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Transforming culture, business performance        
and staff engagement 
 
Her Majesty's Land Registry (HMLR) is a self-funded department of the UK Government that registers 
the ownership of land and property in England and Wales.  
 
At the peak of the property boom in 2007, £1 million worth of property was processed every minute in 
England and Wales. But following the property crash of 2008 HMLR closed the end of the year with a 
£3m deficient down from a £100m surplus the previous year. Corrective action included a 50% 
reduction in headcount.  
 
However by March 2014, this situation had changed. The economy and housing market were 
recovering and work had returned to its pre-crash volumes. This alongside an Austerity-inspired civil 
service wide recruitment freeze had caused a resource deficit and a severe backlog of work.   
 
Recruitment was the obviously the solution, but given it takes 12 months for a new HMLR caseworker 
to become effective, decisions were being delayed by a number of factors: 
 

 Challenging industrial relations caused by consultation on privatisation 

 A new target operating model, which was forecasting further significant headcount reductions  

 Ministerial pressure to protect the value of any potential sale which would be reduced by 
over-resourcing 

 Trade Unions wanting to protect existing members from future redundancy plans. 
 
Conversations on the way forward had reached deadlock. So the CEO asked new HR Director, 
Caroline Anderson to come up with a flexible resourcing solution to this business-critical (in fact, 
business-threatening) situation. A solution that all sides could commit to. 
 
This is the story of how the conception, creation and roll-out of this organisation-wide strategy has 
had a game-changing effect on: 
 

 Operational efficiency 

 Employee engagement 

 Demographics 

 Career development 

 Industrial relations 

 Technological literacy 

 Innovation 

 Customer satisfaction 

 
Building the business case 
The HR Director argued that there was significant risk to the long-term sustainability of the 
organisation if action was not taken and built a business case through triangulation of the workforce, 
productivity, forecasting and financial data. This concluded: 
 

 There had been no recruitment into Operations since 2000 

 The resource deficit was being added to at an annual rate of 4.5% due to attrition 

 less than 1% of staff were under 30 years  

 An average tenure of 28 years meant 30% of staff were at retirement age, rising to 74% 
by 2019  



 Backlogs had increased by 40% over the previous two years and customer satisfaction 
reduced by 6% 

 The value of unprocessed work was more than £10m and rising 
 
Scoping out the solution 
Recruitment was required urgently and a new two-year apprenticeship scheme was proposed that 
would bring fresh capacity, energy and ideas to the organization without the risk of over-resourcing. 
 
The HR Director also took the opportunity to address systemic structural issues, resulting from the 
introduction of multi-task working in 1990. This had created overly flat structures, excessive spans of 
control, a mismatch between resources and work complexity, the removal of career paths and the 
restriction of promotion and development opportunities, all leading to the stagnation of the 
organisation and was driving low engagement scores.  

 
In May 2014 the apprenticeship programmes got the green light. 
 
Creating the schemes 
 
The plan was split into four areas: 

 Developing the individual schemes 

 Recruiting, inducting and deploying apprentices 

 Establishing the supporting infrastructure 

 Developing training tools and assessment processes  
 

A project team of OED, Resourcing, the Ops Business partner and business representatives, was set 
up to develop the work programme and delivery plan. Timescales were challenging and there were a 
number of issues which needed to be addressed: 

 
Identifying entry-level work which could be separated from imbedded work processes to 
understand the level of apprentices that we could support. We concluded we could support around 
500 entry-level roles. 

 
Creating the scheme - The content was developed from scratch including the design of the job roles 
and the development of new T&Cs, the structure of development and training, and the procurement of 
a single training provider. 
 
Updating all recruitment, induction and training processes –  Having not recruited since 2007 all 
our processes and skills were out-of-date. We reviewed all skills, and processes and tools for 
recruitment, induction and training, recognising that young people learn and interact very differently.  
  
Building and recruiting the supporting infrastructure of people - Reintroducing entry-level roles 
for the first time in 20 years meant establishing, recruiting and training new supervisors, trainers, 
assessors. 
 
Managing Trade Unions concerns – Although persuaded of the risk of not recruiting, they also knew 
that the reintroduction of entry-level routes would undermine a jointly agreed classification scheme 
which determined the classification of work and the grade it could be completed at. The Trade Unions 
recognised that apprenticeships mitigated the risks of over resourcing and would provide 
development for existing members. 
 
The long-term outcome 
 
The apprenticehip scheme has had a profound effect. Since September 2014, 547 apprentices have 
joined HMLR (with a 92% retention rate) and now process 800,000 updates to the register - 33% of 
the overall volume.  
 
As a result of a new business strategy initiated by the HRD, HMLR are also able to offer permanent 
roles post-apprenticeship. To date we have offered permanent roles to 54 (67%) of the first tranche of 
apprentices and made a commitment that the apprentices who started in 2015 and 2016 will also be 
offered permanent roles at the end of their apprenticeship contract. 



The headline results for the scheme also include: 
 

 17% of permanent post-apprenticeship hires have since been promoted into Executive 
caseworker roles 

 321 promotion and development opportunities for existing staff 

 New career paths and accredited new Manager Training Path have been implemented 

 Apprentices now represent 6% of our workforce and contribute 13% of the operational 
processing capacity  

 10% of our total headcount are now aged under 30 compared to less than 1% in 2014 

 The scheme delivered a rise in operational efficiency in entry level work of +4.7% 
 
Transforming mindsets, behaviour and culture 
 
The scheme has provided the opportunity to reintroduce career path and promotional  
opportunities for existing staff for the first time in a decade, including the creation of 80 new 
supervisor/first line manager roles. 
 
A cohort of mentors, coaches and trainers was also created, breaking down the command and control 
culture and reenergising pride in their work as long-term case workers revel in the opportunity to pass 
on their casework knowledge and skills to a new generation. 
 
The apprentices have quickly integrated with their teams and have helped existing staff with the use 
of technology, challenged existing work processes and embedded new working ones, resulting in a 
positive impact on performance.  
 
The apprentices have brought a fresh perspective to existing processes, particularly around digital 
ways of working, with several ideas being implemented. Several apprentices have joined a reverse 
mentoring scheme to help improve IT literacy and confidence, including one who reversed mentored 
our CEO. 
 
In three years, HMLR’s engagement score leapt from 48% to 60%, when corresponding figures for 
the Civil Service in general have only seen a 2% increase.  
 

 
 
In the final analysis, this resourcing strategy has not only transformed HMLR, it has put in place a 
platform that helps future-proof this unique organisation.  


