








“As complexity continues to rise within companies, talent management has become essential. Inevitably, even in this unique situation we are going through”
 (Lifeed, 2020)





















[bookmark: _Toc97033978]Executive Summary 
The following report outlines the effects that Covid-19 has had on the Company’s RTM recruitment and retention strategies in tight labour markets. It further outlines and suggests new ways of working the business must implement to attract and retain talent. 
The introduction demonstrates an overview of the business model and explains how COVID-19 has affected the organisation and RTM climate, which has now made recruitment and talent retention difficult, putting a strain on the Company’s recruitment and development strategies. 
The literature review critically analyses the external and internal factors that are currently affecting the business. As the climate is changing the businesses current HR systems, policies and procedures are critically evaluated to determine if they are capable in meeting the challenges of the future of work. 
The report will then conclude established processes and theories that will suit the business and its employees to facilitate RTM within Mighty Masks.
[bookmark: _Hlk77516215]Recommendations are suggested to improve the organisations RTM strategies to increase attraction and retention strategy to increase organisational performance and productivity, evidenced by recent research and credible sources. 
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[bookmark: _Toc97033979]Glossary of Terms 
· [bookmark: _Hlk60538241]MM – Mighty Masks (Employer)
· RTM – Resourcing and Talent Management 
· PESTLE - Political, Economic, Sociological, Technological, Legal and
Environmental
· VUCA - Volatile, Uncertain, Complex and Ambiguous
· AI – Artificial Intelligence 


















[bookmark: _Toc97033980]1.Introduction 
Mighty Masks (MM) is a private SME manufacturing business based in South Wales that provides cosmetic facemasks to over 83 countries around the world and provide private label products to independent brands such as New Look and Primark. MM provides jobs for nearly 90 employees in the local community and employs 3 employees internationally including America, France and Korea. 
MM has a reactive RTM recruitment strategy with the aim of recruiting the best people for the right role, however since COVID-19 the business has experienced difficulty recruiting for roles, leading to the business reviewing its recruitment methods, policies and benchmarking benefits packages to retain and attract talent. 
1.1 [bookmark: _Toc97033981]A Challenging Climate
According to CIPD (2020c) resourcing and talent planning survey, CIPD state that one of the aspects affecting RTM is a challenging climate caused by the impact of COVID-19. The report suggests that organisations need to be prepared and ensure they have the skills required to minimise staff shortages and reductions whilst navigating through this changing environment. The UK also faces other challenges such as recession and upcoming Brexit changes it will become more challenging to retain and attract talent. 
Although this report was written 2 years ago, other aspects have also contributed to our challenging climate such as Brexit, new ways of working, AI etc which has continued to put a strain on RTM for HR professionals in a tight labour market with 75% of HR professionals stating their job is harder than ever since covid started (Kelly, 2021). 




[bookmark: _Toc97033982]2. Literature Review 
[bookmark: _Toc97033983]2.1 The impact of COVID-19 on MM
Since the COVID-19 pandemic the business has seen a lot of change in its productivity, management and operational structure. As we operate in a VUCA environment (Koshemani, 2020) COVID-19 presented many challenges for the business that impacted on profits and therefore has to review salaries and implement recruitment freezes. As an added factor the majority of employees have been working from home it’s caused employees to work in silo’s, creating a blame culture and lack of communication, which has affected the business in a negative way. Over the last 6 months the employee turnover is 1.04% although we expect this number to increase as the labour markets open and competitors’ activity increases by offering better wages, increased benefits packages and offering more flexibility in roles (CIPD, 2022; Miller, 2021). 
[image: Chart, line chart

Description automatically generated]As the labour market opens up after COVID-19 lockdowns employment has increased by +40 in the private sector (CIPD, 2021a) (Figure 1) and up by 409,000 jobs since COVID-19 started (ONS, 2022).  [bookmark: _Toc97034074]Figure 1: Net Employment Balance (CIPD, 2021a)


