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Understanding Resourcing and Talent Planning

1. Comparing labour market trends between the UK and Germany   
One of the main demographic factors that affect the labour market is the working age population (Wilkinson and Taylor, 2016).  Germany and the UK have similar percentages at 65% and 63.8%, respectively, both of which have been reducing over time (OECD, 2021a).  Germany has seen a steady decline since 1987, from a peak of 69.5%, whereas the UK saw its peak in 2007 (66.4%), with figures now at similar levels to those seen in 1979, around the time that the baby boomers entered the workforce.  This demonstrates how they are now beginning to reach retirement age, hence the levels returning to those seen at the end of the 1970s and is supported by the gradual rise in the UK elderly population (>64 years) from 2008.  Germany saw a steep rise in those entering the elderly population between 2000 and 2009, increasing gradually thereafter (OECD, 2021b).  

There is a difference of 4.4% in the population aged 15 or under, with the UK reporting 17.9% and Germany 13.5% (OECD, 2021c).  With the elderly population greater than that of the younger age population in both countries, there are fewer younger people entering the workforce.  This is of particular concern in the UK as there is a drive for the younger workforce to remain in education for longer (Taylor and Wilkinson, 2016), leading to more diminished numbers of potential employees in this demographic able to fill the gaps.   

Average wages in the UK are £34,000 compared to £39,000 in Germany.  This, when looked at against the average working hours, demonstrates a considerable difference in hourly rate of approximately £6 per hour.  According to data from OECD (2021d), average annual working hours in Germany is 1,386 with UK employees working 152 hours more per year at 1,538.  Therefore, German employees are effectively paid more to work less than their British counterparts.

The UK’s self-employment market is almost double that of Germany at 15.6%.  Germany has seen a decline in self-employment rates over the last 10 years, in contrast to the UK which has seen a steady rise over the same time period (OECD, 2021e).  These points are supported by the IPPR’s (2015) Self Employment in Europe Report.  

Germany is seeing a persistent problem in relation to shortages in the skilled workforce (Federal Ministry for Economic Affairs and Energy, 2021) including STEM disciplines, skills craft sector and metal and electrical industries.  The UK is also seeing a shortage in STEM disciplines, with EMSI (2019) reporting that employers were finding it more difficult to employ staff with these skills, recruitment was taking 31 days longer and 48% of employers were looking abroad to find the needed skills.  Germany is taking steps to improve the availability of this workforce by developing a strategy aimed at targeting and attracting skilled professionals from third countries, strengthening its position as an attractive host country for migrant workers (Ministry for Economic Affairs and Energy, 2021).  In contrast, the UK is attracting talent from within with many campaigns aimed at attracting the younger workforce, females and those from ethnic minority backgrounds. These include, Improving Diversity in STEM (Campaign for Science and Engineering, 2014) and Women in STEM (2020).

2.1. Key principles of workforce planning
The CIPD (2020a) describes workforce planning as a core business function, which aligns the people strategy with the changing needs of the organisation.  It enables organisations to ensure they have the right people, with the right skills, at the right time, for the right cost to enable the organisation to meet its business objectives (Wilkinson and Taylor, 2016).  Effective workforce planning can have a positive impact on labour costs, enable a response to changing customer need, improve employee wellbeing and aid retention.  It can also inform other HR practices, including succession planning, talent management, organisation design and development, learning and development initiatives, reward and recognition and recruitment strategies.  

2.2. Tools used in workforce planning
The CIPD (2018 and 2020b) recommends the use of a PESTLE analysis to support workforce planning by analysing the external political, economic, sociological, technological, legal and environmental factors that may impact the future employment landscape.  Identified areas include technological advancements and the need to plan to ensure the workforce has the required digital skills.  This is supported by the Health Education England’s (2019) Topol Review, which states that within 20 years, 90% of all NHS jobs will require some element of digital skills.  Political factors can also be identified, including the impact BREXIT can have on businesses being able to recruit from overseas and sociological forces such as the baby boom population now approaching retirement age.  

