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1. Why did we develop a Toolkit?



Food and Fibre Skills Action Plan, 2019 (Sourced from 2018 IDI Data).
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Retention has been a long standing issue



Retention has been a long standing issue

Initial research purpose: 

● evaluate why workforce shortages have persisted 
in the food and fibre sector. 

● consider what novel opportunities are available to 
address these challenges.

Activities:

● evaluated previous retention efforts.
● characterised reasons why people leave food and 

fibre sector employment within 12 months. 
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Pilot opportunities:

1. Building employer capability in 
developing and supporting employees.

a. Managing staff with mental wellbeing challenges 

b. Managing Gen Z employees 

2. Mentoring / coaching new entrants to 
the workforce.

3. Providing tools and resources to 
improve recruitment.

Scarlatti (2023), Attraction and Retention Research Programme Synthesis report.

Findings and implications

Relevant findings 

1. Improving retention, particularly of 
first-year employees, is an 
underexploited opportunity to 
address workforce shortages.

2. There are many reasons why 
people leave the sector, each with 
varying degrees of significance.
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Questions we wrestled with

Is high turnover even something employers view negatively / as a problem? 

If so, do employers recognise/believe they have a role to play in improving it?

Do employers have a lack of available information / tools to make changes?

1. Will food and fibre employers 
engage in low involvement, 
accessible support to improve their 
retention rates?

2. How will elements of an 
Employer Toolkit impact the 
perception and confidence of 
employers to be able to retain their 
employees?

3. What elements are most 
impactful? (Toolkit sections as well 
as real examples of cohort 
applications - school leavers, career 
changers, and for Māori).

Research questions
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We proposed to design, pilot, promote, evaluate, and 
publish an Employer Toolkit that provides a free and 
simple resource to help address employee issues.

We proposed a Toolkit for employers, managers & 
supervisors in the sector
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We split the Toolkit into sections. Each section aligns to 
an area that previous research showed could support 
retention outcomes.

1 Attracting the right individuals

2 Māori Cultural Confidence

3 Workplace Wellbeing and Culture

4 Mentorship and Coaching

5 Training and Development

6 Employer Obligations
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Initial engagement and using 
Toolkit 
(Day 1)

Outputs → outcomes

Time

Outputs Outcomes

How the Toolkit aims to achieve improved retention outcomes

Repeat use of Toolkit
(up to 8 weeks)

Employers change attitude 
and behaviours
 (2-6 months)

Employers see improved 
retention of employees

(12+ months)

Employees benefit from employers 
change in behaviour

(6+ months)
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2. Designing the Toolkit



Design
Defined success 

measures

We planned to deliver, monitor, and evaluate 2 pilot iterations

Mid-way evaluation
Identified changes to make 

to increase success

Final evaluation
Final iterations and 

evaluation

● Engagement with 
industry

● Engagement with 
Māori stakeholders

● Design principles

● Chapter selection

● Deliver promotions

● Measure Toolkit 
engagement

● Gather feedback

Pilot 2
2 Feb to 28 Mar

Final versionDevelopment 
(iteration)

Toolkit development Pilot 1 
28 Oct to 21 Dec

● Deliver promotions

● Measure Toolkit 
engagement

● Gather feedback

● Final evaluation● Make changes based 
on feedback

● Make changes based 
on data and insights
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We are here



We developed the toolkit alongside industry

Co-designing through 
workshops and interviews

Desktop research

Key pain points identified from industry engagement. 

Pastoral care and 
communication 

Needs of different 
generations

Training and development

Induction processesCommunication needs of 
younger generations

Learning & development

Mental health

Industry agreed retention is a big problem, and 
helped us hone in on specific pain points that 
employers are facing.

Not equipped to support Māori in 
the workforce
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What did industry tell us about retention?

Retention 
comes up a lot 
more in social 
conversations, 
and at work.

On-farm 
retention is 
always in the 
conversation
for leadership.

People are 
more willing to 
vote with their 
feet and leave 
when things 
aren't to their 
individual liking.
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What is causing pain points for employers?

