[bookmark: _GoBack]Understanding Resourcing and Talent Planning

Assessment
Tara Jeffreys

June 2020









Question 1
Key Contemporary trends in the UK labour market and Australia

When reviewing the two countries there are some very similar trends in the labour market and some very different results. In light of the Covid 19 pandemic we cannot be sure what will happen to either countries labour markets as we work through these unprecedented times, therefore we can only work on the most recent data available from pre covid19.   The current employment levels in the UK are 76.6% (ONS 2020) versus Australia at 62.6% (trading economics, 2019).  Both the UK and Australian economy is driven by the service sector.  Australia has large reserves of natural resources, where the UK relies on importing.  The result of Brexit will determine the market for the UK, Australia has an open market and several free trade agreements. (trading economics,2019)

The levels of unemployment in both countries are very similar, both countries have seen a continuous decline over the last 6 years to 4% in the UK versus Australia at a current unemployment level of 5.20%. The reduction in levels of unemployment in both countries is heavily driven by the increase in flexible working arrangements, resulting in an increase in females in employment. The Australian Government introduced the Fair Work Act 2019 to help with flexible working in the country, to allow more access to the labour market for females and older generations (WGEA, 2020) Both countries have also seen an increase in the last 6 years of older generation remaining in work past the age of 65, this is driven by the lack of statutory retirement age in both countries.  14.6% of Australians over the age of 65 still remain in work versus 11% in the UK.  There are many reasons the over 65’s remain in work, this can be to top up their pension fund or for the social aspect (The Guardian, 2019)

Despite the increase in females in the labour market there is still a concern in the gender pay gap, in Australia the gender pay gap for full time employees is currently 13.9% favouring men (Cuddihy, 2020) versus the UK 8.9%(ONS, 2019).  Despite the Australian Government introducing measures to support flexible working through the Fair Work Act 2014 research shows there is a “lack of work place flexibility in Australia, especially in senior roles” (etax.com, 2019)

In addition to the gender pay gap, the wage gap is something that both countries are working to reduce, to tackle inequalities the UK government have introduced a National Living Wage of 9.30 and 10.75 for London, also they have introduced a National Minimum Wage of 8.72, however the trade union USDAW is campaigning to remove age related wage differentials (M Simms, B Hopkins 2019).  The average weekly wage in Australia is $1,100.

There is a significant difference in both countries when you review public sector versus private sector employment, in the UK 16.5% of people in paid work are employed in the public sector, this has been driven by the increase in the NHS (ONS,2020), in contrast to this In Australia only 6% of people in paid work are employed in the public sector (aph.gov, 2018).  The difference in the two countries could be driven by the pay structure differentials.  In the UK the average employee in the public sector earns 1% less than those employed in the private sector, this has been the case since the introduction of public sector pay freeze in 2011(ONS, 2017)   In Australia the average employee in the public sector earns 5.1% more than those employed in the private sector( Mahuteau et al, 2017).




Question 2
The aspects of workforce planning
· Key Principles of Workforce Panning

Although workforce planning has been around for many years, even dating back to the Chinese ,in the building of the Great wall of China, perhaps the earliest workforce planners (Fischer, 2020)
The idea of workforce planning can have the potential to create fear for many mangers and leaders, when in reality workforce planning does not have to be a complicated process and is fundamental to business planning and strategy and can help the organisation with an everchanging environment.  “workforce planning is a process of analysing the current workforce, determining future workforce needs, identifying the gap between the present and the future and implementing solutions so that an organisation can accomplish its mission, goals and strategic plan” (CIPD, 2019) although this sounds a very complicated process in real terms it is simply about having the right people, in the right place at the right time, to deliver business objectives.  In day to day activities managers will conduct workforce planning, without even realising that is what they are doing, for example completion of a weekly staffing schedule, this is a form of “hard “ workforce planning, to ensure the right people are in the right place at the right time, to deliver the task required that day/week.

