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FOREWORD BY RICHARD WELLS, MANAGING DIRECTOR, RTS

This research follows our “Employee Retention in The Retail
Motor Industry” research project in 2005. The aim of both
pieces of research is to identify the key retention motivators of
employees in the Retail Motor industry, and therefore provide
employers with strong evidence to inform their employee
recruitment, development and retention strategies.

rts currently works with 16 UK automotive manufacturers and
it is not unusual for us to hear examples of employee turnover
rates as high as 50%, and even higher in extreme cases.
Certainly turnover rates in the range of 20% - 35% are
commonly cited.

The hidden, financial impact of high staff turnover on franchised automotive retailers,
where net profit margins traditionally hover in the 1% - 3% range, should be a cause
for serious concern. However, my own view is that its financial impact often gets
buried or ignored under the daily operational necessities and demands of selling and
servicing vehicles. Our own estimates suggest that high staff turnover directly costs
the franchised sector £350m. If other factors such as impact on customer loyalty,
employee motivation/productivity are factored in, the cost is significantly higher.

In comparing to the findings of our 2005 research, pay and benefits remains a key
retention motivator and in the current environment presents a major challenge for
employers. However, what clearly emerges from our latest research are low cost
motivators that enable employers to retain their best people and give their businesses
the competitive edge. It is also clear that motivators vary according to gender, age
and roles and organisations should be prepared to offer flexible packages to reflect
this. During our research we identified some excellent examples of best practice in
recruitment and retention. | will mention one of these here.

Sytner Group (in the top 10 of the AM 100) recently achieved 4th position in the 2008
Sunday Times ‘Best Big Companies to Work For’ survey, an annual assessment of
employee engagement. They are achieving excellent employee retention through the
adoption of various strategies such as encouraging staff to work from home, supported
by technology such as BlackBerrys, and other flexible options such as term time
contracts for parents, compressed hours and job sharing. Staff say that managers
regularly express appreciation for a job well done — this costs nothing.

As a company, rts is dedicated to helping automotive employers recruit and develop
the best people. | hope this research will encourage and assist manufacturers and
dealers in their quest for highly profitable businesses driven by motivated and
committed teams.

Finally, I would like to acknowledge the help and support we have received from Sarah
Sillars, Chief Executive of the IMI and Stephen Briers, Editor of AM magazine who
kindly promoted our on-line research tool to a wide automotive audience via their
magazines and membership. | would also like to thank the rts team, particularly our
researcher Lesley Jefferson supported by Gemma Pritchard and Rob Wavre, for
producing an excellent report.

Richard Wells, FIMI
Managing Director, rts
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SECTION 1: BACKGROUND & METHODOLOGY
1. BACKGROUND

There continues to be widespread concern, supported by anecdotal evidence, about
employee retention in the retail motor industry. When rts last reported on retention in
July 2005, rates of turnover were found to be 23% in comparison to the Sewells’ Pay
Guide figure of 18% and the CIPD* national average of 16%. Turnover in sales was
higher than average, whereas in parts the rate was lower than average — each
presenting their own problems.

Whilst not all staff turnover is negative, it becomes a problem for organisations if
employees with key skills or potential are leaving. CIPD believes this to be a UK wide
problem, with the current national average turnover rate now at 18%.

Lowering turnover can reduce unnecessary recruitment costs and improve the morale,
motivation and performance of existing employees. The average cost to replace an
employee is £7750 - £11000.

The last rts retention report in 2005 was in some ways contentious — for example,
motivational theory suggests that pay is not by any means the prime motivational
factor at work, and yet we had a clear message to the contrary. This time we decided
to come at the retention question from different angles, to get a richer and more
complex view of what it takes to retain staff, and to see if there were any differences
between recruitment motivators and retention motivators.

*CIPD: Chartered Institute of Personnel and Development. Turnover figures from Recruitment Retention and
Turnover Reports 2004/2007

2. METHODOLOGY

The confidential on-line survey ‘Rate Your Job’ was constructed to provide a tool with
the potential to be used again and again at low cost.

Between November 2007 and January 2008 there were 1177 responses to the survey
which rts carried out in association with the IMI and AM, who invited members and
contacts to participate via their membership and readership databases. The responses
were representative of 26 franchises and all retail job roles. Most responses were from
franchised operations, with 10% from independent dealer/repairers, and 1% Fast Fit
operations.

The questionnaire was designed to find out:

Expectation gaps (Para 3.1)

Participants were first asked to rate the IMPORTANCE of aspects of their job e.g. the
resources provided to do their job. They were then asked to rate how SATISFIED they
were with that aspect of their job. A comparison between importance and satisfied
enabled us to identify significant ‘expectation gaps’.

Retention motivators (Para 3.2)

Here, participants were asked to consider what would most motivate them to stay in
their current job and to rank their top 3 motivators from a given list. This was the key
focus of the 2005 survey and allowed us to make comparisons.
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Manager perceptions (Para 3.3)

Managers were treated as a separate group and asked additional questions to
determine the extent to which retention issues are being tackled by the industry.
The differences between male and female managers was also explored.

