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Glossary of Terms
BBC – British Broadcasting Channel
CIPD – Chartered Institute of Personnel and Development
EEA – European Economic Area
EHRC – Equality and Human Rights Commission
HEIW – Health Education and Improvement Wales
NHS – National Health Service
NMC – Nursing and Midwifery Council
NWSSP – NHS Wales Shared Services Partnership
OD – Organisational Development
PSED – Public Sector Equality Duty
SBU – Swansea Bay University Health Board






Executive Summary
Swansea Bay University Health Board provides healthcare to the Swansea and Neath Port Talbot area. During the Covid-19 pandemic it has experienced extreme pressures stretching services to breaking point, compounded by staff shortages and supply in labour. The way talent is recruited and managed in the organisation is key to improving the situation and helping the health board meet its strategic objectives. The CIPD recommends that organisations look to broaden and diversify their pool of potential candidates to improve talent management.
The following report outlines external and internal factors impacting talent management in Swansea Bay UHB whilst analysing HR systems, policies and processes, and identifying areas for improvement.
A review of literature shows that by diversifying and broadening the talent pool, organisations can attract and retain the best employees and become an ‘employer of choice’.
The analysis shows that great work is underway in SBU to develop talent; however, there are recommended improvements in the collection of data, reviewing the inclusivity of processes, building culture through engagement, employer branding, and working collaboratively with other NHS Wales organisations.
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1. [bookmark: _Toc94633573]Introduction

SBU is an organisation of around 12,500 employees that forms part of NHS Wales with the responsibility of providing healthcare for approximately 390,000 people covering Swansea and Neath Port Talbot (SBU, 2022a). As a public sector organisation, SBU is funded by and accountable to the Senedd.
SBU has experienced unprecedented pressures during the COVID-19 pandemic (Hackett, 2021). An increasing demand on services, restricted capacity, greater public expectation, and staff shortages have culminated in the NHS in Wales facing the most challenging time in its history (Hughes, 2021). To address these challenges, SBU are undertaking a great deal of work to reshape their services (Hackett, 2021). To deliver on these and future organisational strategies, it is imperative that SBU evaluates and analyses the needs of its future workforce and how it can recruit and retain the best talent, particularly given the significant role that resourcing and talent management plays in delivering strategic objectives (Taylor, 2019, p. 11). COVID-19 has caused a revaluation of meaningful work and what employees need from an employer (Savage, 2020). Organisations that change to meet these new priorities will be able to better meet the demands of its future workforce.
The CIPD’s Resourcing and Talent Planning Survey 2020 suggests broadening the pool of potential candidates as a key area of focus in relation to talent management (CIPD, 2020).
The purpose of this report is to evaluate factors affecting talent management in SBU, focusing on broadening and diversifying the talent pool, analysing the organisation’s current capability of meeting the challenges of the future of work, and providing recommendations.


2. [bookmark: _Toc94633574]Evaluation of factors impacting talent management

[bookmark: _Toc94633575]2.1 Competition for talent
Gallardo-Gallardo, Thunnissen and Scullion (2020, p457) explain that talent management activities, such as attraction, development, and retention, have undoubtedly become critical factors for organisations worldwide. A proverbial ‘war for talent’ has resulted in talent management climbing atop of the agenda for human resource professionals and senior managers (Kabwe & Triparthi, 2019), with talent specialist roles amongst the most in-demand in the UK (Urquhart, 2022; LinkedIn, 2022a). Recruiting the right people can be challenging for employers and it has been made even more difficult by COVID-19. Although the pandemic has reduced recruitment activity for organisations (CIPD, 2021a), SBU has seen its recruitment activity increase (Myhill, 2020). Competition for talent is still increasing and most employers advise they are encountering difficulties in attracting suitable candidates (CIPD, 2021a). SBU will therefore need to ensure it is competitive and having enhancing organisational ability to attract and retain the best people as a priority in SBU’s recruitment and retention strategy (SBU, 2021a) is an excellent start.
Being part of NHS Wales is an internal factor which may benefit SBU when it comes to competition for talent. NHS Wales is the largest employer in the country (NHS Wales, 2021), creating ample opportunity for collaborative working with other health organisations and opening prospects of sharing talent. The creation of HEIW and the migration of work to NWSSP, illustrates the move in NHS Wales towards collaborative working. Amankwah‐Amoah (2020) suggests there is a key benefit to lateral hiring between organisations who collaborate, as it provides greater insight into the high-performing talent existing in other organisations, mitigating the risk of ‘the winner’s curse’ – recruiting a promising individual who will fail. However, lateral hiring, or ‘poaching’, carries with it a risk of damaging relations and trust between organisations (Amankwah-Amoah, 2020). The collaborative nature of NHS Wales means there is scope for the sharing and borrowing of talent without causing harm to relationships through the use of national programmes such as Developing the Profession, for workforce and OD, and cross-organisation graduate schemes.