Workforce planning can be classed as “Hard” or “Soft”. Hard workforce planning can be used for short term workforce planning such as scheduling and there are several systems available  in organisations to help with hard workforce planning.
“Soft” workforce planning is more long term and more strategic planning and uses strategic HRM (Human Resource Management). (CIPD, 2019). Strategic HRM can be defined as “the undertaking of all those activities affecting the behaviour of individuals in their efforts to formulate and implement the strategic needs of business” (Schuler, 1992)
Soft workforce planning is about looking at long term needs and links to building capability, talent planning, behaviours and performance.
There are stages to be followed in effective workforce planning, these are 
· Understand the organisation and the operating environment - this is the current situation, structure and technology
· Analysis of the workforce – the knowledge, skills and talent profile, any potential turnover and the psychological contracts
· Determine future workforce needs – business plan any outside influences and the possible introduction of technology or artificial intelligence
· Identify gaps – look at succession planning  and talent planning to bridge gaps from current requirements to future needs
· Develop action plan – a clear plan to address gaps and ensure key stakeholders know what they need to do and when
· Monitor and evaluate action plans – ensure that there is a clear review process in place to keep up with changes and to ensure the plan is working and relevant (CIPD, 2019)


Workforce planning will only work with key stakeholder ‘buy in” workforce planning is not the sole responsibility of HR, for it to be effective general consensus must be achieved, clear roles and responsibilities must be allocated and understood, HR must provide manager support and the process must be reviewed and ensure to capture learnings. (CIPD, 2019)


· Tools used in workforce planning
Taylor states there are four stages that must be followed to develop a workforce plan, this will help to structure your plan
· Forecasting the future demand for skills
· Forecasting what skills, you will have for the future
· Identifying the gaps between supply and demand
· Make a plan to fill the gaps (Taylor, 2019)
There are other tools that can be used in workforce planning, PSTLE analysis, SWOT analysis and Porters 5 Forces, these tools help you structure the collection of data for analysis.  To review the data for your organisation you could use a SWOT analysis, Strengths, Weaknesses, Opportunities and Threats, the strengths and weaknesses focus on the internal factors  such as things within the company control that are positive or things that prevent the company reaching their goals.  Opportunities and threats focus on external factors.  To review the external factors the use of PESTLE analysis would structure this data.  (CIPD,2019)
Porter’s 5 forces focus on the competitor impact that influences an  organisation’s strategy. (Porter, 1979).

· How to develop a basic people plan, including succession planning
A people plan is a plan to align the operational objectives to the resources require.  A good people plan needs to relate to the business strategy.  A good people plan should not use jargon to ensure it is accessible for all and not just HR.(Personnel today, 2008)A good  people plan  must be inclusive to ensure ownership by leaders and line mangers.  The plan should review problems that are affecting the business, this will include re deployment of resources, building capability, performance improvement, recruitment requirements, and training needs. The plan should clearly detail what needs to be done, by when and by whom to enable the organisation to deliver its objectives and ensure they have the right people in the right place at the right time, with the right skills and attributes. “HR does need a strategy but not for itself alone, more to ensure the key people issues that impact the business are being addressed” (personnel today, 2008)

Succession planning is a key part of the people plan as this looks at the future demand for resource and skills.  According to Taylor successions planning is “A group of activities aiming to ensure at any time an organisation has sufficient numbers of people with the ability, knowledge, personal attributes and experience necessary to step in to roles when they become vacant” (Taylor 2016)
There are 2 approaches to succession planning there is the traditional approach and the contemporary approach.  The traditional approach is traditionally used in larger organisations, in a stable and predictable environment, this is very much led from the top down, where managers select candidates for development.  This approach will provide consistency with leadership styles, however the danger for this approach is that it can lead to an elitist culture, can appear cloak and dagger and potentially create a  favouritism “if the face fits culture”.  The contemporary approach is a less secretive approach, it creates an inclusive culture, is led by using a selection technique, this approach is very much led by line managers and creates a larger pool of talent as this process is open to all. (Taylor, 2016)





