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[bookmark: _Toc104125281]LO1 - Statement

[bookmark: _Toc104125282]1.1 Assess how and to what extent the organisation undertakes workforce and talent planning.  

Dyfed Powys Police (DPP) consists of both staff and officers. Officers are technically not classed as employees but as servants of the crown, therefore slightly different approaches apply. For the purpose of the portfolio, police officers only, will be assessed here. It is generally agreed that workforce planning is comprised in 4 stages (Wilkinson and Taylor, 2016, p.58):
1. Forecasting demand
2. Forecasting supply
3. Identifying gaps
4. Addressing gaps

DPP does adopt this approach as will become clear in this portfolio.
The Home Office dictates a specific number of police officers DPP should have at the very least by the end of the financial year to receive their funding. Failure to reach this figure results in a fine (EV1.1). Every month I analyse the workforce data, and breakdown our officer headcount, our PC intakes, transferees in and attrition rates (EV1.2). This enables the workforce planning specialist to predict our numbers by the end of the financial year. He has a part to play here, as he must keep a record of those officers who are due to retire. This occurs when they’re either, turn 55, turn 60 (depending on their pension scheme) or after 30 years’ service. This allows the team to accurately predict our flow out of the organisation. He also factors in any unexpected leavers into these figures based off previous data (Faragher, 2017). 
There are also standard periods of student officer and transferee intakes. With regards to the student officers, these enter the organisation at various entry levels – some with degrees, some without, which impacts on their probationary period (EV1.3). These students must enter via assessment centres, medical checks, vetting and subject to satisfactory references. Therefore, there are a number of steps in the process where they could fail and subsequently officers are lost from the flow into the organisation, which cannot always be predicted. The same can be said for transferees. These also occur at pre-planned points during the year which enables the team to predict the flow in vs flow out of police officers for the year and potentially beyond. This is how DPP addresses the gaps they have forecasted (Taylor and Wilkinson, 2016, p.59).
[bookmark: _Toc104125283]1.2 Analyse internal and external information relating to the organisation’s future people and skills needs and the availability of talent. 
 
Our daily recruitment meetings (EV1.4) analyse the organisations’ future people and skills needs, as required in the 4 stages in developing a workforce plan (Taylor and Wilkinson, 2016, p.58-59). As the deadline to meet student intake figures approaches, I provide the Head of People Services and OD with daily forecasted figures – indicating whether we are on target or not (EV1.5). When tight, we discuss solutions to mitigate the risk. This includes discussing retirement dates with those intending to leave and engaging with student applicants to ensure they were providing everything required to on board them into the organisation as quickly as possible. 
The recruitment policy (EV1.6) sets out the expectations in order to conduct a fair recruitment process with the hopes of on-boarding the right people to add value to the organisation. Each interviewer is required to undergo Competency and Value Framework training (CVF) (EV1.7) to ensure they recruit based on an individuals’ values (Taylor and Wilkinson, 2016, pp.65-7). Examples of the Police’s values are transparency and honesty.
Lots of macroeconomic factors have an impact on how easy it is to recruit and the availability of talent, such as Brexit, the pandemic and Ukrainian crisis (Taylor and Wilkinson, 2016, p.54). At present, the market appears to favour candidates, with organisations’ demand outstripping the supply of candidates (Jacobs, 2022, p.30). DPP needs to be mindful of the tight market (Taylor and Wilkinson, 2016, p.53) of this when predicting the flow in of individuals (EV1.3). The pandemic has also shifted individuals’ perspectives on life and has generated “the great resignation” whereby individuals re-evaluate their lives and their careers (CIPD, 2022). This is likely to amplify the flow in and out of officers. This is evident already, in the average length of service figures. The number of student officers, those with a shorter length of service, is increasing (EV1.2). This poses a risk to the organisation due to a lack of experience in the workforce (CIPDa, 2021). 

[bookmark: _Toc104125284]1.3 Assess the extent to which current organisational planning activities are addressing potential needs.