[bookmark: _Toc94633576]2.2. Supply of labour
The challenges faced in competing for talent are exacerbated by potential skills or labour shortages as organisations recover from the pandemic (CIPD, 2021a). Increasing pressure on services during the pandemic and difficulties with staff shortages are only adding to the situation (Propper, Stoye & Zarenko, 2020). The number of European workers has dropped significantly due to Brexit, particularly nurses (Campbell, 2019; Holmes, 2021), again adding to existing pressure. However, the NMC report that they have seen overall registrants increase and although the number from the EEA has dropped, the numbers from outside the EEA has increased (NMC, 2021). The creation of a recruitment team in SBU supported by a drives for international recruitment demonstrates efforts are underway to broaden the pool of potential candidates.
The pandemic has seen many people evaluate what is most important to them and is causing what is commonly referred to as ‘The Great Resignation’ (Kohler, 2021; Webber, 2021). SBU saw 1,446 members of staff leave the organisation during 2020-2021 with 26.3% being under the age of 30 (SBU, 2022b). Unfortunately, determining the reason behind people leaving is not possible as routine staff leaving questionnaires are not in place. Cook (2021) explains a data-driven approach is needed to improve retention and learning why people are leaving is key. SBU should therefore consider engaging with leavers to understand their reasons and address any organisational issues.

[bookmark: _Toc94633577]2.3 Employer of choice	
Employer branding is a factor that can help an organisation achieve ‘employer of choice’ status, where an organisation differentiates itself from other employers becoming more attractive to potential candidates (Taylor, 2019, p88). Having a strong employer brand which connects with organisational values can support an organisation to compete for and retain the very best talent (CIPD, 2021b). Individuals who have similar values to those of the organisation are usually more motivated and committed to the organisation (How firms can attract top talent, 2016). Therefore having SBU’s organisational values at the heart of employer branding will help to recruit the best candidates.
Research by LinkedIn (2022b) illustrates the importance of organisational culture to potential candidates with a 67% engagement boost when a company post on the site mentioned culture. Millennials are particularly focused on corporate culture and as this generation makes up a large portion of the working population (Sharma, 2020, p.139-143), assessing organisational culture would support strategic workforce planning in developing the future workforce. Organisational culture and values can be protected through clear messaging during the onboarding process (Lobosco, 2022).
There has been a shift in priorities for job seekers with work-life balance and flexible working having a greater influence over decisions (Lobosco, 2022). Organisations who care for their employees’ wellbeing and mental health are more likely to position themselves as ‘employers of choice’, with employees 3.7 times more likely to recommend working for a company if they feel cared for (LinkedIn, 2022b)
Mau (2019) issues a cautionary word regarding employer branding in the public sector as although it has value, it is yet to show its true merit in attracting and developing talented leaders. Mau (2019) notes that promoting the public sector as a whole has proven difficult previously, using the Canadian government as an example; however, there is greater benefit in decentralising organisations from public sector branding and branding them individually on the basis of their own unique characteristic (Mau, 2019).
As an organisation under the NHS Wales umbrella, it is even more imperative that SBU identifies its unique selling point to set itself apart from other NHS organisations. The Menzies accounting firm revitalised their employer brand through an engagement exercise to better understand what made them different from their competitors (Burt, 2017) and, given the success achieved, SBU should undertake a similar exercise to understand their employees’ feelings towards the organisation and what sets it apart. The NHS Wales Staff Survey 2020 showed that 67.5% of the SBU staff felt that their job gave them a sense of belonging (SBU, 2021b). Further insight into this statistic may prove valuable in achieving an ‘employer of choice’ status.