Question 3 
Attracting and Retaining Talent
Attracting talented people
An organisation should find the balance between bringing in ‘fresh blood’ and developing internal talent.  The CIPD recommends a split of 80/20 between internal and external candidates.(CIPD ,2012a)
When considering how an organisation can best attract and retain people there are things that need to be considered, firstly you need to be aware of the current labour market, then you must be aware of competitors, we must know the strengths and weaknesses of competitors deals.  When looking at competitors this may not necessarily be the same type of company.  The organisation must differentiate the company from its competitors, this comprises of 3 main activities, competitor analysis, organisation positioning and employer branding (Talyo,2016)

Competitor analysis
When completing a competitor analysis an organisation should not only look at its own specific field, i.e. competition for unskilled workers (personnel today2008)

Organisation Positioning
When looking at positioning the are two factors that effective an organisations position these are Reward and Culture.  This can place an organisation in to an employer category from one of the following four

Employer of Cash – this is where the employee is paid well, however is treated harshly
Employer of Values – this is where the employee may not be paid as favourable ,however is treated well
Employer of churn – this is where the employees are not paid very well and also treated harshly, this can be the case if you are in a loose labour market and replacement colleagues are easy to fond
Employer of choice – where the employee is paid well and treated well.

The ideal position to be in when wanting at attract and retain good people is to be an employer of choice, when in a tight labour market you would want to be an employer of choice. Being an employer of choice guarantees quality employees will be attracted to your organisation.

Employer branding
The CIPD definition of employer branding 
“a set of attributes and qualities often intangible, that make an organisation distinctive, promises a particular kind of employment experience, and appeals to those people who will thrive and perform best in its culture.  It is based on the principles of product branding and advertising developed in marketing” (Walker, 2007)
The employer branding will help attract the right people to your organisation, however to ensure you retain the people, you must ensure that the branding is a true reflection of the reality of working for your organisation.  The pitfalls to employer branding should it not be an honest picture of reality working for your organisation, is a high turnover of new starters, disappointed new starters, current employees will become negative and cynical and ultimately it will damage the reputation of the organisation.  To get an honest employer brand you should start by taking a survey from existing employees on how they feel about working for the company “the pros and cons of working here”

When you have a true picture of reality of working for the organisation to attract people you should consider what framework you will use for branding.  There are 5 options of frameworks for branding (Lievens et al, 2007)
1. Sincerity - this is about honesty, friendliness and integrity
2. Excitement –  freedom to think no day the same , trendy and innovative
3. Competence –  proven success
4. Sophistication – based on being prestigious
5. Ruggedness – tough and masculine

When you know which framework to follow depending on the competitor analysis and positioning information, you then need to develop a slogan or set of values to deliver a key message  to potential employees of what the organisation  is all about.

Retaining talented people
When you are successful at attracting talented people to your organisation you must then consider how to retain the talent, the cost of turnover is expensive  to businesses and can cause brand damage through disgruntled colleagues leaving negative feedback on their employment experience, social media can be used as a platform to air such potential brand damaging comments. 
You must consider what steps you must take to ensure you continue to retain the best talent in the business. Some turnover is good for the business, such as poor performers leaving, this is known as functional turnover.  The area of  focus  is the negative turnover known as dysfunctional turnover, within HR we must review and monitor this turnover, what is causing talented employees to leave?
Turnover can be the result of poor recruitment and selection process or the result of poor induction training, affecting the whole employment experience,
There are several approaches to retaining talent for example engagement, reward and recognition, talent management, flexible working and effective line management.
· Engagement, although there is no clear definition of what colleague engagement looks like, according to the CIPD this is where both employer and employee have mutual gains in the employment relationship. (CIPD 2016)  One of the factors in why  employees leave is due to poor relationships with their line manager, opposite to this engaged colleagues are more likely to go above and beyond and this can link to higher performance.  One way to measure colleague engagement is via a colleague survey, to allow companies to build a plan to improve engagement
· Reward and recognition, this is a factor in employee’s decisions  to leave, busineses must ensure a fair and consistent approach to reward and recognition, a fair and transparent appraisal process and clear criteria for performance indicators in relation to performance related pay.
· Flexible working, where possible the organisation should try and allow colleagues to work flexibly when required and support a healthy  work life balance 
· Effective line management, organisations must support managers to look at colleague well-being and raise awareness on issues such as work-related stress
· Talent Management, organisations should adopt a contemporary approach to talent management, a fair opportunity for all to develop, a clear set of measures for development this removes an ‘elitist’ or ‘boys club’ culture






Question 4
Input at Managers Meeting

Key Aspects of good practice in relations to developing job descriptions, person specifications and competency framework

Job descriptions, person specifications and competency frameworks can be used to ensure the potential employee is clear on what the job entails, this can help a candidate prepare for the role or on the flip side can help a candidate deselect themselves from the recruitment process.