Both CIPD (2018) and Agile Workforce Planning (2018) recommend workforce segmentation as a tool to help identify the critical roles within an organisation by analysing the type of work required and the value it brings to the organisation.  Critical roles are essential to achieving business objectives, can differentiate an organisation from its competitors and will enable the organisation to excel in the future.   Agile Workforce Planning (2018) recommend the use of Professor David Lepak and Scott Snell’s Framework for Human Resource Architecture to help identify critical roles.  This categorises the workforce into four quadrants, specialists, criticals, operators and professionals and scores them against a scale of uniqueness of skills and value to the organisation.  This tool can also help to identify what critical roles are not currently available in the workforce and enable businesses to look at strategies and initiatives to fill this gap.  

To identify future need, CIPD (2018) recommends speaking to managers and asking what they foresee the future workforce requirements in their area to be, look at financial constraints and how many employees the organisation can afford to have in place and also benchmark against other teams or organisations.  Workforce.com (2016) refers to benchmarking as the “compass to navigate the future of work” and can enable leaders to make informed decisions and take a more accurate approach to tapping into available talent pools.  Benchmarking against other organisations can help to inform compensation strategies, identify reasons why employees may leave a company and inform talent retention strategies.  

2.3. Succession Planning
Succession planning is referred to by the CIPD (2020c) as focusing on identifying and growing talent to fill leadership and business critical positions in the future.  It is usually used for the more senior posts and can help identify individuals with the potential to step up into these posts when they become vacant.   An example of this is NHS Wales Executive Talent Board.  This is looking to establish opportunities across Wales to allow senior leaders to develop and enhance their skills and knowledge to enable them to function at executive level.  This initiative will help ensure there is a talented pool of individuals available when senior leader positions become available.  

2.4. How to develop a basic people plan, including succession planning
Wilkinson and Taylor (2016) describe four stages to developing a people plan:

· Identifying the organisations future demand for skills 
· Identifying what skills will be available in the organisation in the future 
· Identifying any gaps 
· Developing plans to fill the gap

Appendix A outlines the four stages, the tasks required and the recommended approaches that can be taken to support each stage.  

3.1. Attraction 
Wilkinson and Taylor (2016) describe 3 approaches to the development of a resourcing strategy:

· Competitor analysis 
· Organisation positioning in relation to the labour market 
· Employer branding 

Competitor analysis 
Before embarking on the development of a resourcing strategy it is important to understand what competitors are offering in terms of employment deals.  This involves analysing the strengths and weaknesses of their offering, including salaries, job security, working environment, flexibility and work life balance, so the organisation will be in a better position to develop a strategy that is more appealing to potential employees.  NIBuisness.com (2021) recommends analysing publicly available information on competitor organisations to identify what they say about themselves and what others say about them.  This includes the company website, newspaper articles, platforms where former employees can leave anonymous reviews, i.e. Glassdoor, policies, job adverts and job descriptions to gain a broad understanding of their attraction approaches and the employment packages they offer.  

Whilst this approach brings its benefits in that organisations can promote better employment packages, there are some criticisms.  Reference for Business (2021) highlight how the collection of inaccurate or misinterpretation of data can lead to a business misjudging their approach to business strategies to stay ahead of competitors.  It can also be time consuming, focusing on the present landscape, detracting from the need to look at the longer-term vision.

Organisational positioning
Wilkinson and Taylor (2016) describe organisational positioning as how an organisation presents itself to the labour market.  They describe two approaches, reward and culture.  Reward relates to how much an employer is willing to pay for employees and culture is the extent in which employees are treated and respected.  Below are the different positions organisations can present themselves:

	Employer Position 
	Description 

	Employer of cash
	Pays well, but treats employees poorly 

	Employer of values
	Pays poorly, but treats employees well 

	Employer of churn 
	Pays poorly and treats employees poorly 

	Employer of choice 
	Pays well and treats employees well 



The ideal position is to be an employer of choice whereas an employer of churn is likely to result in a high turnover of staff.  However, research published by Harvard Business Review (Achor, et al, 2018) states that 9 out of 10 people prefer a role with meaning, where their line manager is invested in them and there is good social support compared to one where the salary is high.  Therefore, there is value in businesses who are unable to pay well looking at their organisational culture, the way they treat their staff and other benefits they can offer to enhance their employment package.