Additional insights (Para 3.4)

A number of open-ended questions were asked, e.g. What attracted you to your
current job? Why did you leave your last job? This was to allow us to capture
additional insights into the differences between recruitment and retention issues.

3. FUTURE SURVEYS

rts intends to analyse trends over time by repeating the same survey at least every 2
years, and to offer the tool to manufacturers and groups who wish to benchmark
against the norm.

Future surveys will offer the following enhancements:

e Large survey numbers will enhance statistical validity, enabling more detailed
reporting on sub-groups

e Manufacturers and groups will be able to add their own questions without
compromising the main report

e A database will be built to allow for limitless filtering and querying.

© RTS Consultants (UK) Ltd 2008




SECTION 2: SUMMARY & RECOMMENDATIONS

1. Retention motivators rank differently to recruitment motivators, and this needs to
be reflected in organisational strategies.

For example, ‘pay’, while not a primary recruitment motivator is an important
retention consideration, so it is worthwhile to benchmark pay against local
competition and similar job roles, and to reward good performance.

Retention priorities tend to be more prosaic, focussed on what is happening today
rather than tomorrow, and less influenced by external brand messages.

2. All motivators are significantly influenced by job role, age and gender. For
instance, young managers are much more motivated by pay, holiday and
promotion prospects. Find out what motivates each individual, and respond
flexibly. Managers certainly cannot assume that what motivates them is what
motivates their team members, and must also appreciate that team members are
much more likely to disappointed by their jobs.

3. Improving pay and benefits is a critical retention motivator, but in the current
environment remains a major challenge for employers. So employers must focus
on the other, lower cost, motivators that will retain their best people and give their
businesses the competitive edge. Motivators with lower resource implications
include ‘recognition’ and ‘relationship with manager’ (team members), ‘job fit’ and
‘autonomy’ (managers). ‘Promotion’ is not in itself a critical retention motivator,
other than being linked to improved pay and benefits.

4. Improve consultation and communication strategies, e.g.

Conduct employee surveys at least once, if not twice, annually.

Make this easy by using online surveys

Act quickly on the feedback, and monitor outcomes.

Take every opportunity to let people know what is going on in the business
and why. Consider ‘right message, right person, right time’

e Create a culture of openness and honesty.

5. Reassure about job security whenever possible, since it ranks highly as a retention
motivator (although not as a recruitment motivator).

6. Maximise branding opportunities, which are increasingly cited as a critical factor in
the war for talent, since brand communication messages buy commitment.
However, brand messages should be targeted carefully. Product related brand
messages are especially important at recruitment, but have less impact on
retention. To be effective as a retention motivator, brand messages should be
expanded to include culture and values as well as product. Expanded brand
messages can influence not only recruitment, but also the design of induction and
the promotion of career and development opportunities.

7. Regularly review the autonomy/responsibility given to managers. Give them as
much as their skills and experience suggest they can cope with.
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10.

11.

12.

13.

14.

15.

Develop sophisticated recruitment strategies, including psychometric profiling, to
create a more diverse talent pool containing more:

e Extroverts with the empathy and friendliness to deliver great customer service
e Creative leaders, who can think strategy and ‘big picture’
e Females — a more satisfied group that remains a missed opportunity.

Allocate more time and resource to employee training and development. Although
not ranked highly as a motivator, it is a significant expectation gap for team
members (34%).

Be tough and insist on developing the skills of managers, since statistically they
cannot all be as ‘above average’ as they believe themselves to be. Confidence in
the skills and in the commitment of managers is essential for employee
‘engagement’; yet poor management style was given as the main reason for
having left a job.

Market training & development more effectively to overcome manager ‘blindness’
to team member training needs and wants. It is unlikely that managers are
making a connection between training and the bottom line.

Do not just collect data on leavers — analyze it to understand trends and patterns,
and use this understanding to inform retention strategies. Consider collecting
anonymous exit data.

Be proactive in maximizing well being and minimizing stress. Be conscious of
legislative imperatives and business benefits. Stamp out bullying and harassment.

Find ways to build team spirit at work.

Benchmark and learn from best practice nationally. The CIPD advise that the most
common actions taken to address retention are:

e Increasing learning and development opportunities 38%
e Improving the induction process 36%
¢ Improve selection techniques 35%

(CIPD Annual Survey Report, Recruitment, Retention and Turnover 2007)

References:

CIPD Annual survey report 2007: Recruitment, Retention and Turnover
CIPD Working Life: Employee Attitudes and Engagement, 2007

Sunday Times ‘20 Best Big Companies to Work For’ www.timesonline.co.uk

© RTS Consultants (UK) Ltd 2008




SECTION 3: FINDINGS

3.1 EXPECTATION GAPS
1. A comparison of IMPORTANCE and SATISFACTION

Here, rts wanted to know more about what was important to retail employees at
work, and the extent to which their expectations were being met. The significance of
this part of the survey is that it rates what matters ‘right now’.

22 questions were grouped into 5 clusters:

The nature of your work
The way you are managed
Pay and benefits

Your working environment
Your career prospects

For each question, respondees were asked:

1. First, how important is this aspect of your job to you?
2. Second, how satisfied are you with this aspect of your job?