As mentioned, every month the workforce planning team report the police officer figures to the Home Office (EV1.2). One could argue that this is effective way of workforce planning as DPP continues to hit its target figures. However, feedback from the various divisions indicated that their police officer figures in their respective areas were not a true picture of the reality of resources on divisions. Historically, officers were recruited based on their location. I.e. if the successful candidate was from Carmarthen they would be based in this area regardless of whether they are required in that division. Now, the force has changed the way we look at resourcing. We recruit to utilization rates on divisions, meaning we only recruit the numbers required for each area. The utilization rate considers: maternity/ adoptive leave, long term restrictions, and long term absence and student officers. These all have an impact on the service provided to the public. As part of a new structural change within the force, it was identified that more accurate resourcing was required. This took the form of the “End to End” tracker which shows the utilization rates (EV1.8). 
There is still room for improvement, however. Police officer numbers are still tight which indicates that perhaps the recruitment process is not working effectively (EV1.2). The easy recommendation to make would be to recruit more police officers by selling the role and the benefits the public sector brings e.g. excellent pension schemes and an attractive organisational brand (Taylor and Wilkinson, 2016, p.61). The reality of this is that there are strict parameters set in the public sector by the funding provided. There is X amount of funding made available for police officers, therefore to improve the resourcing issue DPP may need to think past recruitment and look towards L&D and retaining experienced officers so that the quality of officers are so good, that extra resource is less likely to be required. 
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[bookmark: _Toc104125288]LO2 – Personal Statement
[bookmark: _Toc104125289]2.1 Make reasoned recommendations for how the organisation can maintain an appropriate number of people with the skills required by the organisation.

To retain officers, the organisation must ensure they remain engaged. Following a discussion with my line manager (EV1.9), she explained that due to the nature of policing, there is a high rate of discretionary effort. This leads to commitment to the role and organisation (Korsh and Gilmartin).  Nonetheless, Covid has been extremely challenging for officers and therefore it is vital that this level of engagement is maintained. Promoting excellent welfare strategies and making these readily available for teams has become ever more important and readily sought after by jobseekers (Urquhart, 2022, p.10).
Open communications and a leadership team who are prepared to listen and take onboard ideas go a long way in building trust. This results in an inclusive culture (ACAS, p.4). Those who feel included are less likely to exit the organisation which stabilises the flow out of the workforce. Higher retention rates are good for the organisation as nurtured talent is retained and passed on leading to a better skilled workforce (Wilkinson and Taylor, 2016, p.59). DPP has gained a new Chief Constable, who has facilitated these talks via Microsoft Teams, in the “Dial in with the Chief” forum (EV2.0), as part of his 100-day discussion with the force. I would recommend that he continues this discussion past the 100 days.
DPP should also listen to those who do exit the organisation by means of exit questionnaire’s and interviews. Taylor and Wilkinson predict that 90% of employee turnover is voluntary, therefore it is likely that they are willing to share their reasoning why (2016, p.70). This can help prevent future employee turnover. 
[bookmark: _Toc104125290]LO2 – Evidence
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[bookmark: _Toc104125291]LO3 – Personal Statement
[bookmark: _Toc104125292]3.1 Identify and explain the rationale for a specific resourcing activity within the organisation. 
The Vacancy Request Form (VRF) ensures there is an audit trail and fair process in deciding which vacancies to advertise and which to decline within the police force. The form (EV2.1) captures all of the necessary information required to make a decision as to whether the vacancy should be prioritised over another. This includes:
· Who the vacancy is replacing
· The seat name and reference
· Who the successful candidate would be reporting to 
· The number of hours required
· Rationale
· How the seat is funded

