


[bookmark: _Toc95814040]Executive Summary
The report provides a critical review of thalent management at a Gwent Police with emphasis on targeted recruitment for diversity. This report explores internal and external parameters affecting talent management and suggests how to reduce the adverse impact of these factors. There are various challenges for the recruitment team in today's labour market, such as budget cuts, shortages of employees, and succeeding generations. An area for concern at Gwent Police is the underrepresentation of diverse communities in its workforce. One factor that negatively affects the recruitment process was the police involvement in black individuals’ deaths in both the USA and Newport. That created friction between police and ethnic minority. To reduce mistrust, the organisation engages with multicultural communities and effectively support victims of hate crime. Gwent Police, more than ever, emphasises diversifying its workforce. Positive action is an effective practice, which offers an equal opportunity to candidates with protected characteristics, by removing challenges that individuals might face in the recruitment process. The research revealed that the positive action initiatives support individuals with protected characteristics but create a form of exclusion for others candidates. 
Despite having strategies in place, the current talent management practices are ineffective, and Gwent Police faces challenges to attract, recruit and retain a diverse workforce, as white male constables still represent the organisation. This paper evaluates methods that Gwent Police can use to understand better diversity and address challenges in practical, affordable and effective ways. Therefore, to address diversity accurately, the final section of this report explores future development ideas. To positively increase and retain a diverse workforce, tactics such as reverse mentoring programmes and the leaders' involvement in creating better internal fairness, were uncovered. 
The research revealed that the organisation is trying to reduce bias with traditional, unsuccessful diversity training. Instead of focusing on definitions and explaining processes, the best method to increase awareness is perspective-taking or sharing stories activities. To create a sustainable diverse-inclusive workplace it has been suggested to collaborate with colleagues who experience challenges. In this way, organisations identify priorities and actions and overtake barriers. This solution generates less resistance to diversity and significantly affects behaviour change.  
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[bookmark: _Toc95814041]1.0 Introduction.
The purpose of this report is to examine the strategies that Gwent Police undertake to improve its diversity, explore external and internal factors which impact talent management for a diverse workplace and suggest tactics to help overcome challenges and barriers. Kakuske's (2015) research indicated that diverse organisations are more successful and employees are more productive. Clutterbuck (2012) values diversity for enhancing creativity and innovation. Kacpeler (2015) and Blakeman (2020) indicate that diverse police forces provide more effective services to the minority of the community. Additionally, a diverse workforce offers cultural understandings and language skills. Therefore, instead of hiring interpreters, Gwent Police can use the money to improve the services or develop staff. Matthies et al. (2011) observed that female officers bring many advantages to the police force, because they do not use excessive force, and they respond better crimes against women. 
Statistics show that Gwent Police (2020a) is a long way from being representative of the communities of Wales. In Gwent, the ethnic minority population is around 5.2%. According to Boucher (2020) and Wales Online (Hayward 2021), only 2.2 per cent of Gwent Police constables are from Black, Asian and Minority Ethnic (BAME) communities (Figure 1).
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Figure 1 Gwent Police constables' ethnicity (Police UK, 2019).

Gwent Police currently has 48 staff members who identify as BAME, and only one of them is above the rank of constable. Therefore, the Human Resources department and the senior team are committed to improving equality and diversity across the Gwent Police Forces. 
The following sections will identify the strategies that Gwent Police utilises, including examples of successful efforts by other organisations and tactics to target more diverse candidates.
[bookmark: _Toc95814042]2.0 Main Findings
[bookmark: _Toc95814043]2.1 External factors which influence talent management in Gwent Police.
Several factors affect the organisation's ability to successfully attract applicants with the required skills. One of the factors which impact talent management occurs outside of the organisation. The Government exerts growing pressure on organisations, especially the public sector, for diversity and equality. The objective is that the police should reflect the communities they serve (Palmer, 2021). Nevertheless, no police department in Great Britain has achieved this goal. 
