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Learning Objective 1 – Know how to undertake core talent planning activities

1.1 Key contemporary trends in the UK and Spanish labour markets

This section describes the key trends in the UK and Spanish labour markets and is aimed to inform a young employee considering emigration to Spain. I have opted to use Spain as a comparator due to the impact of the pandemic on tourism in the country and the effect of this on the labour market.

Labour Market Statistics published by the Office of National Statistics in March 2022, indicate that the UK labour market is continuing to recover post-pandemic (Powell et al, 2022).

Key trends in the UK market during the quarter November 2021 to January 2022 include:
· 75.6% employment rate, an increase on the previous quarter largely driven by full-time employees.
· 3.9% unemployment rate, a decrease on the previous quarter.
· 21.3% economic inactivity rate, an increase on the previous quarter largely driven by those in the 50-64 age group.
(ONS, 2022)

In comparison to the UKs relatively low unemployment rate (Powell, 2022), Spain has one of the highest unemployment rates across Europe (Spain Life, 2021), with an 
unemployment rate of 13.3% in December 2021 (INE, 2022). 

In December 2021, the employment rate in Spain for those in the age group 15-24 was 21.2%, compared to 54% in the UK. Interestingly, the employment rate for those in the age group 25-64 were comparable at 76.8% and 77.9% respectively (OECD, 2022a). The economic recession and subsequent impact from the global pandemic exacerbated situation for youth employment, particularly in terms of the devastating impact on the tourism industry (McMurtry, 2021). 

In 2020, temporary employment rates were also much higher in Spain (24.1%) than in the UK (5.3%) (OECD, 2022b); again, tourism and seasonality impact negatively on the labour market due to the temporary nature of jobs (Caixa Bank, 2016).

Recent data is showing a reduction in the number of younger people who are economically inactive (ONS, 2022); the economic inactivity rate for those in the 15-24 age group was 2.154% as at January 2022. 

In 2021 in the UK, 13.6% of those in the 15 – 29 age group were not in employment, education or training (NEET), compared to 26.4% in Spain (OECD, 2022c). In fact, within the European Union, Spain has the second highest percentage of young people who are NEET (Menarguez and Silio, 2021).

Based on the assessment above, Spain has a ‘slack’ labour market for younger people than the UK. That is labour supply is high and outstrips demand (CIPD, 2021a, p5).

1.2	Principles and tools of Workforce Planning

Workforce planning is about organisations ensuring that they have the ‘right people, with the right skills, in the right places at the right time’ (Wilkinson and Taylor, 2016, p51). To do this, an organisation must assess the skill mix and numbers of people they need at a point in the future to achieve their organisational goals (the ‘demand’), map this against their current workforce (the ‘supply’) and develop a plan to bridge the gap (CIPD, 2021b, p1).

The CIPD (2018, p6) summarise the steps involved in the workforce planning process in the diagram below.
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Workforce planning is inextricably linked to organisational goals and strategy (CIPD, 2021b, p4). In the NHS, for example, the long-term future vision of service delivery is one of a ‘whole system approach’ focusing on health and wellbeing and prevention (Welsh Government, 2021, p3). Health Improvement and Education Wales (HEIW) consider the NHS workforce to be a key driver and enabler for the delivery of a future integrated healthcare system (HEIW, n.d.).

Whilst generally a HR function, there must be an organisational approach to workforce planning and workforce planners must work with services to ensure that all business needs are understood (Robinson and Hirsh, 2008, p5).

When developing plans for a future workforce, organisations will need to consider the labour market and potential sources of labour. Robinson and Hirsh (2008, p25) suggest that organisations need to look at current labour market supply by workforce group as this may impact on supply. For example, office staff may be sourced from the local labour market, professionals and senior managers from a regional or national labour market. This is certainly true when considering staffing groups in the NHS. Whilst lower skilled healthcare staff generally come from the local labour market, doctors are often sourced from the national, or even international labour market (Elliott et al, 2003, p22). 
	
There are several different tools and techniques that organisations can use to assist the development of their workforce plans. Sombi (2022) highlights several tools in his article:
· Strategic Workforce Planning Map – this approach maps demand and supply throughout the organisation starting at the executive level and working down to ensure that relationships and functions are understood vertically and horizontally.
· The 9-box grid is an assessment tools that considers workforce planning through a performance lens, identifying individuals with talent and the potential for succession.HR dashboards presenting workforce key indicators can be used to improve recruitment, support management and boost performance.
· Scenario planning involves organisations making assumptions about the future and thinking creatively to come up with solutions. This is generally very much how the NHS is operating currently as it seeks to create new roles for the future as the challenges in the clinical labour market are very likely to continue. 