Manager and Team Member results were analysed separately.
The full set of questions can be found in Appendix 1.
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The charts below show what each of the groups consider to be the top ten most
IMPORTANT aspects of their job, i.e. they scored them as either ‘very important’ or

2. IMPORTANCE

‘essential’.

IMPORTANT ‘Top Ten’ (Managers) %0
1. Team spirit 95
2. The amount of autonomy/responsibility you have 93
3. The resources you are provided with to do your job 93
4. The ‘fit’ between you and your job 92
5. The products and services your company sells 91
6. Your relationship with your manager 90
7. Company culture and/or values 89
8. The brand image of your company 89
9. The way the company communicates with you 88
10. | Job security 86

Items which don’t appear in the Team Members ‘Top Ten

IMPORTANT ‘Top Ten’ (Team Members) %
1. The resources you are provided with to do you job 91
2. Your relationship with your manager 88
3. The way the company communicates with you 88
4. Team spirit 87
5. [Yourpaypackage = |e7
6. | Recognition of your achievements |86
7. Job security 86
8. The ‘fit’ between you and your job 84
9. 82
10. Company culture and values 81

_ Items which don’t appear in the Managers ‘Top Ten’
OBSERVATIONS
The charts show considerable overlap in what the 2 groups rate as most IMPORTANT,

but the highlighted differences are interesting, since these differences show up again
in other parts of the survey.

© RTS Consultants (UK) Ltd 2008 10
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The difference between IMPORTANCE AND SATISFACTION gives the ‘Expectation
Gap’.

3. EXPECTATION GAPS

3.1 Definition

The Gap was calculated by comparing the % who said it was ‘Very important’ or
‘Essential’ to the % who were ‘Mostly’ or ‘Completely Satisfied’

3.2 Comparison of manager and team member expectation gaps

Expectation Gaps
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OBSERVATIONS

Human nature being what it is, people often state that their expectations at work are
not met, so although at first quite shocking, perhaps it is not so surprising that for all
5 clusters, the Expectation Gap was negative, i.e. SATISFIED levels were lower than
IMPORTANCE levels, for both groups.

However, managers’ expectations of the job are being met to a much greater extent
than team members’. The average expectation gap for managers is 7.1%; for team
members the figure is 17.2%.
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The biggest disappointment for both groups is in the way they are managed.
Otherwise the chart shows a considerable divergence in the results for the 2 groups,
with ‘Pay’ and ‘Career Prospects’ causing bigger disappointments to team members.

Further detailed analysis of individual questions within the clusters showed that, for
both groups:

e 'Pay and Benefits’ would be the biggest gap were it not for the subset ‘Holidays’,
which don’t appear to be a big issue (although holidays will later be seen to be
more important for women managers).

e ‘The Way the Company Communicates’ is a significant gap (25% for managers,
31% for team members).

e ‘Recognition of Achievement’ is a significant gap (24% for managers, 36% for
team members).

3.3 Age Group Comparison
The Manager group was large enough for us to apply filters such as age groups. The

youngest age groups (18 — 30) show the largest deviations from the norm, as
follows:

More IMPORTANT than other managers

e Your pay package
e Your holiday entitlement
e Promotion prospects

Less IMPORTANT than other managers

e Brand image of the company
e Brand image of the franchise

More SATISFIED than other managers

e Promotion prospects

Less SATISFIED than other managers

e Physical working environment
e Flexible working conditions
e Your pay package

OBSERVATIONS

It is becoming clear that not only are there differences between managers and team

members, but also significant differences within groups.

Younger managers appear

to be much more interested in practical realities than brand image.

© RTS Consultants (UK) Ltd 2008
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3.2 RETENTION MOTIVATORS

Here we wanted to know what would persuade an employee to remain in their current
position. We asked them to select their top 3 from a forced choice list of 11
motivators. This is an important question because it requires respondees to
personalise and prioritise what really matters to them.

The question asked was:
What would motivate you most to stay in your current job?
Please select your first, second and third choices from the list below.

e The ‘fit’ between you and the reality of your job
¢ Your relationship with your manager

¢ Flexible working conditions

e Recognition of your achievements

e Your pay and benefits

e The brand image of your company

e The convenience of your work location
e Job security

e Promotion prospects

e Training and development opportunities
e Team spirit

The list of motivators was mapped back to the rts 2005 survey to allow comparisons
to be made.

Combined
(Managers/Team Members)

25%

2000

15% +~

10%

5%
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OBSERVATIONS

When rts undertook a similar survey in 2005, the results showed ‘Pay and Benefits’ as
the primary motivator. In analysing the reasons for selecting primary motivators.
‘Survival’ and ‘Purchasing power’ were given as the main reasons for selecting pay.

This was challenged at the time, since motivational theory suggests that pay is not by
any means the prime factor at work. However, once again we see ‘Pay and Benefits’ at
the top of the retention rankings for both managers and team members. This aligns
with Expectation Gaps (para 3.1) where ‘Pay and Benefits’ would easily have been the
biggest expectation gap for both groups were it not for the subset ‘Holidays’.