Today's labour market is tight (Taylor, 2019), and there are noticeable chronic shortages of skilled individuals (Shackelton-Jones, 2019). An adverse impact on the acquisition of a diverse workforce was BREXIT. Thus, individuals from the eastern European countries' reduced (Taylor, 2019, p 20). A legal aspect, such as residency requirement, is another barrier to recruiting minorities for police departments. A foreign national must be a UK's resident for more than three years, with indefinite leave to remain to apply for a police officers’ role (Lincolnshire Police, 2021). 
Moore's (2015) suggests that one issue that makes it challenging to employ black people is their criminal record. Government UK (2020) statistics show, that black individuals were three times more often arrested than white people. Thus, making them un-employable as police officers (Kakuske, 2015, p8). 
Newport has the highest proportion of citizens from a non-White British background in Wales, rising to 12.5% (Gwent Police, 2020). Additionally, Newport is an area for Asylum Seekers and still has a massive population of Eastern European and Roma migrants. That creates an opportunity for Gwent Police to attract more diverse candidates.
The pandemic affected the recruitment processes as the Government raised restrictions, and social gatherings were not allowed. The organisation could not engage with the public. Advantages of Technology created an opportunity to continue recruitment activities and interview candidates despite Covid. Online interviewing saved time and money while enabling access to a wider group of applicants (Peek, 2021). 
[bookmark: _Toc95814044]2.2 Internal factors which influence talent management in Gwent Police.
As mentioned in previous paragraphs, the labour market is tight (Taylor, 2019), and most organisations struggle to recruit a skilled workforce. The vast barrier for law enforcement to attract candidates have expanded skill requirements for police officers. Police constables are required to be both physically and medically fit. According to Kakuske (2015), a complicated application and multi-staged selection processes eliminated more minority candidates. The positive aspect of the police recruitment process is its transparency. The organisation clarifies precisely what their hiring process consists of, so applicants have time to prepare themselves. Another advantage in recruitment processes for diversity is positive action programmes, which support all individuals with protected characteristics (OPCC and Gwent 2020; Blakeman, 2020). 
At the same time, as identifying the strong points, the organisation should assess the area for improvement. Diversity training is mandatory at Gwent Police and they are provided to increase awareness and reduce unconscious bias and discrimination among the police staff (College of policing, 2021). Unfortunately, training is seen as a 'tick-box' exercise and focuses on equality duty and legal definitions. 
To deal with diversity accurately, reliable data is essential. High-quality data drives better decision making. Moreover, helps to establish reasonable adjustments and support for individuals with protected characteristics. A low level of Self-Declaration regards protected characteristics is a significant problem and results in gaps in data. Many employees are reluctant to disclose personal data, especially regarding sensitive information, such as sexual orientation or disability. 
Gwent Police (2020) recognised that operational interdependencies, such as ‘Stop and Search’, or ‘Prevent’ activities stimulate mistrust, as is perceived to be conducted unfairly on tracial groups. Thus, negatively affects organisational image and recruitment practices. According to UK government figures (Gov, 2020), Stop and Search procedures were conducted six times more on black people than white. The friction increased even more, after the death of Moyied Bashier, where Gwent Police officers were accused of using excessive force during an arrest (Powell, 2021). To improve their public image Gwent Police builds positive relations with minorities through appropriate and robust responses to hate crime.



[bookmark: _Toc95814045]2.3. Analysis of the Human Resources systems, processes, practices in the Gwent Police.

According to Savaneviciene and Vilciuskaite (2017), talent management is a concept that covers four functional components, such as: 
· talent attraction, which is required to be aligned with the organisational values,
· talent identification and selection, 
· talent development, which raises concerns regarding competencies in an organisation,
· talent retention, which maintains positive relations by developing an effective working relationship with an employee.