1.3	People and Succession Plans

Once an organisation has identified their future workforce needs, they will need to identify some key strategic actions to address the gaps (Wilkinson and Taylor, 2016, p59), looking at both internal and external supply. Succession planning is concerned with developing talent pools within the organisation to ensure a supply of staff who can fill vacancies as they arise.

Hirsh (2000, p.xi) suggests that the succession planning must be aligned with the strategic aspirations and goals of the organisation. Hirsh also determines that organisations must identify business critical roles and which employees will form part of their succession plan (p11). People plans are often produced by organisations that include detail on the role and help to map potential successors, particularly in terms of planning for retirement or resignations. 

So how can organisations identify potential successors? The CIPD (2020, p4) suggest there are two approaches
· Informal – through discussions with managers
· Formal – through the performance review process and competencies

Wilkinson and Taylor (2016, p59) suggest that the appraisal process is a key enabler to succession planning as plans can be developed with individuals that will support their development needs in line with their own aspirations.

Succession planning consists of a number of formal and informal learning and development opportunities along with experience (CIPD, 2020, p4). One formal route an organisation might wish to take is a management development programme, whereby individuals are exposed to opportunities to develop their skills, experience and knowledge in readiness for becoming senior managers of the future (CIPD, 2021c, p3). Other development opportunities might include coaching and mentoring, on the job training, shadowing and project work (Wilkinson and Taylor, 2016, p60).

An organisation may wish to adopt a competency-based succession planning approach to develop skills and knowledge – this approach can help organisations to identify individuals who perhaps are a good fit in terms of the organisational culture and possess the personality and leadership skills critical to success (Avilar, 2021).

Organisations can monitor the effectiveness of their succession planning through metrics that are aligned to organisational goals. These might include turnover, retention, vacancies filled within and from outside the organisation and the cost of recruitment. Employee engagement mechanisms can be used to understand employee satisfaction and morale (Rothman, n.d.).

Learning Objective 2 - Attracting and retaining talent

2.1	Strengths and weaknesses of difference approaches to attracting talent to the organisation

To attract the right people, organisations must develop a strategy that sets them apart from their competition (Wilkinson and Taylor, 2016, p60). Organisations must decide on how they will position themselves within the labour market. Higgs (2004) suggests four approaches to positioning based on rewards and culture:
· Employer of cash – pays well but treats employees badly; for example, back in 2017, Lidl came under fire for their treatment of staff, despite their ‘leading market salary’ (Rodionova, 2017).
· Employer of values – unable to afford to pay well but treats employees well. Charities tend to be these such employers.
· Employer of churn – doesn’t pay well and treats employees harshly, the result being high turnover. Organisations of this type tend to employ lower skilled staff that can easily be replaced; for example, Amazon (Scammell, 2021).
· Employer of choice – pays well and treats employees well. In a tight labour market, this is the optimal approach for attracting and retaining talent. These employers tend to feature in the top best companies to work for listings.

Keller (2017) suggests that for organisations to set themselves apart from their competitors, they must have an ‘employee value proposition’ which clearly states what employees will get in turn for what they give i.e., experience, effort and ideas will be rewarded through experience and pay.  

Another means of organisations distinguishing themselves from their competitors is through organisational branding. CIPD (2021d, pp1-2) describe employer branding as how an organisation markets itself to future and current workforce including its culture, values and workforce strategy.
	
Lievens et al (2007) describe five brand ‘personalities’:
· Sincere – honest and welcoming
· Exciting – modern, brave and pioneering
· Competent – trustworthy and successful
· Sophisticated – admired and respected
· Rugged – strong and masculine

Whatever its approach, the key to developing their branding is through slogans and statements and to market these repeatedly (Wilkinson and Taylor, 2016, p62). Recent examples of good employer branding include Google, due to their approach to proactively allowing staff to share and progress ideas (HR Line up, 2022) and Heineken, who focus on employee stories to attract future candidates (TMP Worldwide, 2019).

Organisations may also wish to consider their candidate attraction strategy as part of their recruitment process (Whitford, n.d.). Where jobs are advertised, poor employee reviews, a long application process and the organisation’s website can all impact on an organisation’s ability to attract talent (Smith, 2021).