Even when only the top motivator (rather than top 3) was considered, ‘Pay and
Benefits’ dropped in to second place just below ‘Job Fit’ for managers, but remained as
top rank for team members.

If we accept that improving pay and benefits in the current environment remains a
major challenge for employers, then employers must focus on the other, often low
cost, motivators that will retain their best people and give their businesses the
competitive edge.

2. ‘Recognition of achievements’

This is a more important motivator than ‘Promotion prospects’ for the team member
group, ranking second (first for technicians). This is significant, since recognition often
has no resource implications. The importance of recognition is corroborated by
responses to the open questions. For example:

e ‘Alack of respect for my capabilities and abilities’

e ‘Didn’t appreciate the staff’

e ‘Lack of recognition for what I did, management only speaking to you when there
was a problem’

3. ‘Job security’

This came second in the ranking in 2005, remaining high this time at third position for
both groups. Anxiety is likely to remain high in the current climate of mergers and
acquisitions. Companies should do all they can to reassure employees whenever
possible. The current recession will make this even more important.

4. ‘Training and Development’

This is not given a high priority, especially among the manager group, where it is
ranked 10. Managers may not realise that training and development features higher in
the rankings for team members than it does for themselves. This aligns with earlier
findings in Expectation Gaps (para 3.1), where training and development made the
team members (but not the managers) ‘Top Ten’ IMPORTANT aspects of their job and
also showed a high 34% expectation gap.

Manufacturers and group boards may therefore need to consider how to market
training more effectively, and to encourage managers to make the connection between
skills development and business improvement.

© RTS Consultants (UK) Ltd 2008 15




5. Recruitment v Retention factors

The factors attracting individuals to a job are not the same when it comes to retention.
For example, we see here that ‘the brand image of your company’ is not important as
a retention motivator, but in para, 3.4 we will see that it is critical in the decision to
apply for a job. And while job security hardly features in attracting individuals to a job,
it comes up here as rank 3 retention consideration.

6. Conclusion

Taken overall, the results suggest that when it comes to retention, employees appear
to be thinking short term, more interested in pay and recognition than promotion
opportunities, which appears further down the rankings. This confirms the recent
findings of Watson Wyatt, whose large scale Strategic Rewards survey across all
sectors found that companies appear to be putting far more emphasis on long-term
career planning than do employees. It seems that the priorities of many employees are
quite prosaic and focussed on what is happening today rather than tomorrow.

© RTS Consultants (UK) Ltd 2008
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3.3 MANAGER PERCEPTIONS

1. Retention Data Analysis.
There is clear progress to report since we last reported in 2005 as best practice retention
strategies are now more common.

Managers were asked additional questions to determine the extent to which retention
issues were being tackled by the sector. 2005 findings suggested that hardly any
organisation was formally gathering retention data. In most cases, we were only able to
identify turnover figures by interviewing managers face to face and asking them to
review the past 12 months and count leavers.

It was encouraging therefore to see that more than 50% of companies are:

e Analysing staff turnover — 60%
e Carrying out exit interviews — 64%
e Carrying out employee satisfaction surveys — 50%

This is encouraging but we cannot be complacent. Current research quoted by the CIPD*
reports that while two thirds of organisations said they wanted to reduce their employee
turnover, and were recording relevant data, three out of four had no explicit strategies or
budget in place to act on their findings.

CIPD also stated that although 57% of respondents use traditional face-to-face exit
interviews as their main source of data to find out why people leave, only half of them
aggregate the data to reveal exit patterns, and only 4% collect anonymous exit data.
This suggests the exit interview is treated as more of a check-box process than a
strategic opportunity. It is questionable whether traditional exit interviews provide honest
information, as a leaver may choose to avoid confrontation to maintain a good reference.

* Chartered Institute of Personnel and Development, People Management, January 2008

2. Management Skills

It was a worrying contradiction, that while 49% of managers thought their people
management skills were above average, team members ranked the way they were
managed as their top expectation gap (see Expectation Gap Chart para 3.1). This is a
clear disconnect, unlikely to be rectified, considering that managers rate training and
development as low priority.

3. Women Managers

39 females responded to the survey — 3% of the total. If this much smaller number is
representative of the whole retail management population, then clearly the sector has a
long way to go in maximising the potential of this group.

It's interesting that Sytner Group, placed 4" in the 2008 Sunday Times 20 Best Big
Companies to Work For’ survey, employs close to 30% females. In addition, recent
research by Experian found that those businesses that have female directors are more
likely to be classed as low risk to trade with, as well as more likely to be profitable.

© RTS Consultants (UK) Ltd 2008 17




Because the group size of 39 respondees is small, we are not suggesting any guaranteed
significance to the results, but with that caveat, we believe they are of sufficient interest
to report on.

Women managers had much shorter lengths of service in the sector, with their current
employer and in current role, so we would expect numbers to increase incrementally over
the next 10 years. Women also showed up as less likely to leave their current job or the
sector.

In considering Expectation Gaps (the difference between IMPORTANCE and SATISFIED
ratings), the IMPORTANT patterns for women were very similar to men across the range
of questions. However, the following 5 areas showed up as being more IMPORTANT to
women (defined as at least 10% more female respondees marking it as Essential in
comparison to male respondees):

Fit of job

Your relationship with your manger

Holiday entitlement

Brand image of the company, (Note: not the franchise)
Job security

We had expected that ‘Flexible working conditions’ and ‘Convenience of your work’
location might figure more highly for this group, but this was not the case.