Branding
All organisations have an employer brand which is the way it presents and differentiates itself to the labour market.  Branding helps to recruit, retain and engage with the right people for the business.  It can play a significant part in attracting talent and ensuring credibility.  Good branding should connect with the values of the business and must feed into people management practices (CIPD, 2020c).  Effective branding can enable an organisation to compete with the labour market and drive employee loyalty through engagement, recruitment and retention practices.  Strong branding is important when it comes to attracting talent, making an organisation attractive, promise a particular type of employee experience and attract people who will thrive and perform at their best (Wilkinson and Taylor, 2016).  Poor branding can disengage talented individuals and negatively impact on the organisation’s competitiveness in the labour market (Barrett-Poindexter, 2019).  The Guardian (Coleman, 2015), provides examples of where branding has gone wrong, and well-established brands have missed the mark with their new campaigns, leading to criticism and ultimately crisis.  British Airways made this mistake by using tailfin designs from international artists, which consumers felt moved away from the well-established British brand, demonstrating that branding goes much deeper than just design and logo.

Ensuring branding is reflective of the reality of the business is essential.  New recruits will be disappointed if they do not experience what was promised and are unlikely to engage and stay with the company.  Over time, this will impact on the reputation of the business and make recruiting suitable candidates more challenging.

3.2. Retention
Retention relates to the extent an employer is able to retain its employees, usually measured as the number of staff who remain in post for a specific length of time (CIPD, 2020d).  Not all turnover is bad as it is an opportunity for organisations to lose poor performers and opens opportunities for internal promotion and new talent.

Organisations with a high turnover should examine the reasons employees do not wish to remain in the business.  The CIPD Good Work Index (2020e) describes a combination of factors that make “good work”.  These include fair reward, skill and career development opportunities, work life balance and employee voice.  A key finding was that good work resulted in a lower probability of turnover, with the most important factors being job design, workplace relationships, work life balance, employee voice and good health and wellbeing.  If any of these components are missing, this is a stronger likelihood of high turnover.  

Engage for Success (2012) highlights the importance of employee voice and engagement in terms of retention.  Ernest and Young (Cromwell, 2017) and Facebook (Goler et al, 2018) have both used these in their organisations to understand why employees leave and stay with a company to inform their retention strategies.  Ernest and Young identified the need to develop initiatives around career planning and development and improve dialogue between staff and managers on key topics. Facebook identified the importance of job design and the need for individuals to enjoy their job, use their skills and be able to develop themselves to aid future career.  These are both examples of how strengthening the company’s commitment to “good work” can have a positive impact on retention rates.  

4.1. Different methods of recruitment and selection and the strengths and weaknesses of each

4.1.1.  Recruitment 
Job descriptions and personal specifications explain the tasks, duties and responsibilities of a role, providing a prospective employee with an understanding of what the role entails and what minimum education, knowledge, skills and experience are required (SHRM, 2021) along with the human attributes required (Wilkinson and Taylor, 2016).   Job design is a key element in their development with the CIPD (2020f) referring to it as the establishment of the roles and responsibilities that an employee should follow.  Affective job design is a key element in creating good jobs, that optimise work processes, improve productivity and add value to both the employee and the employer.  

Taylor (2019) discusses carrying out a job analysis to inform the development of these documents by identifying the tasks, responsibilities, reporting lines, areas of responsibility and performance requirements, alongside the personal attributes necessary to fulfil the role.  Without these documents, there is a stronger likelihood that employers will not be capable of identifying the most appropriate candidates for the role.  

Caruth (2009, quoted in Taylor, 2019, p129) and Wilkinson and Taylor (2016) recommend the inclusion of the following when developing job descriptions and personal specifications:

· Job title and rate of pay
· Location
· Main role purpose
· Reference to documents that may expand on other items
· Duties and responsibilities 
· Control over work and reporting lines
· Performance expectations 
· Interactions with others
· Organisational relationship
· Job environment and physical factors 
· Education, training, experience and personal requirements.  

NHS Wales (2021) is a good example of an organisation that incorporates these recommendations into their job descriptions and personal specifications. 