[bookmark: _Toc94633578]2.4 Focus on diversity and inclusion
Over recent years there has been a progressive shift in societal thinking around diversity and inclusion and the human resource function should support this change in the workplace (CIPD, 2021a). Changing demographics, including that of an ageing workforce, means that people management practices need to evolve so that all people within a diverse workforce thrive (CIPD, 2021a; Frost, 2016).
By taking diversity and inclusion seriously, an organisation can attract talent and improve corporate reputation (CIPD, 2021c) as well as mitigate group think and improve performance (Frost, 2016, p.11).  However, Wayne and McCosh (2018) argue the links between diversity and performance are complex. They suggest the positive impact of diversity on performance can often be oversold and the CIPD (2018) agree that research into any correlation between the two is not conclusive. Nevertheless, organisations still have a moral responsibility toward social justice to provide equal access to employment and training based on merit alone and in doing so the organisation can also improve employer branding (CIPD, 2021c). 
Eddo-Lodge (2018, p.78-79) explains that opportunities given to those who are deemed talented are not reflective of society and therefore illustrates that meritocracies do not exist, meaning biases must be playing a part. Research by the CIPD (2018) supported the view that biases exist and have a powerful impact on the recruitment process. Unconscious bias can breed inefficiency and can act to narrow rather than broaden the talent pool (Frost, 2016, p.35-38). Raising awareness of unconscious bias can help mitigate the risks of creating a homogenous work environment and workforce (CIPD, 2018; Frost, 2016).
Having flexible and agile working arrangements is another factor that positively impacts workplace diversity and inclusion, as it can support work-life balance as well as work-family balance (CIPD, 2021d). Flexible and agile work arrangements can make the organisation more attractive as an employer, particularly to younger workers (CIPD, 2021d; Sharma, 2020; Adams, 2021, p.13). A flexible and agile working policy for SBU has been in draft for over a year and it should be finalised as soon as possible.
   
[bookmark: _Toc94633579]2.5 Technology
Technological advancements are bringing opportunities to work differently and can support talent management, as they can assist with identifying, acquiring, developing, and evaluating talent (Mellahi, Collings & Cascio, 2017).
The use of technology to advertise opportunities can help increase the amount of applications received (Cappelli, 2001). Social media sites, such as Twitter and LinkedIn, enable organisations to improve their reputation and employer brand (Adams, 2021, p.67). Millennials in particular prefer using technology in place of traditional recruitment methods and organisations are therefore increasingly trying to cater to these preferences (Sharma, 2020, p. 141) through direct advertising which widens the audience and increases the pool of potential candidates. However, increasing applications does not necessarily mean improving the quality of candidates (Chapman & Webster, 2003) and Stone et al (2015) explain that this may be down to an artificial distance created by technology between applicant and the recruiting organisation. Adams (2021, p73) suggests that targeting key talent with a personal touch will encourage the best candidates come forward.
Chapman & Webster (2003) advise that using technology to recruit employees has many benefits, including potential cost savings (Cappelli, 2001; Taylor, 2019, p.229), broadening the talent pool (Cappelli, 2001), improving the overall efficiency of the recruiting process, and helping guard against discrimination and biases, although Taylor (2019, p.229) highlights that the latter point is debatable explaining that research is lacking in this area. The ability to interview virtually, as SBU does through Microsoft Teams, can also enable candidates attend an interview from anywhere in the world (Chapman & Webster, 2003).
Technology can be used to support organisational learning through webinars, online training, videos and apps (CIPD, 2021e) and support the development of talent. Although technology can help to upskill employees through removing some lower-skilled tasks, the dependence on technology can also lead to a deskilling of the workforce (Findley et al, 2016). With the use of technology increasing in healthcare, SBU need to be mindful of the positive and negative impact this may have on the workforce.
The development of software is also helping organisations to better analyse and evaluate data in relation to talent management and strategic workforce planning (CIPD, 2017).

[bookmark: _Toc94633580]2.6 Internal talent pool
Developing existing talent within an organisation can broaden the pool of potential candidates, limiting the need for external recruitment. Recognising and retaining talent can “form the backbone” of the organisation for the future and can be done with little cost (Sher, 2020). Providing opportunities to develop internally, through training and mentoring, and clear career pathways can incentivise employees to stay with an organisation (CIPD, 2021f; Taylor, 2019, p339-341). However, as Taylor (2019, p339-340) explains providing staff with training and a qualification can increase the risk of them leaving the organisation. There are existing learning and development programmes within SBU that focus on developing talent, leaders and managers and it would prudent to thoroughly evaluate these to ascertain impact on retention.