Chartered Institute of Personnel and Development (CIPD, 2020) recognises two talent management strategies: inclusive and exclusive. The exclusive strategy to talent management emphasises on the recruitment process (Taylor, 2019, p22). Organisations conduct active searches in innovative ways and utilise an extra budget to attract the best ‘already made’ talents (Peek, 2021).
On the contrary (McCall 1998), the focus of the inclusive approach is on retention initiatives, which means, maintaining positive relations with employees through motivation and development activities to enable them to utilise their full potential at work. The inclusive strategy (Savaneviciene and Vilciuskaite, 2017) appreciates all individuals' values and skills, which can successfully align with the job role. Therefore, enables  to respond adequately to today's tight labour market (Taylor, 2019, p. 23). In a time of talent scarcity, the inclusive approach attracts a more diverse and variant workforce, as is open to a broader pool of talent. Additionally, Taylor (2019, p 23) suggests a long-term strategy for tackling workforce shortages, which means recruiting candidates who do not have the required skills or experience and then allowing them to develop on the role. Gwent Police, similarly to most organisations (CIPD, 2011), chooses the inclusive approach to talent management. The organisation emphasises internal sources and focuses on the training and development of its employees.
[bookmark: _Toc95814046]2.3.1. Mentoring
Police Coaching and Mentoring Enterprise (2020) indicates, that the time when police departments were able to offer a varied range of training has diminished due to the Government budget cuts. Therefore, support from more experienced colleagues through the mentoring scheme is very important (Cronin, 2019). According to Clutterbuck (2012, pp 1-2), diversity mentoring is an instrument of personal change and builds understanding in three levels. CIPD (2020, p36) recognised that mentoring enables organisations to achieve equal opportunities,  and access a broader talent. Thus, become more diverse (Clutterbuck, 2012, p1). Mentees become more aware of their potential, achieve greater self-motivation and self-esteem. Most importantly, they are supported to achieve their goals and become more successful. Mentors gain an understanding of how employees with protected characteristics perceive an environment at work. In this way, mentors identify how individuals create barriers to the progress of employees who are different. As mentors understand better and appreciate individuals from differing backgrounds, they widen their view of talent. 
[bookmark: _Toc95814047]2.3.2. Training.
The Force promotes the benefits of diversity through diversity training, delivered via a 90-minute input. The training focuses on definitions, legal aspects and explains the psychological processes and rationals behind prejudice. Dobbin and Kalev (2016) noticed that organisations rely on diversity training to reduce bias among employees. However, researchers pointed out that an emphasis on diversity generates more bias than suppression, because individuals often respond to compulsory training with resistance. That result in strengthening their prejudice against minorities. However, voluntary activity evokes the opposite response. Some of the most effective solutions are not designed with diversity in mind. 
[bookmark: _Toc95814048]2.3.3 Management and leadership. 
The College of policing (2021) findings indicated that leadership is essential in driving diverse inclusion. A good leader who is confident about diversity provides a supportive working environment and creates the right culture. An understanding and support from superintenders, increase productivity, retention, reduce stress, lower absences. Gwent Police (2020) has a policy in place on making reasonable adjustments for disabled and neurodiversity individuals. However, the management lacks knowledge of what adequate support to provide.
[bookmark: _Toc95814049]2.4 Strategies to engage various candidates from under-represented communities.
Fairness infuses law enforcement, which derives from the 'equity theory' developed by Adams (1963). Therefore, Gwent Police' Human Resources and Diversity & Inclusion (D&I) have ensured fair processes, maximised opportunities for under-represented groups, and confirmed that campaigns are bespoke to BAME communities. As part of the equality duty set out in the Equality Act 2010 (2020a), organisations are responsible for removing any disadvantages experienced by individuals with protected characteristics. To do so, Matthies et al (2011) recommends the Barrier Analysis Model. The Barrier Analysis Method determines where in the recruitment process,  individuals with protected characteristics face obstacles. Positive action initiatives is one of the tools, where the organisation identifies barriers and work to eliminate them. 
[bookmark: _Toc95814050]2.4.1. Positive Action Programme. 