It was also very noticeable that although patterns of satisfaction levels were similar to
male managers, women reported higher SATISFIED ratings to all questions except
‘Training and Development Opportunities’.

The women did not report being more stressed, but they were much less confident in
their management skills

4. Stress

54% of managers say that their working environment is often or always stressed. Given
the current focus on stress by the Health and Safety Executive and the likelihood of fines
for non-compliance, companies who wish to guarantee their statutory and legal
compliance might like to take advice at http://www.hse.gov.uk/stress

© RTS Consultants (UK) Ltd 2008 18




3.4 ADDITIONAL INSIGHTS

A number of additional questions were asked in order to give further insight into both
recruitment and retention issues. Some of these questions were open ended, allowing
free text responses. In analysing the open responses, every comment was read by the
rts researcher and clustered into key areas.

It soon became apparent that the critical retention motivators (see para 3.2) are not the
same as recruitment motivators.

The questions were as follows:
Your Past:

1. What attracted you to work in the automotive sector? (open response
question)

There was only one response here that signified - the pull of motor cars was an
overwhelming attraction. Responses were often emotional, with both groups using the
words ‘passion’ and ‘love’. Typical comments included ‘mechanically minded’, ‘love
seeing how things work’ ‘like fixing things’ ‘interested in motorsport’ ‘love everything
about engines’ ‘an engineering interest and mechanically minded’ ‘I'm just a petrol
head’.

Other, much less significant answers were around variety, security, prospects, training,
and location. Many youngsters had come in to the industry following in father’s
footsteps, or had good work experiences while still at school. Others had drifted in.

Whilst not denying that a technical leaning and a passion for cars may be a good reason
to apply for an apprenticeship, it is unlikely that the sector is attracting a sufficiently
broad and diverse workforce from which to create a progression talent pool into
management and customer facing roles.

Virtually no-one talked about wanting to sell, or to be in a customer facing role, or
business management. HR recruitment practices might therefore benefit from more
precise definitions of person specifications, and consider using psychometric analysis for
both recruitment and development purposes.

An example of psychometric profiling is Myers Briggs, a longstanding and widely
accepted test, with 16 profiles. Those with excellent skills at mechanical things might be
expected to exhibit ISTP preferences, while a typical sales executive might have an
ESTP profile. However, these are not so likely to be the profiles of leaders and strategic
thinkers.

In conclusion, if the talent pool is narrow, the requirement for recruitment processes to
be systematic and rigorous is so much the greater.
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2. What attracted you to your current job? (open response question)

The key areas, which emerged from reviewing the open comments, are ranked on the
chart below.
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Although this research has demonstrated that pay is a highly significant retention
motivator (para 3.2), when it comes to the practicalities of first applying for a job, the
‘job role’ and the ‘reputation’ of the company/franchise are ranked above all else by
both managers and team members. In other words, ‘Do I like the job?’ and ‘Do | like the
company?’

‘Reputation’ covers the franchise, the products and the business reputation of the retail
operation (the nature of the open responses made it impossible to break this category
up any further).

The message here for recruiters is the need to position and promote their brand to
potential employees as strongly as they do to potential customers. The combination of
both is more likely to deliver business success.
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3. If you have previously left a job/s in the automotive sector, describe what
prompted you to leave the job/s. (open response question)

When it came to reasons for leaving a job, again the critical factors were different.

Poor management style of superiors was easily the top rank, as shown below. This
corresponds with many research studies that suggest employees leave their managers
rather than their jobs. The supporting comments suggest that it is as much to do with
the top level of management, whose decisions do not seem to make sense, as with the
immediate line manager.

The rts view is that this may be as much about communication within the business as
about senior management competence. ‘The Way the Company Communicates’ shows
up as high expectation gap for both groups (a subset of The Way You are Managed’).
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Extensive comments about management style often included references to culture and
values, e.g.:

‘Lack of trust’,

‘not being upfront about what was expected’,
‘unachievable targets’,

‘this industry seems to perpetuate bad management”,
‘no feedback from management’,

‘company culture was interpreted by senior management’,
‘lack of clear direction’,

‘people who lie and make false promises’,

‘no professionalism,’ ‘low calibre managers’,

‘the ethics of the DP and the company ethos’,

‘poor leadership/vision’.
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Your Future:

1. How likely is it that you will be working for your current employer this time
next year?

Unlikely Possible Probable Definitely Don’t know
%0 %0 %0 % %0
Managers 12 11 37 40 2
Team 18 18 32 30 2
Members

These figures are bleak. Even if all the ‘probables’ could be retained, turnover in the
sector would still be higher than the national average of 18%.

And if only 30% of team members can say they will definitely be working for the same

employer next year, it begs the obvious question as to how much time and money will
have to be invested in recruiting, inducting and training new staff.