Discriminatory law is of the upmost importance, with its main purpose to ensure that those with a protected characteristic are not treated less favourably than those without (Taylor and Wilkinson, 2016).  An example is Noah v Desrosiers t/a Wedge (2008) ET 2201867/07, which demonstrates indirect discrimination against Muslim women. This discriminated against them as they would be unable to wear their headdress. This was not proportionate to achieving a legitimate aim, as wearing a headdress or not did not impact on their ability to do the job.  

ACAS (2021a) describes how it is unlawful to state that the role requires a male or female unless it is essential.  The Equality and Human Rights Commission (2014) provides an example of this whereby it may only be appropriate to employ a female in a women’s refuge, due to the clients experience of abuse by men.  

Competency frameworks take a different approach and outline the types of behaviours valued by the organisation and are required to fulfil the role effectively to enable it to achieve its objectives.  In contrast to job descriptions, rather than list specific tasks, it provides details of the behaviours and skills required to do the role (Mindtools, 2021).  It provides clarity around performance expectations and demonstrates a clear link between individual and organisational performance. It enables recruiters to assess transferable skills and behaviour regardless of career background (CIPD, 2020g).  One of the main criticisms of this is that there is a risk that it can generate “clones”, as everyone is expected to behave in the same way and, like job descriptions, can quickly become out of date due to the fast changing workplace environment (HRMP, 2021).  

Social recruitment is fast becoming a popular way of seeking talent, with over 94% of organisations using it, 80% of which state it is either essential or fairly important to their recruitment strategy (Keleher, 2020).  It is a form of recruitment that enables organisations to attract candidates from a wider pool of talent via social media platforms such as Facebook, Twitter and LinkedIn (Keleher, 2020 and HR Zone, 2021).  ACAS (2013) highlights how it also used due to its ease of use, the reduced costs and its ability to target niche markets.  

Social recruitment comes with its challenges, including the ability to create engaging content to attract the desired audience as well as managing the channels alongside other work commitments (Keleher, 2020).  ACAS (2013) also highlights how this method of recruitment can attract a high number of applications as well as the significance of potentially disadvantaging certain demographics, particularly around those from socially deprived backgrounds who may not have access to technology.  There are further diversity issues in relation to generational, gender and racial differences and how they use social media channels.  

Internal recruitment is where the organisation looks at its existing workforce to find a suitable candidate for the role.  This approach has its benefits in that it can be time and cost effective and enable development opportunities for staff.  There is also the added advantage of employee familiarity.  They understand the business and the employer knows their capabilities and values and are likely to be the right fit (BrightHR, 2021).  Disadvantages are discussed by Benstead (2019), including causing conflict between employees, leading to tension and future relationship difficulties.  In contrast to social recruitment, it could limit your talent pool missing the opportunity to find someone more suitable from outside who could bring in new ideas and ways of working.  Whilst recruiting internally can speed up the recruitment process, you could ultimately end up with a chain of vacancies that will need filling as current staff move around the organisation. 

4.1.2 Selection 
Wilkinson and Taylor (2016) discuss the use of interviews as a method of selection.  These can be held face to face, over the telephone or, more recently, virtually.  They are carried out by the HR team or by the line manager or can be extended to a panel interview, whereby more than one representative from the organisation is present.  Competency based interviews are one of the most common methods (CIPD, 2020j) with candidates being asked to demonstrate how they have used a particular competency in the past or explain how they would approach a particular scenario.  This approach has benefits to both the employer and the candidate.  The employer can measure the candidate’s ability to perform the role and the candidate can use it as an opportunity to understand more about the role, responsibilities and organisation and whether they would like to take on the role or not (CIPD, 2020k).

Disadvantages include the experience of interviewing prior candidates impacting on those seen later in the recruitment process, interviewers can be drawn to candidates who are similar to themselves and decisions can be made purely on whether the candidate is liked or not (CIPD, 2020k).  For consistency it is important that all candidates are asked the same questions focusing on the attributes and behaviours required of the role and are scored consistently.  However, there needs to be some flexibility in the process to enable the interviewer to ask supplementary questions to gain a deeper understanding of the individual, their capabilities and suitability for the role. 