It also enables the vacancy’s “seat” to be created on the HR systems and passes all the information onto the support unit who then arrange for the role to be advertised and for the recruitment process to be carried out smoothly. Therefore, the purpose of the form is to keep the process fair but to also provide the relevant information to those at the end of the process in order to complete the recruitment cycle. 
[bookmark: _Toc104125293]3.2 Agree roles and responsibilities with other contributors to the activity. 
Line managers have a responsibility to identify vacancies/ need for establishment changes within their respective areas. Heads of Department should ensure they agree with this and give their authorisation to submit the VRF. The line manager has the responsibility to ensure their VRF is accurate and contains all the information required for the forum to make the best decision.
Workforce planning have the responsibility in checking the forms and that they match actual and established resourcing figures (EV2.2). They must also ensure; role profiles are provided and are accurate as well as sending the forums to the correct forum in a timely manner. This maintains the effective service delivery. The workforce planning representative (usually myself) liaises with the form point of contacts and ensures they are made aware of the outcome of the forum and the next steps in the process.
The recruitment team forward the approved VRFs to the HR BSU and they will progress in the appropriate manner. They will also monitor and track that recruitment process via their Oleeo system. 
The HR BSU’s responsibilities kick in towards the end of the process. They will do a final check of the VRF, liaise with the advert lead, and advertise the role accordingly. They also complete all necessary paperwork associated with the form.
[bookmark: _Toc104125294]3.3 Identify organisational procedures and legislative requirements which underpin the activity. 
 The vacancy request procedure is as follows:
1. The line manager identifies a vacancy within their team
2. This is confirmed by their Head of Department
3. Either one of them fill out a Vacancy Request Form (EV2.1) 
4. The VRF is sent to the Workforce Planning Inbox
5. I/ a member of the Workforce Planning team reviews the form to ensure it is accurate, pushing back and requesting more information where applicable
6. The form is forwarded to the appropriate forum where they consider if the role is necessary (Wilkinson and Taylor, 2016, p.63)
7. The outcome as to whether the vacancy can go out to advert is communicated to myself
8. I then tell the VRF lead the decision outcome
9. If approved, a member of the Recruitment team forwards the relevant forms and accompanying information to the HR Business Support Unit
10. They liaise with the form lead to progress the advert and subsequent recruitment process which follows.

The law requires that all recruitment processes are fair and do not discriminate against any protected characteristics such as sex, disability and age (Wilkinson and Taylor, 2016, p.67). DPP have a positive action officer (name cannot be disclosed for confidentiality reasons), who ensures that we try and attract candidates who are currently underrepresented. The recruitment process is also based off a point based system, scored against a consistent and open competency and values framework. 
[bookmark: _Toc104125295]3.4 Plan and prepare for agreed role, ensuring the availability of any materials or resources required. 
There are not many resources required in completing the VRF. The template itself must be made readily available to those who require it. This template has recently changed, outlining new timescales for example, so it was important that I circulated this to all relevant people and ensured that only those VRFs completed on the correct template were sent to the relevant forum for a decision (EV2.3). 
In order to complete my part in the VRF process, I also need to ensure I have access to the ‘Trent’ HR system. This enables me to ensure that the vacancy/ funding is actually there and therefore I am not pulling the budget from one department to another. This would therefore make the process unfair. If the vacancy is a straight-forward backfill, I can extract the seat reference and include that information on the form for the business support unit. This helps speed up the recruitment process because once the successful candidate is appointed, the support unit can place the candidate into the new seat immediately. It is important not to delay the process in any way. The on-boarding process into the police is a lengthy one due to the extensive vetting which is required, there is a risk here that a candidate may be lost due to a better offer. Especially with the labour market favouring the candidate at the time of writing this (Jacobs, 2022, p.30).
[bookmark: _Toc104125296]3.5 Undertake agreed role in a timely and accurate manner, in line with organisational procedures and legislative requirements. 
It is vital that my part in the process is done in a timely manner and is accurate. I must ensure that I have all the relevant information on the form in order to feed back a decision to the departments in a timely manner. I must be accurate here. If I were to mark a vacancy as full time when there was only funding available for a part time post, I would be costing the organisation money. This could have a detrimental impact on a different department who could lose some of their establishment. There are two forums to send the VRFs therefore I must send the forms to the right one. I also must ensure that they get to the decision makers on time, i.e. a Monday afternoon (EV2.4). I am mindful that the decision makers in the forum are extremely busy, and so to assist the process, I also include a brief summary as to what the VRF is requesting and why it is required. This saves time. Regardless of the outcome, the departments must be informed so that they can plan effectively (EV2.5).
I also include documents such as the job description with the VRF form, so that if approved, the business support unit have the relevant information in order to advertise. The job description is an excellent tool to ensure the right candidate is attracted to the role. Taylor and Wilkinson explain that over 82% of employers use them in job adverts (2016, p.64).
The Equality Act 2010 ensures that no candidate with a protected characteristic is discriminated against (Wilkinson and Taylor, 2016, p.67). This form kick starts a fair recruitment process, it ensures that “favourites” are not promoted or moved to an alternative role without advertising it to all; promoting equal opportunities.
[bookmark: _Toc104125297]3.6 Reflect on the effectiveness of the resourcing activity in meeting required objectives and report back to stakeholders.
The VRF process requires improvement. The recruitment objectives are to resource fairly, quickly and ensuring the talent entering the organisation holds the same values. I reported this back to the stakeholders via the two day recruitment workshop (EV2.6). The main issues identified were as follows:
· The responsibility of form completion and submission to the forums was based solely on one individual (me). If that individual were to be absent, the process would fall apart. I recommended that individuals be cross trained to cover each other.
· Individuals were not clear on the timelines in submitting the forms. This meant we as a team, were not able to manage expectations effectively. I amended the VRF form to clearly outline the timings (EV2.7). 
· From this two day discussion, it became clear that DPP required a cultural shift. There were too many “corridor conversations” taking place, and too many individuals attempting to by-pass the process and go straight to the top of the hierarchy with their requests. In order to mitigate this, I explained that I needed the support of my superiors to push back any requests which did not come through via the correct channels. 
· Once I communicated the outcomes to those who submitted the forms, they often ask for the rationale. I suggested that this is provided straight away so I can answer the question before it is asked. This resulted in the creation of the outcome spreadsheet, which the decision makers would send me. There was also a clear trail of the decision making process (EV2.8). 
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ON THE JOB TRAINING