[bookmark: _Toc94633581]2.7 Legislation
The most significant piece of legislation impacting recruitment and selection is the Equality Act 2010, as it makes it unlawful for employers to discriminate against a candidate for having a protected characteristic (CIPD, 2021g). Although the Equality Act 2010 prevents discrimination, Section 158 enables an employer to take positive action through taking into consideration the under-representation of disadvantaged groups when recruiting and promoting (CIPD, 2021g; EHRC, 2019). The EHRC suggests (2019) that public sector organisations may want to use positive action to meet the requirements of the PSED, which places obligations on public authorities not just to avoid discrimination but to positively promote equality (EHRC, 2021). In Wales, there are additional specific duties surrounding engagement (Regulation 5) and equality impact assessments (Regulation 8) which need to be taken into consideration (The Equality Act 2010 (Statutory Duties) (Wales) Regulations 2011). SBU need to be mindful of these legal requirements when making decisions that may impact the diversity of the pool of potential candidates.
The Welsh Language Standards (No.7) Regulations 2018 places an obligation on SBU to ensure parity between the Welsh and English languages. The Measure sets out standards which impacts talent management specifically, as they require provision is made for the Welsh language when recruiting (Standard 97(a)). Having a bilingual process will broaden the pool of potential candidates for SBU as it will better cater for those who speak Welsh.
The Well-being of Future Generations (Wales) Act 2015 places a requirement on public bodies to consider the long-term impact of decisions as well as to engage with communities (Future Generations Commissioner for Wales, 2022a). Under the goal ‘A more equal Wales’, SBU need to ensure equal access to jobs (Future Generations Commissioner for Wales, 2022b) so that recruitment processes are inclusive, a likely outcome of which will be broadening the pool of potential candidates. 

3. [bookmark: _Toc94633582]Analysis of HR systems, processes and practices

[bookmark: _Toc94633583]3.1 Advertising
Vacancies in SBU are advertised via two websites, one being NHS Jobs and the other being trac.jobs. and are also promoted via LinkedIn. The organisation’s LinkedIn account launched in the summer of 2021 (SBU, 2021c) and no data has been collected regarding the impact it has had on recruitment. A comparison between the number of jobs advertised via LinkedIn and NHS Jobs on 23 January 2022 showed that there was a discrepancy with 92 on LinkedIn and only 59 on NHS Jobs (NHS Jobs, 2022; SBU, 2022c). The hyperlink to apply for a vacancy on the LinkedIn account did not work and as millennials tend to visit social media sites for job related content (Sharma, 2020, p. 141) the organisation may be missing an opportunity to broaden its pool of candidates. The CIPD (2021a) recommend that organisations critically evaluate their employer brand to attract diverse candidates which includes social media. Although SBU have a social media presence, it is recommended that an in depth review is undertaken to ensure that it reflects the desired employer brand and that everything works correctly.
SBU promotes itself as an inclusive employer through including logos on its job adverts, having a values and equality statement on its website (SBU, 2022d), and through membership of Stonewall’s Diversity Champion programme. However, recent controversy raises questions as to whether the programme is value for money (Churchill, 2021; CIPD, 2021h) with organisations leaving the scheme (BBC, 2021; Marsh, 2021). SBU should review their membership to determine whether it is still beneficial, or whether there are alternate organisations that offer packages covering a greater range of protected characteristics, such as Inclusive Companies.

[bookmark: _Toc94633584]3.2 Recruitment processes
SBU use software developed by Trac Systems Ltd. as its HR system to manage the recruitment process. Recruitment is centralised in NWSSP who have ownership over the system; however, managers act as the recruiters throughout the process. Training is provided to managers covering the use of the Trac system; however, none is provided in relation to recruiting practices. The CIPD (2021a) recommend that managers receive recruitment training and follow objective processes to maximise fairness. During the interview stage in SBU, managers are asked to use a template interview scoring sheet so that questions can be aligned to organisational values. However, with no training on recruitment practices there is a risk to the recruiter-candidate relationship, which is vital for an inclusive recruitment process (Sheratte, 2020).
SBU follow a traditional interview process which Anderson and Shackleton suggest has a number of weaknesses (1993, cited in CIPD, 2021i). SBU do have a structured approach to interviewing through the use of the template, which the CIPD (2021i) suggests is a good way to avoid hasty judgements or decisions. To make the selection process as fair as possible, it is best to use a collection of methods (CIPD, 2021i), such as interviews and assessments. To create an inclusive interview process for neurodivergent people, Microsoft have reinvented their process so that potential candidates spend a week with the organisation to reduce stress and increase opportunity to showcase skills prior to making a decision on recruitment (Packham, 2017). Given SBU’s approach is very traditional, it should review the process to ensure it is as inclusive as possible.
The recruitment process in the NHS is known to be slow (Latham, 2021) with NHS Employers (2020) and a lengthy recruitment process can lead to a high dropout rate (NHS Employers, 2020) with millennials in particular feeling frustrated at an excessively long process (Sharma, 2020, p.141). SBU should therefore work with NWSSP to reduce any delays and explore ways to streamline the process.

[bookmark: _Toc94633585]3.3. Onboarding
SBU has a virtual values based induction programme for new staff which covers basic information and strong messaging around the values and behaviour framework, which will help protect organisational culture and help make SBU an employer of choice (Lobosco, 2021). Out of the 741 staff that completed induction between February and December 2021, 87% saying they had also undertaken a supplementary local induction. The focus of local inductions centres on the practicalities of work with little reference to organisational values. Reviewing the entire induction process, organisational and local, could reinforce messaging around values and behaviours and create the right culture at the onboarding stage.