Misconceptions 
around what working 
in the sector is 
actually like can 
mean people leave 
because they didn't 
realise the realities of 
the job."

Younger generations 
expect more 
flexibility. Employers 
are more traditional 
and have different 
expectations. 
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What are some opportunities for employers?

Career changers - 
Good source of hires 
to attract as they 
have better retention 
rates. 

Culture and pastoral 
care - for all ages - is 
becoming a bigger 
role for employers.
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We took a targeted approach to ensure outcomes for Māori

Providing culturally 
relevant training and 
leadership opportunities 
can empower Māori 
employees and lead to 
better outcomes for 
both employers and 
employees.

We talked to Māori employers and 
employees about their views on:

● Qualities and actions of an ‘ideal’ employer of 
Māori.

● What are the key challenges Māori face in the 
Food and Fibre workplace.

● Tangible solutions to support Māori in the Food 
and Fibre workplace.

● Design principles for the Toolkit to tautoko Māori 
and non-Māori looking to support Māori 
employees.

● Advice on Toolkit chapters.
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Relatable to 
majority 
(examples 
across 
industries, 
big and small 
business).

Easy to 
navigate 
(short titles, 
different 
formats).

This all helped us form our Toolkit design principles 

Simple and 
easy to read 
(plain english, 
no jargon).

Short in 
length.

1 32 4 5 6
Uses visuals 
(explaining 
things 
through 
pictures).

Uses a ‘grass 
roots’ tone 
(coming from 
a friend not a 
corporate).
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3. Pilot 1



The first pilot launched at the end of October 2024

Website PDF Audio podcast
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The user journey through the Toolkit has 3 phases

Social media 
ads (Facebook 
& Instagram)

Industry body 
newsletter

Complete 
toolkit 
access 
survey

Toolkit use

Email Nudge 
1: do you want 
PDF access?

Email Nudge 
2: do you 

want podcast 
access?

Email 3:
Complete 

survey 

Week 0 Week 1 Week 3 Week 5

Complete post 
Toolkit survey

Email / promo

Analytics

Website

Key

Adoption User engagement Feedback
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Adoption: Pilot 1 promotions drove traffic from Meta 

We ran 7 different ad 
campaigns focusing on 
different potential 
employer pain points.

We used different Landing 
page to observe where 
users came from and 
ensure they were in our 
target audience.
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Engagement: We used web analytics and email analytics 
to observe interactions with the Toolkit
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Feedback: We sent out an email inviting people to 
feedback via a 5 minute survey
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4. Mid-way evaluation



95
Access forms 

completed

Ads: 13

Adoption: How do people engage with Meta Ad promotions?

80 050
Reach 

Number of individuals 
who saw ads

1 107
Clicks

Number of clicks on ads

Industry body promotions 
(emails to all on engagement lists and inclusion in a range 

of industry newsletters)
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Target Audience

Traffic source

14% Meta ads
86% Industry body 
communications.

77% Target Audience
23% Other.

95 access forms completed 
in Pilot 1.



The Toolkit is being adopted across the sector

Apiculture 3% 

Dairy 7%

Fruit, Veg, Plants 36% Viticulture 18%

Aquaculture 2%

Access form by industry demographics.

Forestry 3%

Not to scale,

Sheep, Beef, 
Livestock  17%

Other 
(e.g.  fertiliser, industry employer groups)

21%
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Attracting the right individuals and Māori cultural 
confidence were the two best performing sections

Top 6 content pages (page views).*

Māori cultural confidence

Training and development

Attracting the right individuals

Elements of te ao Māori

Workplace wellbeing + culture

101

98

50

38

49

Mentorship + coaching

Hits

38

*For the period between 28 October and 21 December - Not to scale.
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People are accessing the Toolkit in different ways

The average session 
duration is 6m 0s.

Users visited an 
average of 1.6 pages  
per session.

25 PDF downloads

Content Formats

51% desktop 

10% tablet 

39% mobile 

Users by devices

31 Audio podcast
site sessions

319 website homepage
site sessions
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Industry feedback

While we did not receive much feedback from surveys, the Toolkit has received good 
feedback so far from industry via email and calls. 

