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Redefining Talent Management in the Age of AI
Script: Introduction
Slide 1
Hello, I’m Kate and today I am going to share with you some thoughts on ‘redefining talent management in the age of AI’. The purpose of this is to consider how new and emerging technology and AI could help organisations to develop, or re-invigorate their talent management framework, which is critical for meeting the demands of the post pandemic, evolving workplace environment and being able to pivot quickly to future changes in the business landscape.
As once quoted by Henry Ford ‘if you always do what you always did, you will always get what you always got’ . I think more so now than ever, it really is essential for organisations to become more proactive, dynamic, diverse and flexible in supporting the workforce and developing their talent resource. After all, it is the human assets in organisations who are responsible for  improving performance and achieving organisational success.   
Next Slide: What is a Talent Management Framework? 
Slide 2
So, the first question is: what is a talent management framework and why do organisations need one? In 2010, Josh Bersin, a well-respected talent management analyst, released the “New Talent Management Framework”, an integrated approach to recruiting; business development; performance management and development planning for organisations industry wide. Think of the talent management framework as being the tools or equipment needed to effectively execute the talent management strategy. Or, as Bersin suggests, consider it as “supply chain management” for people, the framework setting out an ‘end-to-end set of processes and systems’ (Bersin, 2010). 
The second question is why do we want to consider talent management in the context of AI? Torres (2023) has penned how they have witnessed the transformative power of technology in re-shaping workforce development, especially when the focus is on “creating meaningful, human-centric experiences”, but stress with any innovations in talent management, we must not forget, at the core it is about ‘people empowered by technology’.  
[bookmark: _Hlk163682328]Next Slide: Talent Management Framework (Academy to Innovate HR – AIHR)
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Erik van Vulpen, founder of Academy to Innovate HR (AIHR), provides a really great example of a talent framework for us to consider and which organisations could benchmark themselves against. His model proposes there are six key areas, which should be considered to deliver a successful talent management strategy. Under each of the six themes: Total Rewards; Succession Planning and Identifying; Training & development; Talent Strategy & planning; Talent acquisition and Employee performance management; there is a checklist of recommended activities which could help with identifying areas of weakness in organisational talent strategies, understanding talent within an organisation, but also gives a plan on how to achieve optimal success in human capital management (Lucas, S. article in AIHR).
We are going to take a look at the HR framework for Newport City Council and compare it against Vulpen’s model. The reason for looking at this public sector organisation which employs around 6,000 individuals, is due to the huge changes in its work environment: most radically as a result of lockdown restrictions during the pandemic. McKinsey has cited how the pandemic was a huge driver for the shift to hybrid working and accelerating trends in e-commerce, automation and AI. This is certainly the case in Newport who have adopted remote/hybrid working at pace, within the additional context of reduced Government funding which is also forcing them to also reconsider business models and workforce plans.  Newport has adopted new technology to facilitate this change, but are they doing enough? 
To keep up with the ongoing pace of change within this new landscape, Newport needs to assess their HR framework, workforce plans, hiring budgets, diversity and inclusion initiatives, to embrace opportunities particularly with regards to technology and AI. 
Next Slide: NCC Talent Management 
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So, how does Newport compare to Vulpen’s framework? In 2018, a talent management framework was developed, incorporating workforce planning and a talent pipeline – based on council values and focussed on leadership development, management development, learning and capability.  When you compare this to Vulpens framework, talent acquisition and employee rewards are the clear areas of weakness. We also need to consider this was developed pre-pandemic and is based on the traditional model of HR in the workplace with limited focus on technology. 
Newport has recognised the need for change and the Corporate Plan released in 2022, sets out the organisation’s strategic priorities and key principles, To deliver this, the workforce needs to be ‘representative, supported, motivated and engaged’; and to achieve this, the People Plan (released in 2023), details workforce plans based on organisational values and behaviours; and includes a set of four strategic themes, and identifies the need for innovation with regards to technology to support workforce management. 
Next Slide: NCC Talent Management 
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Let’s have a quick look at these in more detail: 
1. Representation & Transformation: this is about having a forward thinking, collaborative and transformational workforce that is able to support the Council to achieve its key strategic objectives. The focus here is also about addressing under-represented groups in the workforce through various activity and initiatives. A particular focus is the workforce’s ability to respond to the digital/automation trend as this is a key improvement required, both in terms of skills, learning and development.
2. Employee Wellbeing: now this is a key element of employee engagement and organisational performance and is critical for creative a positive working environment and developing emotional resilience. Some of the core activity here is to focus on utilising more online virtual tools to support wellbeing, check-ins and engagement. We will revisit this a bit later on, to look at the current offer and further opportunities to adopt new technology. 
3. Employee Engagement: the objectives in this area are focussed on developing the ‘employee voice’, ensuring visible leadership, embedding employee values and recognition schemes, increasing communication and engagement channels, and modernising induction/onboarding practices for more modern methods  – including those available through AI, APPs and other technology. This is an area Newport has already progressed. Based on MacLeod’s four enablers of engagement, Newport has implemented activities to increase employee engagement and accessibility including a virtual staff conference event; employee voice practices through digital platforms; and an employee digital Christmas advent calendar with daily messages. (Macleod & Clark, 2009), This activity has earned the HR team a ‘Best In-House Team’ nomination in the CIPD Wales awards 2024 and demonstrates how Newport is proactively responding to meeting the needs of a hybrid workforce. 
4. Employee Experience: is not just about Newport’s value proposition or the employer ‘brand’ but encompasses so much more including a review of the whole employee lifecycle; talent framework and performance and feedback cycle. Some of the activity here, such as modernising recruitment, induction and onboarding practices, and managing skills/talent gaps could really benefit from innovative AI and technology solutions, and we will consider this in more detail.  