As identified in earlier paragraphs, the recruitment process for the police force is very rigorous. Through Positive Action initiatives, Gwent Police (Nurse, 2020) promotes diversity, minimises disadvantages, and encourages under-represented groups to join an organisation, but still should select candidates on merit or experience. Mentors are offered to all candidates with protected characteristics, to support them through the application, and interview process. 
The danger to employ a more diverse workforce is that the recruitment team selects individuals with diverse backgrounds before the best candidates, not to be suspected of unconscious bias. The pressure becomes even more extensive after the recent involvement of the Police Force in black individuals’ death and black lives matter protests. That resulted in the police force emphasising attracting and supporting those candidates (OPCC and Gwent, 2020). Therefore, positive action can be seen, that an organisation treats individuals with protected characteristics more favourably in connection with recruitment or promotion. 
Misunderstanding of positive action programmes can be seen as positive discrimination, which may lead to objections from non-diverse and diverse groups of individuals. Additionally, that unconsciously builds the negative perception of regular constables towards recial groups and question their competence or status. 
The Harvard Business research 'Diversity Programs That Get Results’ (Dobbin and Kalev, 2016) indicated that many businesses have positive results with tactics that do not emphasise diversity. Therefore, Human Resources should select individuals, with desired skills, despite their diverse backgrounds. Recruiting under-qualified candidates just to improve statistics for diversity could cause organisation problems (Orrick, 2008, p. 6). For example, an additional extensive training and development could be required for those officers if they were selected only based on their diverse backgrounds. These remedial efforts are very costly. Unfortunately, Gwent Police employe candidates under Government requirements. For example, the position is still offered to candidates who achieved 15 per cent  below requested score to pass the Assessment Center.
CIPD (2019, p 33) research suggests that utilising targeted programmes to recruit and promote individuals from minority groups to serve customers better, can be seen as favouritism. Therefore, organisations should communicate, that positive action initiative are implemented to gain equal opportunity guidelines, instead of giving the impression that provides benefits to specific groups. Moreover, CIPD ( 2019, p 38) suggest, that positive action programmes are unfair, as they create a sense of exclusion for those not involved. A preferred alternative is to provide support for everyone and include them to participate in mentoring and development opportunities.
[bookmark: _Toc95814051]2.4.2. Engagement with Community 
When using the Barrier Model (Matthies et al., 2011), the organisation only focuses on reducing challenges and eliminating obstacles. An active approach needs to be undertaken to successfully run the business in a tight labour market (Taylor, 2019) and effectively attract a diverse pool of candidates. Recruitment strategies at Gwent Police (2021) emphasise predictable long-term trends that positively impact resourcing activity (Taylor, 2019). There are several strategies to engage diverse candidates from under-represented communities. To promote employment opportunities, according to its long-term strategies, Gwent Police (2021) engages with schools and colleges, with The Heddlu Bach or Mini Police programmes (OPPC and Gent, 2020). To widen its Diversity and Inclusion, Gwent Police is launching those programmes in a Special Educational Needs School or even Mosques.
An example of a long term strategy to attract potential candidates are awareness sessions on opportunities and recruitment within Gwent Police in areas with a high proportion of different ethnic origin (Wyatt-Nichol & Antwi-Boasiako, 2012; Kakuske, 2015). Gwent Police partnering with local community groups and organisations. For example, Gwent Diversity and Inclusion Team attended a Gypsy Roma Traveller History Month event 'to celebrate the positive contribution of this culture on the community' (Gwent Police, 2019). By participating in and supporting such events, Gwent Police raises awareness among its employees and the broader public (OPCC and Gwent (2020). Gwent Police (2019) posted the information about this event on their Facebook page. Under the post, there were negative comments from the public that their tax money is being wasted and this effort and money should be invested to tackle the crime, not socialising with this community group. Representation of BAME individuals in Gwent Police alone, cannot fix significant social issues regarding racism. That means it is not just the organisational or employees' effort is all nations need to change to build community cohesion (Gwent Police, 2020). 