2.2	Strengths and weaknesses of difference approaches to retaining talent

Along with attracting talent, retaining talent is key for organisations. The cost of poor retention is high; the costs of turnover can be both tangible – for example, in terms of advertising, backfilling and training – and intangible, in terms of reduced productivity, reputation and loss of investment into training and development (Wilkinson and Taylor, 2016, p70).
	
Understanding the reasons why staff leave their job is crucial to an organisation’s retention strategy. This can be achieved through tools such as exit interviews or staff surveys (Peeps HR, 2020).

The CIPD (2021e) proposes a number of retention strategies that organisations should consider, alongside financial reward:
· Offering opportunities for flexible working. In their research, Acas (2017) found that employees who worked flexibly generally were prepared to go above and beyond for their managers and had higher levels of job satisfaction and organisational commitment than those not working under these terms. However, their research highlights the importance of consistency in application of flexible working policies to avoid perceptions of unfairness, ultimately impacting on staff morale. 
· Supporting employee well-being and ensuring that managers have the tools to manage stress and attendance. Whilst well-being programmes can support employees mental and emotional health and lead to higher levels of productivity and attitude, the cost of implementing programmes can be unaffordable for some smaller organisations (Kokemuller, n.d). 
· Facilitate development and advancement through the organisation. Career development schemes can help organisations reduce turnover and retain valued employees as job satisfaction increases (Burt, 2018). However, career development schemes will incur training costs and indirect costs of loss of productivity and therefore may not be an option particularly for smaller organisations (Kin, 2020).
· Engage with employees and ensure employee voice. Seeking and acting on feedback though staff engagement via surveys or stay interviews before they consider leaving can enhance job satisfaction and prevent turnover (Simplicity HR, 2020). The CIPD (2021f) suggest that increased job satisfaction positively impacts on loyalty and lead to increased discretionary effort. On the flip side, highly engaged employees are at risk of burnout and decreased health and well-being as they fail to take time out (Garrad and Chamorro-Premuzic, 2016).

Employee retention strategies have never been as important as they are now, following the global pandemic, resulting in a tight labour market and a threat of the ‘great resignation’ (Burke, 2022).



Learning Objective 3 - Organisational resourcing activities	

3.1	Key aspects of good practice in relation to the development of job descriptions, person specifications and competency frameworks

The CIPD (2021g, p1) define recruitment and resourcing as an end-to-end process which includes role definition, job analysis, development of a job description, candidate attraction, selection and appointment.

Prior to developing a job description, managers need to undertake a job analysis to ensure that the outputs, the required tasks and the skills that are required are captured and understood (CIPD, 2021h, p5).

The purpose of the job description is to set out the detailed duties, objectives and responsibilities of the role for potential candidates. It is also used to manage the on-going employment relationship i.e., setting objectives, managing performance and contractual disputes (CIPD, 2021g, p3).

NHS Employers (2020) suggest that successful job descriptions should:
· Have a job title that reflects the nature and duties of the job.
· Explain what the service needs, not what you are looking for.
· Includes the main purpose of the job.
· Includes clear, succinct and factual main tasks and responsibilities.
· Avoids bias and discriminatory language.
· Include an organisational structure chart. 

Disruptive HR Club (n.d) suggest that organisations may also want include their ‘unique selling point’ in their job descriptions. For example, flexible working opportunities, open culture, or wellbeing strategy.

Typically, job descriptions include a person specification which sets out the criteria for the role which are used to inform the shortlisting process. (Reed, n.d.). Unlike the job description, the person specification outlines the type of person that you are looking for and should as a minimum include:

· Qualifications required
· Type and level of experience wanted
· Abilities and skills expected e.g., organisation, communication skills
· Aptitude and attitude characteristics that will assist their ability to perform in the role
· Any other information that supports evidence of achievement e.g., volunteering
(Hannington, 2021)

Competency frameworks can be used as an alternative to or in addition to job analysis. Competency frameworks describe the competencies required by a postholder; however, these competencies must be measurable (CIPD, 2021i, p3).