2. How likely is it that you will continue to work in the automotive sector?

Unlikely Possible Probable Definitely Don’t know
% % % %0 %
Managers 3 6 29 62 2
Team 8 13 29 46 4
Members

It is encouraging that higher numbers see themselves remaining in the automotive
sector - and anyone who has worked in the industry knows that employees often leave
only to turn up next week at the dealership down the road. However, those who are
complacent about this ‘merry-go-round’ approach are again forgetting the long-term
costs of recruitment and induction, as well as the impact on team dynamics when key
people leave.
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Kia Motors, Perrys Motor Sales, and Sytner’s Group, are tackling retention with a
strong lead from HR.

SECTION 4: CASE STUDIES

Perrys Motor Sales

Julia Oram, Group HR Manager at Perrys Motor Sales, emphasises the importance of
measuring turnover trends for each of the retail job functions, and carrying out
thorough exit interviews to gain insight into why individuals leave. Perrys work closely
with Sales Managers on this, who have just gone through an intensive development
programme which is expected to impact significantly on retention levels in 2008.

Kia Motors

Gary Tomlinson, General Manager Human Resources at Kia Motors believes there are
three things that really matter in retention: Leadership, Communication and Training &
Development. Kia has proved the logic by applying it at Kia HQ

Between 2006 — 2007, turnover costs were reduced by 16% - dropping from 31% in
2006 to 15% in 2007. Total annual recruitment costs (from hiring to firing) dropped
by two thirds, from £600k in 2006 to £200k in 2007. The saving of £400k was despite
the cost of recruiting a new MD and 2 other senior roles.

The retail network is benefiting now from the same investment in leadership,
communication and training & development. For example, a 3-tier training &
development framework, created in 2007 for retail roles, is now being rolled out.

Kia Motors measure themselves against Gallop Q12* and across the 12 indicators,
there was an average of a 13% increase in 2006/7 including:

¢ Internal communications — increase of 20%

e Awareness of strategic directions — increase of 36%.

*Gallop Q12 is a feedback system created by the Gallup Organisation. It measures the aspects of worker
engagement most tied to the bottom line, specifically sales growth, productivity and customer loyalty.

Sytner Group

Sytner Group employees have taken the company into 4™ position in the 2008 Sunday
Times ‘20 Best Big Companies to Work For’ survey*, an annual assessment of
employee engagement™>*.

Sytner Group Head of Human Resources Melvin Rogers said, “Sytner Group has tripled
in size in the last five years. We have invested in a strong divisional HR structure,
which enables HR specialists to work closely with line managers to achieve results at
the grass roots of the business. Our HR and Training Team have successfully
developed practices and processes that can be easily understood and recognised as
adding value.
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Our company aim is to be The Best Company to Work For and the Best Company to do
Business With. An incredibly strong message to live up to, but one that is key to
attracting and retaining the best talent in the industry. We actively nurture an open
and honest culture, within which our employees are encouraged to develop and
achieve their career aspirations.”

Sytner encourage working from home, supported by technology such as BlackBerrys,
and other flexible options such as term time contracts, compressed hours and job
sharing. Staff say that managers regularly express appreciation for a job well done
(76%) and that they are confident in the leadership skills of the senior management
team (76%).

*The Times Survey was created 4 years ago in recognition of the challenges faced by large organisations
striving to maintain motivated employees.
** For more on employee engagement refer to Appendix 2
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APPENDIX 1

EXPECTATION GAPS: COMPARISON OF IMPORTANCE AND SATISFACTION

1. The nature of your work

Respondees were asked about:
e The fit between them and their job

e The pace of the work

e The amount of autonomy / responsibility

they have

e The resources they are provided to do
their job

2. The way you are managed

Respondees were asked about:
e The relationship with their manager

e Recognition of their achievements
e Flexible working conditions

e The way the company communicates
with them

e Company culture and/or values

3. Pay and Benefits

Respondees were asked about:
e Their pay package (including bonus e

e Their holiday entitlement

e Benefits such as pension/healthcare/car
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4. Your working environment

Respondees were asked about:

e The products and services their company
sells

e Their physical working environment

The brand image of their franchise
(if applicable)

e The convenience of their work location

5. Your career prospects

Respondees were asked about:
e Job security

e Promotion prospects

e Training and development opportunities

6. The people you work with

Respondees were asked about:
e Team spirit

e Social activities

e Support for them if they needed it
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*CIPD EMPLOYEE ATTITUDES AND ENGAGEMENT SURVEY: Summary

APPENDIX 2

What is it?

Employee engagement has become the new management mantra — everyone wants it.
Simply put, engaged employees feel positive about their job.

There are three components:

e Emotional i.e. involved with one’s work
¢ Cognitive i.e. focussing very hard while at work
¢ Physical i.e. being willing to go the extra mile

Important because?
e Engagement correlates to individual performance, low absenteeism and high
retention.
e Engaged employees act as organisational advocates — they promote the
organisation as an ‘employer of choice’

Who is the most engaged?
e Women, older people and managers
¢ Workers on flexible contracts (critical influence on work/life balance)
¢ Private sector

However — different groups of employees are influenced by different combinations of
factors, so managers need to consider carefully what is most important to their own
staff.

How to lever engagement?