[bookmark: _Toc94633586]3.4 Use of data
Data is key to strategic workforce planning to ensure that an organisation is able to achieve short-term and long-term organisational goals (CIPD, 2021j). To broaden the pool of potential candidates, SBU should have quality data available to measure how successfully it is diversifying the workforce. The organisation collects equality monitoring information for applicants; however, the information on the current workforce is lacking. As Figure 1 shows, there are considerable data gaps regarding disability, ethnicity, religion, and sexual orientation. Being able to measure the pool of potential candidates is useful; however, it is difficult to determine whether SBU is becoming more representative of its communities without understanding the make-up of its current workforce. Improving existing staff data should therefore be a priority.




	Protected Characteristic
	Known
(%)
	Unknown
(%)

	Disability
	63
	37

	Ethnicity (Race)
	79.1
	20.9

	Religion
	60.5
	39.5

	Sexual Orientation
	63.2
	36.8

	Marital Status (Marriage & CP)
	94.3
	5.7

	Age
	100
	0

	Gender reassignment
	Not collected

	Sex
	100
	0

	Pregnancy & Maternity
	100
	0


Figure 1 – Table showing known protected characteristics of SBU workforce





[bookmark: _Toc94633587]3.5 Career Pathways
SBU has a large Learning & Organisational Development department with a number of teams dedicated to talent management, including the Career Development Team whose remit covers vocational training, graduate programmes, and the Apprentice Academy. The Apprentice Academy broadens the pool of potential candidates by recruiting apprentices from the age of 16 up until retirement (SBU, 2022e). Employers have found that recruiting apprentices brings a number of benefits including maintained or improved future skills in the organisation, improvements in services, and improved staff morale (CIPD, 2021k). Therefore having an award winning and nationally recognised Apprentice Academy (FE News, 2019) makes SBU an attractive organisation and supports strategic workforce planning. However, although 237 apprentices have been recruited only 66% have stayed with the organisation (SBU, 2021d). SBU should aim to improve retention to maximise return on investment.
The graduate programme is another pathway available to those wanting to join SBU. Three cohorts have completed the programme to date with an excellent retention rate of 92%. McCracken, Currie and Harrison (2016) suggest that retention of graduates can be difficult if an appropriate development programme is not in place. Given the high retention rates of SBU, it is fair to say that the graduate programme is a success and continued investment would support the future development of talent.

4. [bookmark: _Toc94633588]Conclusion
In conclusion, COVID-19 has had a huge impact on society, changing the way that people work and creating a greater focus on work-life balance and flexible working. Given these changes, organisations need to assess how they work to attract and retain the best talent. Becoming an ‘employer of choice’ is a great way to achieve this and getting the employer brand right is key. Promoting an organisation as inclusive and one which truly cares for its employees can demonstrate that it is a great place to work, increasing its attractiveness for the next generations and future workforce.
SBU has a fantastic opportunity to become an ‘employer of choice’; however, it will need to improve the organisational social media presence to make it easier to engage with as well as engage with its current workforce to understand what separates it from other NHS Wales organisations. At the same time, there are some great opportunities to collaborate with other health organisations with the aim to collectively develop talent for the benefit of NHS Wales as a whole.
In SBU, the Apprentice Academy and graduate schemes stands out as two career pathways which will enable the organisation to grow its own talent, making it an attractive employer, which will help to broaden the talent pool. However, to ensure this is achieved SBU needs to better understand its people – what are their needs? What do they think of organisation? What does the data say? Why do people leave?
SBU is in a good position and if can make some key changes as recommended in this report then it can broaden its pool of potential candidates, attracting and retaining the best talent to help it meet its current a future organisational goals.

5. [bookmark: _Toc94633589]Recommendations

1. Be as inclusive as possible
Improve existing staff data to better understand the make-up of the workforce whilst reviewing the internal recruitment process, providing recruitment training for managers, and reviewing relationships with external organisations to ensure getting the best support.

2. Step-up engagement
Engage with current employees to understand feelings towards SBU and engage with leavers to understand why they are leaving.

3. Build culture, retain staff
Evaluate learning and development programmes, review induction programme, and publish flexible and agile working policy to ensure SBU has a culture to retain the best talent.

4. Improve social media presence
Improve social media presence to help development of employer brand and ensure that platforms are engaging and user friendly.

5. Work collaboratively
Work with other NHS Wales organisations to develop talent across the sector and streamline the recruitment process.
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