I think this looks fantastic. It's very easy to 
navigate and very easy to follow the pathways, 
each section has a clean and clear look, I think 
employers are going to find this very useful. 

(Industry body)

“

“ Might it be possible to have the Toolkit in 
sections? Our sector is very well resourced, but 
you have included some things we don’t 
currently include and I think would be 
valuable additions. 

(Industry body)

The Toolkit is useful for employers.

The Toolkit both collates existing 
resources and includes new information 
in a helpful way.

Feedback theme:
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Māori cultural confidence

The Māori cultural confidence section performed exceptionally well across our measures 
and in feedback from Industry and Management group.

2nd highest section page 
views on website

Highest click through on 
email campaigns
(excl. homepage)

There are some things I really like. 
Especially the Maori experiences 
section and the buddy section. The 
other thing I quite enjoyed was the 
use of the case studies. It is quite an 
interesting way of getting people to 
reflect on how they might be going. 
(Industry body)

“
However we got some negative engagement from 
members of the public commenting on ads 
highlighting the free resource to develop Māori 
cultural confidence.

Comments were racially charged and not 
constructive, and ranged from dismissive comments 
to paragraph rants.
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● Home page needs to be 
easier to navigate through.

● Users wanted to be able to 
search the site to find 
specific topics.

● Users wanted to download 
individual sections as PDFs.

● Formatting on some pages 
needed improvement for 
mobile.

Feedback and analytics helped us identify problem areas

● Promotions on Meta 
were not as effective 
as we planned.

● The access form was 
preventing user 
engagement.

Adoption User engagement Feedback

● Feedback survey 
responses were 
extremely low.
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5. Pilot 2



We ran 7 different Google ad campaigns each highlighting a 
separate section of the Toolkit.

Access form pages are being used to capture traffic from 
industry body communications only (same as in Pilot 1).

Pop up forms are being used to capture traffic from Google and 
other sources.

Adoption: Pilot 2 promotions drive traffic from Google
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Incentives will be used to increase survey feedback 

We plan to make the most of the qualitative feedback we have received from Industry stakeholders 
and the Management Group. However, we still would like to increase the rate of completion of our 
Feedback surveys.

To do this, we plan to send out more ‘nudge’ emails to remind contacts to complete the survey, and 
offer monetary incentives for completion.

112 delivered 59 Opened 
Open rate: 53%

27 Clicked 
Click rate: 24%

1 Survey completed
Completion rate: 

0.9%

Offer 
incentives 

here…

…to boost 
responses 

here.

Survey invitation email analytics
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Pilot 2 results so far (Mid Feb)

Adoption User engagement Feedback

There have been 70 new signups 
to as part of Pilot 2.
Google ads are performing well - 
far surpassing Meta ads:
● 53 793 Impressions
● 935 Clicks
● 1.7% Click-through rate 
● 27 pop up form signups 

from Google ads
● 43 from industry 

communications
(as of 19/02)

Not yet applicable as Feedback 
surveys have not been sent out 
yet.

Average pages per session 1.4.
Average session duration 1m 23s.
Top content pages (site sessions):
● Attracting the right individuals (40)
● Your obligations as an employer 

(23)
● Mentorship and coaching (18)
● Workplace wellbeing and culture 

(14)
● Training and development (14)
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6. What’s next?



A free, accessible, and user-friendly Toolkit 
to support all employers, managers, and 
supervisors in the industry.

Visit the Toolkit at:
www.employertoolkitnz.org

Scan me for access to Pilot 2
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The final report for this project will be completed in May. 
The final version of the Toolkit will be updated in May. We are keen to hear from 
industry how they may want to use it going forward.

What’s next for the Toolkit? How will it live on?

Time

Final Monitoring 
and Evaluation 
report published.

March April May June
Final evaluationPilot 2

Final Toolkit 
published.
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4. Questions / Pātai?



Ngā mihi
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