Competencies can be defined as:
· Core – those that support the values and aims of the organisation and generally feature in all jobs.
· Common – feature in staff groups such as management, nursing etc
· Technical or job specific – feature in job groups, such as estates roles
· Leadership – often used to support talent and succession planning
(CIPD, 2021i, p4)

3.2	Evaluation of different methods of recruitment and selection

To maximise exposure to a wide and diverse audience, Acas (2021a) advise that a job should be advertised via at least two different routes. Wilkinson and Taylor (2016, p64) suggest that the method selected will depend on the type of job and that candidates may come from staff within their own organisation, or those in the external labour market. The BBC (2022) suggest a number of mechanisms for filling vacancies:
· Internally - recruitment can be quick and the organisation will benefit from knowing the individual and from their understanding of the business. However, this can restrict the talent pool and remove the opportunity to bring in fresh talent.
· External market – using online job sites, newspapers, job centres etc. Whilst this can significantly increase the talent pool, it can be timely, costly and result in permanent staff moving on (Capelli, 2019). Capelli also suggests that recruiting externally can negatively impact on culture. 
· Recruitment agencies – this approach can enable the organisation to trial a potential candidate; however, most agencies charge a fee and going through an agency can lower staff morale for existing staff and, where agency staff are paid less than substantive staff, can cause resentment (Webb, n.d.).

Whatever recruitment route an organisation decides to take, there will generally be a selection process to identify the best candidate for the job (Wilkinson and Taylor, 2016, p65).

Interviews are used commonly as part of the selection process (CIPD, 2021). Interviews can help the employer appraise the candidates experience and capabilities as well as selling the organisation to the candidate. Pavlou (n.d.) suggests that interviews can be discriminatory when unconscious bias is present and that employers should take action to ensure this is eliminated.

Employers may wish to use either personality or ability testing as part of their selection process (Wilkinson and Taylor, 2016, p66). Bateson et al (2013) suggest that tests are a good indicator of future performance and should be the first step in the selection process, even before interview. Psychometric testing could result in the candidate feeling anxious and, in any case, may not always be accurate (Reality HR, 2022).

Assessment centres consist of several tasks that all candidates are required to complete, organised in such as way to ensure fairness and equity for all (CIPD, 2021j, pp 5 - 6). Assessment centres can help employers to assess candidates’ responses to different situations and to identify strengths and weakness of candidates who appear similar on paper (The Open University, n.d.). However, assessment centres can be time consuming and costly and organisation need to consider this against the intended outcome (Hargadon, n.d.).

3.3	Key aspects of good practice in relation to dismissal, redundancy and retirement

The CIPD (2021l, p1) provide three reasons for the dismissal of an employee:
· Contract is terminated by the employer e.g., via redundancy or misconduct.
· End of a fixed term contract.
· Contract is terminated by the employee leaving the organisation e.g., retirement.

There are five fair reasons for dismissal set out under the Employment Rights Act 1996 (s.3): Capability; Conduct; Redundancy; Statutory ban; or Some other substantial reason.

Employers should ensure that their recruitment, induction and training processes are robust to avoid unfair dismissal claims on capability grounds (Daniels, 2019, p163). Prior to progressing with dismissal for on capability grounds, employers should support employees, for example through the provision of training or, in the case of ill health, making reasonable efforts to support employees to do their job, such as offering flexible working arrangements or offering an alternative role (Citizens Advice, 2021). Attempts should be made to resolve issues informally through discussion and an action plan agreed. 
An organisation may need to make employees redundant if a change in business results in the need to reduce the workforce. Redundancy is a form of dismissal and must be handled appropriately to avoid not only unfair dismissal claims but also to minimise the effect of redundancies on staff morale. Redundancy should only be pursued once all other options have been considered (CIPD, 2021k, p4).

In managing redundancies, organisations should have appropriate procedures to identify the pool of ‘at risk’ employees; facilitate individual consultation with ‘at risk’ employees to discuss the reasons why they are deemed ‘at risk’ and any potential alternative options and ensure fair selection of employees for redundancy. Selecting on the basis of a protected characteristic or membership of a trade union is unfair dismissal (Taylor and Wilkinson, 2016, pp33-34).

Organisations should consider ways of supporting staff through redundancy by providing interventions such as counselling, time off to attend interviews or training and career planning (Acas, 2021).

Changes in employment law in 2011 mean that employees can no longer discriminate against age and force employees to retire at the state retirement age, unless they can justify the decision (Equality and Human Rights Commission, 2019), for example if the employee is unable to fulfil the duties of the role due to their age.

Organisations should have early and ongoing discussions with employees to understand their future plans to identify options for their future working life (Wilkinson and Taylor, 2016, p74). Options could include a reduction in contracted hours, moving into a role with less responsibility, retire and return as a ‘bank’ member of staff or considering other types of flexible contracts.
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