[bookmark: _Toc95814052]2.4.3 Data Collection. 
Workforce data on diversity is essential for evidence-based decision-making. To better understand the workforce's diversity, the data on protected characteristics needs to be improved at Gwent Police (2019). Not inadequate information regarding diversity prevents the organisation from providing support to the underrepresented workforce. Many police constables are reluctant to disclose sensitive information such as disability, neurodiversity or sexual orientation. They are concerned, that disclosure of personal data prevent them from being employed or could affect their career progression. Therefore, CIPD (2019) and the College of Policing (2021) recommended that organisations should encourage employees to disclose their data and communicate the purpose and value of collecting it. This way, employees can see how disclosing the data can benefit them. Inspiration can be taken from police constables who have shared their stories and adjustments needs with the Force and are fully supported.
[bookmark: _Toc95814053]2.4.4. Selection process – Fit versus diversity. 
With the increased costs of hiring, potential employees and employers must be a good fit. CIPD (2019, p 30) distinguished four types of employee fit: Person–organisation (Culture fit), Person–job, Complementary, Supplementary. Windley (2021) and CIPD (2019, p. 31) indicated that individuals tend to align with others similar to themselves or someone they know, unconsciously creating an affinity bias. Person-Organisation fit is essential for the culture but can undermine diversity. CIPD (2019, p 32) suggested that organisations that thrive in today's challenging environment need to recruit individuals who bring something different to the business. Therefore, the complementary fit is the best approach for diversity, as candidates bring new viewpoints and unique skills to the role and organisation. Additionally, the same research suggested that 'fit' should concentrate on applicants values. Gwent Police (2020) recruits not only based on candidates' skills and ability but also on their values. In this way, the candidate is aligned to a set of organisational values, instead of employed based on subjective and biased opinion, on what sort of individual suits a team or job position.
[bookmark: _Toc95814054]2.4.5.Retention Strategy. 
Law enforcement organisations are in the difficult to recruit groups. Therefore, Davies (CIPD, 2021, p 6) urged employers from those organisations to emphasise retaining the existing workforce. As mentioned in earlier paragraphs is beneficial to collect an efficient database. Not only to provide adequate support for applicants and employees. This data also enables an understanding of why employees with protected characteristics leave an organisation  (Taylor, 2019). To capture workforce morale and contentment, feedback and appraisals are used quarterly. Gwent Police ensure that superintendents respond to the feedback from constables surveys and make changes to demonstrate that they listen and act accordingly. For example, after female officers shared their concerns regarding sexual harassment and assaults at the workplace, Gwent Police (MC’Adams, 2021) made progress in combating these abusive attitudes. There is ‘zero tolerance’ for male constables who expose any sexist, misogynistic or racist behaviour. 
[bookmark: _Toc95814055]3.0 Conclusion.
The data presented in this report shows that the Gwent police strive to diversify its workforce, and there are many strategic plans in place. Human Resources with Diversity & Inclusion have ensured that campaigns are bespoke to BAME communities. For example, advance notice of recruitment campaigns and a positive action scheme to support applicants. The recruitment team Provide feedback to unsuccessful candidates and support any future applications they make.
Additionally, Gwent Police engage with schools and colleges to promote future employment opportunities. The organisation engage with communities on all levels ensuring legitimacy with the public. Legitimacy includes supporting victims of hate crimes. Despite such an effort from Human Resources, Gwent Police remains dominated by white male officers, and there is still a disappointingly low number of minorities entering police forces. 
Through the research has been identified, that emphasis on diversity unconsciously builds the negative perception of the majority towards recial groups. Misunderstanding of positive action activities could be seen as positive discrimination, which results in resistance and objections from excluded individuals. This emphasis on diversity unconsciously builds the negative perception 
Adequate workforce data is very important for evidence-based decision-making. With a high quality of data, the Gwent Police can make reasonable adjustments to support individuals performing better. However, Gwent Police diversity data is not efficient, especially regarding sexual orientation, disability or neurodiversity. 