Work samples and assessment centres are used to demonstrate how a candidate would perform a specific task relevant to the role.  It relates to the assessment of groups of people involving multiple methods and assessors to measure work relevant assessment criteria.  They are designed to measure multiple attributes that are combined into a final outcome document (The British Psychological Society, 2015).  They can be used to screen multiple or individual applicants and provide a useful insight into a candidate’s ability, psychology and values. Examples include biographical interviews where candidates are asked about their previous experiences, role play to identify how well a candidate would perform in a particular situation or a group exercise where their team work, listening, delegation and problem solving skills can be assessed (Page Personnel, no date).  A disadvantage of this approach is that it is only financially viable when there are large numbers of candidates (Wilkinson and Taylor, 2016).  They can also prove unsuccessful if the objectives, key competencies, skills and measurement process is not defined beforehand (Klimaszewska, 2014).

4.2.1. Redundancy 
Both redundancy and dismissal are deemed involuntary employee turnover.  Employers can make redundancies when the headcount needs to be reduced for economic reasons (Taylor & Wilkinson, 2016).  It is a fair reason for dismissal as cited by the Employment Rights Act 1996 (Daniels, 2019).  However, it should be used as a last resort (CIPD, 2019h).

Redundancy is lawful in the following circumstances outlined by Daniels (2019):

· The employer has ceased or plans to cease the business for which the individual is employed
· There are plans to stop the business in the location where the employee is employed
· The work that the employee was employed to do has decreased or is no longer required.

When carrying out redundancies, employers must ensure it is lawful by identifying a pool of at risk employees, which is reasonable, consulting with those affected and redundancy selection must be objective and reasonable (Taylor and Wilkinson, 2016).

4.2.2. Dismissal 
CIPD (2020i) state that for a dismissal to be potentially fair, employers must be able to demonstrate that it is for one of the following five specific reasons:

· Capability or qualifications
· Conduct
· Illegality or contravention of statutory duty
· Some other substantial reason
· Redundancy

As well as ensuring a potentially fair reason for dismissal, employers must act fairly and reasonably and carry out a thorough investigation, establishing all the facts and considering all circumstances.  The ACAS code of practice sets out the standard procedure in relation to dismissal (ACAS, 2021)

4.2.3. Retirement 
Retirement is referred to as a scheduled departure of an employee from an organisation (Wilkinson and Taylor, 2016).  There is no longer a default retirement age, since it was phased out in 2011, and employers must enable employees to work until they decide to retire, unless it can legitimately identify why a particular retirement age is justified, necessary and appropriate (HR Inform, 2021).  Employers must not make assumptions or pressurise individuals to retire, regardless of whether they are approaching, are at or are over retirement age.  SHRM (2020) recommends starting conversations early with those approaching retirement age, to gain an understanding of their wishes and whether they plan to wind down from their role, e.g. working less hours or taking on a role with less responsibility.   A gradual approach to retirement can have a positive effect on their mental health and their ability to transition.
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Appendix 1 
	Stage
	Task
	Suggested approach

	Forecasting demand
	Identify:
· What tasks will need doing?
· How can they be done?
· What roles can do them?
· What skills are required

	· Reviewing past trends to identify predicted future need
· Speaking with leaders to gain managerial judgement (CIPD, 2018)

	Identifying future skill availability
	Identify proportion of the workforce who are likely to be still employed at the time predicted to





	Workforce analytics to:
· identify those approaching retirement
· Hot spots, i.e. departments where there are a significant number of leavers
· Salaries 
· Team structures 
· Grades
· Length of service 
· Sickness rates

	
	Review skill mix of organisation 
	Review: 
· job descriptions
· Personal specifications
· Appraisal reviews 
· Training records


	Identifying gaps
	Identify the gap between the current workforce and future requirements 
	Develop a competency framework to identify common roles and the skill level required to identify available skills and to what extent they meet the requirements of the future (Wilkinson & Taylor, 2016).

	Address the gaps
	Identify how the organisation can make best use of current resources
	· Move people to different teams 
· Upskilling
· Coaching and mentoring 
· Removing those if their skills do not meet the future need 

	
	Identify the need for external resources 
	· Outsourcing 
· Collaboration with other organisations
· Work experience programmes
· Contractual rather than permanent work
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