Job descriptions should be used to demonstrate the tasks that will make up the job, this should be devised from asking colleagues in the role what they are responsible for, a job description should follow the following format 
Tasks that make up the job
The area of responsibility
The performance criteria
The formal title of the job
The salary or grade of the job
The main location of the job
The Line manager details
The list of direct reports

Persons specifications should be used to cover the personal skills and should be listed as either desirable or essential, this should include
Experience required
Qualifications required
Education requirement
Personal attributes

Competency framework
This should link to the company values and culture and underpins transferable skills and behaviours required for the role.

Methods of recruitment and selection
Although often clubbed together recruitment and selection are two separate processes, recruitment is about advertising the position and selection is about choosing the best candidate for the role.
Recruitment – there are several options when it comes to recruitment, both internal and external  you can chose from the following internal methods, staff notice boards intranet, word of mouth, and the following external methods, colleagues recommending the company to friends and families, printed advertisements, newspapers trade magazines, online through sites such as indeed or  LinkedIn, radio advertising, job centres, recruitment agencies, or educational liaison, career fairs, 
Selection – there are various methods of selection that can be used to select the best candidates for the vacancy.  Below is details on each method and pros and cons for each
Telephone interview – this is commonly used for first stage interviews or when the candidate cannot attend, this process has become more popular especially during the current situation with the covid 19 pandemic, minimising the amount of contact and adhering to social distancing, in my experience the cons of this method is it is very hard to read non-verbal communication and it makes it difficult to put the candidate at ease.
One to One interview – Usually conducted by the HR team or line manager for the vacancy, this can provide a narrow view on the candidate as only relying on one person’s view point
Panel interview – where more than one representative attends from the organisation, can help with a collaborative selection as more than one view is taken in to consideration
Group interview – where more than one candidate will be interviewed by a team or recruiters.  This method is useful where there are a large number of candidates for the role,  there is no set structure for this and if there is no set structure for the interview this can result in different questions being asked and not deliver a consistent approach to selection.
Ability and personality tests – there are different type of tests available such as IQ tests, literacy and numeracy tests, skills tests, according to the CIPD 2015 resourcing and talent management survey these tests are used by around half of the UKs larger employers, the tests are used in conjunction with other recruitment methods to gather more information for the selection process (CIPD, 2015)
Work samples – this is used to ask the candidate to undertake some element of the role they are applying for, this helps the candidate have a feel for reality of the work required, these can also be used if there is a skilled vacancy for example in a butcher, the work sample can assess the level of competence for the skilled role.
Assessment centres – this method is perhaps the most sophisticated method of selection activities (Taylor, 2016)
The assessment centre combines a number of selection activities to gain a more rounded view of the candidate suitability for the role.  The assessment centre should include a combination from the following activities, presentation, group exercise, work sample, role play, interview personality/IQ test.  A number of assessors will evaluate the candidate and provide a more rounded view, the downside to this is it can only be used where there is a large number of candidates to select from.



Good Practice in relation to dismissal, redundancy and retirement
Dismissal – dismissal is the involuntary colleague turnover(Taylor 2016) there are two categories for dismissal, conduct and capability, conduct refers to a beach of the company rules minor (conduct) major breach (gross misconduct) An organisation must ensure that they follow a fair process and have a valid reason for dismissal,  ACAS guidelines should be followed.
Redundancy – this is also a form of dismissal used when the job role that person does is no longer available, i.e. company restructure, in summary, a redundancy only occurs where there has been, or is going to be, a closure of the business, a closure of the workplace or a diminution in the need for employees doing work of a certain kind (Taylor, 2016) when considering redundancy companies must follow the guidelines set out in the ACAS code of conduct.
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