1. Meet with your line manager or other relevant person to thoroughly understand your organisation's
‘approach to employee engagement. I possible, attend an intemal employee communications briefing/
‘employee representative meting.

‘The police are a unique organisation in that to become a Police Officer, most of these individuals have their own
motives and drives to join the force. Itis a vocation which generates a substantive amount of discretionary effort
‘Some past victims for example, may be inclined to jon the organisation to make a difference and help others who
are experiencing similar circumstances. There s an emotional commitment to the role, as s part of the emergency
services group, these officers run fowards the problem whereas others would run away. A police officer cannot
necessarily clock off when their shiftis due {o end as an urgent situation may arise which would require them to
stay on. For the police, they are victim focused and this motive is what engages them and pushes them to be the
best they can be. Furthermore, in order to pass the probationary period, student police officers are required to pass
a qualifcation. For degree holders, a two-year DHEP course, for those without, a year PCDA course. Therefore, a
considerable amount of work and dedication is required ffom these officers before they pass probation.

As a public sector body, funded by the Brish taxpayer, there is a high level of scrutiny and expectations from the
force. Our officers need to engage with the organisation to reach posiive outcomes and exceed expectations. The
underpinning motive behind this of course, being victims. The line manager wil have a huge part to play here.
‘Whist police officers look after the pubic, the line manager has a duty of care to their team. Offering support and
guidance increases trust between the individual and line manager. WHhilst that trust exists, the role the two parties
play in providing their service runs a lot smoother. The individual is more engaged vith their ine manager in this
scenario and this engagement s likely to extend to their job. On the other hand, fthe officer has an issue with their
line manager, they are likely to feel disengaged and less wiling to perform for the organisation. A good line
manager, vill give their employees a voice, giving them a say in how things are done. This is also a method o
increase engagement_If an individual feels they have contributed! built a process, they are more likely to engage
with it HR encourage line managers and provide the tools for them to do this with their teams: with the use of
supportive plans, occupation heaith, development assessment profiles etc.

Performance is not as easy to measure for the police as opposed to someone in the manufacturing indusry. Thus,
it can be harder to notice if an officer s disengaged. Furthermore, as mentioned before, often officers may have to
‘work on when responding to urgent calls, and so it harder to achieve a work life balance. Consequently, th force
must work harder at this. Force policy has recently amended to allow all individuals within the organisation to submit
a flexible working request, regardless of length of sevice. In addition to this, whereas previously an indvidual could
only submit one request every year, the force is now wiling to consider more than one as they appreciate that
individual circumstances may change.

‘There are ofher ways to keep force employees engaged, such as the below and their examples:
Effective communication — through all user emails, blogs and line manager meefings
Leadership from the top down  leaders making imporiant decisions

Senor officers acting as role models — following policies and process and sefting the standards
Equal Opportunities — fair recruitment processes.
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Good morning both,

Your VRF was approved at SERG yesterday. The HR BSU will be in touch shortly to.
steps. Sorry for the delay in communicating this!

Please don't hesitate to contact me if you require anything further.
Kind regards,

Laura Walters.
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Can't read today but trust you so just circulate to team.
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