1. The main driver is extent to which management is perceived to be listening
and responding to employees, especially

e Having opportunities to feed views upwards
¢ Feeling well informed about what's happening in the organisation
e Thinking that your manager is committed to the organisation.

2. Good sound management practice, especially feedback on performance,
attention to training and development needs, and fairness in resolving problems.
Almost half of employees are dissatisfied with the way the organisation is
managed.

3. Fair pay is important. Organisations need a sound pay policy, including
benchmarking surveys.

4. Meaningful work — managers should consider how jobs are structured, job
content and the working environment. Also to ensure person/job fit on
recruitment.

5. Foster a climate where bullying and harassment are unacceptable -19% of
employees report that they have been bullied/harassed at work in past 2 years.
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6. Reduce stress levels — 25% say their job is very stressful, and half say they feel
under excessive pressure on a regular basis. 43% of employees work 40+ hours a
week. The longer hours they work, the more stress they report. Managerial
responsibilities also increase level of stress reported.

*Chartered Institute of Personnel and Development Published 2007
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APPENDIX 3:

EMPLOYEE RETENTION IN THE RETAIL MOTOR INDUSTRY - AM ARTICLE MARCH 2008

Survey shows pay is
still top staff motivator

Bosses need to realise value of praise in workplace

By Stephen Briers

Mot ational experts claim
that pay is not a leading fac-
torwhen it comes to a happy
and loyalty work foroe.

denee tothe contrarywhen it
surveysd the industry: pay
was a crucial part of the mix.

RTS8 also found that staff
turnover was around 23E
comparsd to a national meer-
age of 164 It estimated the
cost to the industry to be
more than £150m per year.

Has mich changed in the
two years? ATS, in associa
tion with AM and the Insti-
tute of the Motor Industry,
hasjustreleased the findings
of its latest job survey
heefor=, the res=arch r=veals
crucial differences betwesn
managers’ peresption  of
their people skills and the
views of their staff.

b also reweals that pay
and bensfits remnains o pri-
mary factor in mothvating
staff to remain in their cur-
rent role. The responss was
the same from employess
and managkrs.

In a cormpetitive snviron-
ment it isn't always possible
to pay mores. Mor is it always
pomible to offer job scurity,
which came third in the
ranking for beth groups.

Bo it"s worth noting that
for team members, recogmni-
tion of achisvernent ranks

Praise and acknowledge-
roe=nk, which hees littls or no
resourae or cost implications,

where it is ranked 10 out
of 11

The risk here is that many
managers will not realise
thet treining and deveslop
ment features higher in the
rankings for t=am members
[s=venth out of 11) than it
does for themsshres

Manufactursrs and group
bonrds may thersfore need
to consider how to morkst
training and developrment
more effectiveby if they want
managers to make the con-
mection betwe en skills dewel
opment and business
improverment.

Recruitment v retention
It's no surprise that cars are
the main pull in attracting
people to the automobihe
industry

Responses were often ermo-
ticnal, with both groups
using the words *passion™
and *lowe®. Typical com-
ments inchaded *mechomi-
colly minded®, “lme seeing
how things work®, “like fix
ing things™ = i
obout motorsport”, *“I'm just
a petrol head®.

When it came to the practi-
caliti=s of spplying for a job,
the role and, particularhy, the
reputation of the compammyy

second. franchise were rankesd above
Prirnary motivationd facionrs
n
| L]
m || wam et

-

the top rl:i-IiI:nl

7700

rio to the contrary, and benefits i
al ctor for = o nz? ploy -

all =lse, including carssr
prospects and pay

“The big message here is
the n=ed to position and pro-
mote your brand to potential
employpesss as strongly as you
do to potential customers™
says ATS managing director
Richard Wells. *The combi-
mniation of both delivers busi-
TEss Fuccess.”

Howesver, when it come to
reasons for lkaving a job, the
critical factors wers not the
same  Foor mansgement
style of superiors was easiby
the toprank.

This corresponds with
many resarch studies
which suggest employ=es
leove their managers rather
than their jobs. The suppart-
ing comiments suggest thatit
is less of o problem with the
immediate line manager,
than thetoplevelof manage-
ment, whos decsions don™t
seemto make sense.

Wells sy * This may be
as much about i
tion within the busines as
about senior Tnemegsment|
cormpetbe nos”

Expectation gaps
RT3 asked two questions in
45 arens What arethe impor-
tant aspects of your job for
youl? How satisfied are you
with these aspects?

In a shocking 43 out of 45
topics, satisfaction lewels
were lower than imp ortanoe
levels. It's a cle=ar waks up
call to managers that they
must try harder to under-

Reasons for leaving a job
I Wcen
— -'I'__t-

Pay and b=nefite
remain a key factor
in retaining ataff

[

N
I
-

stand what mothates their
people and the n work to =t
isfy thos needs. Failure to
achieve reasonable & mplo yes
satisfaction lewels will se=

them lose their best people.
The largest s=xpectation
gaps for both managers and
team members relat to the
nature of their work and the
way they are manags d.
Wells said: *50 does that
mean pay isno't important?
Well not exactly - because
for both groups, if holidays
are taken out of the picturs,
payranks first as an expects-
tion gap. Perhapswe love the
industry so much that we
don't mind sboart holidegrs?™

Perceptions

Managers were asked addi-
tional questions to deer
mine the extent to which
retention issues were being
tackled by the s=ctor.