Next Slide: NCC current use of technology and AI
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In Newport there is currently limited use of AI or advanced technology, particularly within the HR function. Systems used include I-Trent, In-Phase, My Hub, and Business Objects for reporting. A cross section of the organisation is currently part of a nationwide trial of Microsoft AI tool ‘Co-Pilot,’ also tested for creating recruitment packs and other onboarding activity (Wood, 2023).
AI in the form of a ‘chatbot’ has been integrated into the Council’s HR & payroll system and can be used to book leave, submit travel claims amongst and a handful of other tasks, and it uses machine learning from its interactions with users, which could be a powerful tool for the organisation (Nawaz & Gomes, 2019) which Newport could benefit from to deliver on their employee wellbeing, engagement and experience objectives.  
In terms of big data in Newport, the HR team uses In-Phase to pull data from a number of external sources, creating dashboards and reports to inform things like population demographics, workforce trends and talent forecasting. But, once the data is analysed its back to manual processes for critical tasks such as targeted recruitment, which limits both reach and outcomes, particularly with regards to ethnically diverse candidates, interacting with applicants and the screening process.  
Let’s just take a moment to recap. Newport has updated their HR and talent framework (which by the way, now fares much better against the model framework), to address challenges in the new work environment, and so far, has made quite good process with regards to innovation. This shows the organisational culture is ripe for the challenge. But is this enough? Are there further opportunities for AI and technology which the Council could consider to accelerate their plans,  particularly without the current budgetary or resource constraints?  We will take a look at this next, along with the potential ethical complexities of integrating new technologies into HR frameworks. 
[bookmark: _Hlk163815344]Next Slide: Advancements in AI 
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AI can be leveraged for better talent management in a number of ways including Recruitment and Selection: Predictive Analytics: Performance Management: Learning and Development: Employee Engagement:  Succession Planning; and Diversity and Inclusion. 
AI-powered tools can streamline recruitment processes using automating activity such as candidate sourcing, and resume screening. Algorithms can analyse job descriptions and cv’s to identify the best matches; they can analyse huge amounts of data to identify patterns and predict trends assisting with workforce planning; analyse employee performance, skills, and career aspirations to improve succession planning and minimise talent gaps; and, by monitoring decision-making algorithms, AI can also help promote fairness and diversity in HR and talent management policies.  
AI platforms can analyse employee performance data to identify improvement areas and enhance performance activity; and the AI learning platforms are able to deliver customised content based on the learning styles and skills gaps in an organisation and are adaptable to individual needs. (Davis & Challenger, 2019)
Finally, we come to the AI-powered chatbots and virtual assistants which can enhance employee engagement with instant access to support and guidance on HR-related queries. 
Next Slide: Ethical Complexities/Equalities & Diversity AI
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According to Franca (2023), AI is a game changing technology with advancements that can offer significant opportunities to optimize talent management, improve decision-making and enhance employee experiences, but note it is still in its infancy in HR and people management, with only 22% of organisations having implemented any form of analytics in HR. William Gibson has claimed “the future is already here, just not very evenly distributed”, and that certainly appears to still be the case for innovative technologies and their application for talent identification, but, why is this the case? If AI and technology is critical for organizations to win the “war for talent”, and drive HR initiatives, what is the cost of this, besides the obvious financial one? (Hunkenschroer and Luetge, 2022). 
According to Bankins (2021), there are a few ethical concerns of AI technology being deployed in HR domains which could affect the employee lifecycle, and even livelihoods. Particular areas of concern are the around the potential for AI to generate biased outcomes in terms of race and gender (Scholz, 2019; Tambe et al., 2019); around fairness and accountability in decision making (Dennis, 2022), and the obvious risks around breaches when handling sensitive employee data  (Starner, 2019). 
It is really important to consider the ethical complexities and importance of diversity and equality when integrating any new technology into a HR framework as this can help to ensure they are used in a responsible and inclusive manner, and they support organisational goals, particularly around diversity. So, what can Newport do to redefine its talent strategy using AI and technology? 
Next Slide: Recommendations for NCC
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1. The first recommendation is around Newport’s employee health and wellbeing objective, which notes the use of more virtual or online tools within its measures for success. The ESS interface is currently desk based except for the limited chatbot functions. Increasing the functionality of the HR platform and developing an interface with online tools including the Microsoft Teams APP, would improve accessibility for the hybrid workforce. 
2. The second recommendation is around the employee engagement and experience objectives, which note the need for improvements in the recruitment process. This is where we could consider expanding the functionality of the ESS chatbot to assist with applicant experience, communication, Q&A, screening of applications and the on-boarding process (Nawaz & Gomes 2019).
3. Finally, we come to the application of Big Data to improve outcomes in talent acquisition. There are a multitude of AI algorithms and programs which could focus recruitment activity on targeted groups such as ethnically diverse candidates, for matching profiles with vacancies and the screening process. While there is a cost to embracing such technology, is it really that big when compared to the costs of failed recruitment or when compared to the manpower costs associated with the current manual processes? 
If Newport adopts any of these recommendations, they will have the capacity to transform outcomes for their workforce plan objectives, as well as providing an opportunity for learning and transformation. But this would need to be within a considered and strategic approach to balance the risks of using AI and technology for HR and talent management. 
Next Slide: Thank you! 
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Thank you for listening to this talk, and I hope I have given you some food for thought on why organisations need a talent framework and what are the benefits for talent management particularly when considering new and emerging AI and technology.
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