After a critical analysis, Gwent Police need to conduct changes to their talent management strategies around diversity. The researcher provides a range of recommendations that should be considered achievable for successful diversity initiatives. 
[bookmark: _Toc95814056]4.0 Recommendations.
The following paragraphs include recommendations that could help Gwent Police to fix the problem and attract and retain a diverse workforce.
Recommendation 1. Diversity training.
[bookmark: _Hlk94613227]It has been mentioned in the report that Gwent Police uses traditional diversity training to decrease unconscious bias and discrimination at the workplace. However, this training was criticised, and the effectiveness was dubious. CIPD (2019) suggested that organisations should focus their Learning and Development interventions on perspective-taking, rather than on definitions and legal aspects. The perspective-taking approach involves individuals recognising and reflecting on other individuals feelings when they are facing prejudice or disadvantages at work. When individuals are asked to imagine how to ‘walk in someone else’s shoes’, they could better understand their viewpoints and understand emotions. Neverdeless, CIPD (2019) noticed a disadvantage; this method could be too resource-intensive to provide for all employees. 
A similar approach is used through ‘sharing stories and hearing first-hand experiences’ (CIPD, 2019). Stories feel more realistic than statistics or definitions. This approach help to raise understanding of diversity and builds inclusive leadership culture through engaging people. 
Another solution recommended by the College of Policing (2019) is connecting groups. In this method, Staff Support Associations would be expected to work closely together to address and tackle discrimination on different interrelated levels. For example, the Association of Muslim Police works with the LGBT Association to tackle Islamophobia within the LGBT community and tackle homophobia within the Muslim community.
Recommendation 2 – Positive Action.
As has been noticed in the report, positive action efforts and supporting individuals with protected characteristics bring negative results. To prevent the organisation from being accused of positive discrimination, CIPD (2019)  suggested that the rationale behind positive action should be justified, and the reason for additional support or adjustment for diverse candidates explained to all employees. Sharing stories enables diverse individuals to explain what they need, why they need it and how this support make a difference (College of policing, 2021). That illustrates that the extra support is not a privilege but help to work more productively. 
Moreover, CIPD (2019) recommends making positive action open to all candidates or employees and then promoting it more assiduously among minority and disadvantaged groups. Collage of policing (2021) agrees if there is any adjustment need it, support should be offered to everybody. This way, no one would feel singled out or excluded.
Recommendation 3. Tools for Getting Managers on Board.
The management plays an essential role in supporting employees with diverse backgrounds.  Dobbin's and Kalev's (2016) research suggests that superintenders participate when invited because the message is positive and involvement is voluntary. College of Policing (2021) encourages developing a model for 'listening groups' to expose superintenders to individuals from different groups.That enable the leadership to engage with employees who have protected characteristics and learn about barriers they face at work. 
Those approaches aim to change individuals' attitudes to difference. For example, most people assume that individuals with disabilities or neurodiversity cannot do certain things. To avoid this, instead of focusing on their limitations, they should concentrate on what those individuals could do. 
Recommendation 4. Reverse Mentoring. 
Mentoring is another way to engage managers and support them in reducing their biases. As has been notified in the report, Gwent Police has already developed an excellent mentoring scheme. Nevertheless, CIPD (2019, p. 37) suggested that reverse mentoring is more effective, because involves junior colleagues sharing their knowledge, skills and experiences with senior colleagues. Many organisations have seen many benefits from reverse mentoring and this method becoming more popular.  For instance, in the UK's Cabinet Office (Clutterbuck, 2012), junior minority ethnic representatives support members of the top executives, to become aware of diversity issues. Diverse mentoring would benefit the Gwent Police, where younger constables support older colleagues with learning digital skills. Cronin (2019) agreed, this mentoring relationship is beneficial to everyone involved, as the younger employee also benefit and learn a lot. 
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