/ﬂ{y #«wyﬁ

Manag style and payt
gere and smpl:

fits are ranked highly for

aeo look at pr

& .

-‘.l

3

It was encouraging to se=
that despite turnover being
a problem for more than SO0&
of companiss, an increasing'
mumber are analysing staft

an encouraging
ment over the 2008 survey.

It was & worrying contra-
diction however, that while
49% of managers thought
their peopls managemment
skills were abore averngs,
team members ranked the
way they were managed as
their top expectation gap - o
clear disconne ct.

The differences between
mak and female manogers
were also explored. Holiday
ent itlement was more impor-
tant to females. But interest-
inghe. women generally
reported much higher satis-
faction levels.

And although they did not
report being mors stressed,
they were less confident in
the ir managerment skills and
kess satisfie d with training
and developrment opportu
niti=s.

Given the low mumber of
female managers in  the
retail s=ctor, this looks liks
missed opportunity:

B RT3 recsived responses
from 1177 employess repre-
senting 26 franchised de=al
ers and all retail job roles. Iff
you would liks to receive o
soft copy of the full report,
peass visit the BTS websits
ot wwwrisukcouk, click
on Contact Us and ask for

*RY] Beport™.
MARCH 21 2008 AM
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APPENDIX 4:

EMPLOYEE RETENTION IN THE RETAIL MOTOR INDUSTRY - IMI ARTICLE APRIL 2008

Employee survey

t'sthe

Motwational experts who argue that a job is more @ is more important than job sabistaction in the retail mobor
than about moneywere confounded by a study industry — and top management tends boget the barme for

1 j peoplewhodecde bo quit their jobs.
m@amied out n the motor retail sechor three years ago. “These ave the ey findlings fooom a “Rate Your Job sumey camisd oat

The latest survey — imvolving more people and mome by sty comnssikbauts Fibs with the poy issue neinfoocing wsults Bom
probing questions — shows that attihwdes hawven't a smaller survey camied out-in oo,
L‘.hﬂI!IEEd. Fs dedided to canvass the views of awider selection of retail mobor
industry employ ees and ask more searching
queshions in this Litest shoady because the
oormpary was surprised by the moos indings.
As managing director Bichaed Wells
expliined: “The zoos report ised
| ewebrows, Mobvational theory sugmests
| \ that pary is not by ary means the prirme
y factor at woak, and vet therew s a
hear s to the comtary —
B pay, e il and
| 'puchasing power’ being given
Il as the main reasons"”

' . a L Thee Lirte st sy, canried
Ty outin assodationwith the

=6 franchise dealers and all
retail job roles.
Agpin, pay and
herefits came top of the

dzout of 45 Esponses,
srtistartion Jev els were Jowwer

4 *
than importance levels. Is that '-b':iil. [ Mt
L 3
By o i of e

industy o just human nahae ta 7
beingnebat it is T The statistics

present quite a dhallengs to
enployers”
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“It bt shverys possibile to pay more. Nor b it sksys possible o
offer job security, whidh mme thind in the mnking for both
groups. So it's worth noticing that for team members,
recognition of arbievement mnks serond - vehich means that
praise and scknowiedgement, which have fitile or no e=ourcs or
eoat impliations, are powerful motivatars.

“Employers and mandaciurers will no dowbt not= that
training aml development is not & high priovity, =specally among
the marager group, where 1t is ranked 10 ouk of Tl The risk here
is that rmry mamsgers will not realize that tyeining and
develapment featur=s higher in the makings far t=am membes
[Tth aut of TT than it does for themselves. Mamdacturers and
groug besnds mey thersfors need o corsicler how o ket
traiiniey amel developmem more effectively i they wani
marmgers i make the connection beeween skills deveopmem
el besine = improvement.”




Employee survey
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*The resulis here were fascinating

Irvam imcustry =il domirated by
males; when & camme o the iniial
attractian to join the automotive
secing, there was one sirong
respanse - the pull of motor cars.
“When ik came io the
practicalifies: of applying for ajab,
the jab rale and parfioulardy the
reputation of the
| compmyfimnchise vere ropked :
above all else, inchuding career 3 Manager
[ pruapects are pay. The big mesage parceptions
here is the need o posilion and promote The survey noted an
your brand o potential employess 2= . inresse in mara gement
strangly as you do i pobenfial efforts toirmpoove stadf
ausiomers” reberrtion by anakysing
! st aff hrnor er, curying ot
A exit imteriews and employe:
stisfaction surveys.

*This is an encouraging

improvement over the 005 survey,®
sxiid Wells. “Ther=s aworving
contradicion, bowever, in that go% of
manargers thovght their people
mare gement shillew e above arampe
whille teammermbers manked thew ay
ey were managed @ their top
excpectation gap— a cear discormed

rts  Forfurther information log
L— orbo wererts-ulooak, dide
on ‘Cortact Us" and ‘RYJ Report’.
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