanket approach for fairness at the expense of not selecting the best candidate for the role and therefore, the selection process is not fit for purpose. 

The onboarding process appears to be well rounded, comprehensive and spread over the first 90 days, however, it is poorly delivered losing its value and there is evidence stating that the onboarding process is rarely delivered as intended, resulting in a high staff turnover within the first 3 months.  There is a lack of reliable evidence publicly available surrounding the onboarding process but there are several personal reviews advising that the current process is ineffective.

Recruitment, selection and onboarding is the area that the author identifies for improvement which will save considerable amounts of money, time and will increase morale by providing continuity of staff for long term projects and will further reduce the workload of the HRM function. 

The author can recognise the pluralist approach and identify that the MOJ or the wider Civil Service do not follow the common HRM theoretical models. There are pros and cons to each model although it is very unlikely that any HRM model could be applied that would address all issues within all business types. However, the MOJ would benefit from reviewing best practice HRM models and amending their current approaches by implementing elements of the models to create an original dynamic model.  

As a result of the findings and after careful consideration of the existing resources, challenges currently being faced, organisational goals and current best practice guidance, the author can identify areas for improvement and outline strategic high-level recommendations although these do come with an element of risk.


[bookmark: _Toc99137329]Recommendations


The aim of these recommendations is to ensure the right person is recruited for the right role, reduce HRM  workload and improve the efficiency of the recruitment, selection and onboarding elements of HRM, improving public opinion.

The Author believes that these recommendations are achievable given the current constraints, resource levels, current challenges and will assist with the organisational goals. However, there are risks associated with the implementation of each recommendation. 

Recommendations :

· The creation of an original SHRM model using a hybrid approach between the Warwick and Harvard HRM models with the aim of creating a more flexible and dynamic organisational strategy. 

· Implement an IT tracking software of the onboarding / induction process requesting feedback from both parties (new employee and line manager)

· Amendments to the selection strategy to balance the bias between line manager and applicant.

· Improve cross-departmental communication and sharing of data to allow departments to make more informed decisions when undertaking recruiting and selection activities.

· Re-educate line management teams on the importance of an effective onboarding process 
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