[bookmark: _Toc97033984]2.2 Analysis of Internal and External Factors affecting the Organisation
The ongoing pandemic has affected all aspects of RTM and has also developed other megatrends that have affected the labour markets, talent attractions and retention. Megatrends have shaped the labour market at an unprecedented scale and changed the economy, areas such as remote working, COVID-19 and workplace turnovers will be key focuses for businesses (CIPD; 2013, CIPD, 2019a; PWC, 2019). Using the PESTLE analysis model (CIPD, 2021b) the critical factors that will affect MM have been separated into the internal and external factors below. 
[bookmark: _Toc60665014][bookmark: _Toc61006830][bookmark: _Toc61007037][bookmark: _Toc61018397][bookmark: _Toc61024743][bookmark: _Toc97033985]2.2.1 Analysis of External Factors of the Organisation
[bookmark: _Toc97033986]Economic - Competitor Behaviour 
Due to the impact of COVID-19, the British economy is now in a state of concerning of inflation. According to the Bank of England (2021) the inflation rate in the UK increased by 5.6% in December 2022, this high increase of inflation had been caused by demand and supply reasons mainly due to storage in goods cause by COVID-19 and restricting imports cause by Brexit (PWC, 2021a). As a direct result of demand, inflation has increased and is now affecting other aspects of the British economy such as wages and domestic household bills (cost of living) (BBC, 2021) which impacts the HR strategy on recruitment CIPD (2021d). 
As the cost of living is raising at a significant rate and the UK government has announced an increase of NI amounts by 1.25% (GOV.UK, 2021) and national living wage increasing to £9.50 per hour, employers are now experiencing difficulties attracting and retaining talent due to competitor behaviour of wage increases and advanced benefit packages. Additionally, businesses will also have to pay increase overhead prices with the inflation prices of gas, electric and water and 58% of businesses plan to increase their cost of goods to decrease the overheads (British Chambers of Commerce, 2022). 
The inflation rates have led to a tight labour market for employers, with candidates evaluating salary and benefit competition. Employers have started to increase the level of wages offered to candidates to attract the talent. CIPD (2021a) found that the private sector has already increase wages by 2.5% and are expected to increase throughout 2022. Faragher (2022a) also states that employers is also increasing their benefits packages and rewards recognition to improve employee engagement and wellbeing (Taylor, 2021). And 70% of employers have implemented and promoted flexible working options to attract talent (HR Datahub, 2022). Contradictory to this (Madhani, 2022) stated that employers need to take a “low-road” approach to inflation and instead of increase wages take the strategic approach of investing in employee training and focus of engagement to avoid low morale and high turnover rates.
Competitor behaviour in the tight labour market has made it more difficult to attract and retain talent at MM. As the great resignation continues, MM has lost a total of 10 employees in the last 10 months due to other employers offering better wages and benefits. As the business has not made a substantial profit in 2 years it’s limited our HR strategy to compete with the enhanced labour market. As a result of this the HR department has struggled to recruit professional level and entry level staff who request an enhanced benefit package and flexible working, which the company does not offer.
[bookmark: _Toc97033987]2.2.2 Analysis of Internal Factors of the organisation 
[bookmark: _Hlk96979491][bookmark: _Toc97033988]Employer Branding 
Employer branding has developed in recent years as labour markets have tightened and it’s become increasing harder to recruit staff. Taylor (2018) states that employer branding is now recognised as a tactical RTM strategy to develop and manage and against the competition to attract and retain talent. Additionally, CIPD (2020b) outlines that brands with a stronger presence in the labour market have a higher opportunity of attracting the best talent and promote credibility within its ethics and product by advertising its values, attributes, qualities and people culture. In today’s tight talent market this will provide a competitive edge that the business requires and significantly affects the attractiveness towards the organisation (Minchington, 2007; Tom,1971; Belt and Paolilo,1982). 
Since COVID-19 started in 2020 it has now let to the great resignation where employees are moving job which has created a tight labour market. Due to this element employer branding has come under scrutiny and more focus on employer branding has become one of the key elements for candidates and the current workforce. Candidates now look at how businesses treat their employees and if they are a sustainable and ethical brand since the international COP26 conference and businesses now have a duty to show transparency and accountability as highlighted by (CIPD, 2020c). By implementing these factors into the employer brand, It can drive employee loyalty throughout the company and therefore create stronger engagement and retention strategy within the current workforce. Additionally, by rebranding MM’s website, careers page and social media sites projecting its ethical values and standpoints this will attract the best pool of candidates (Rucci et al, 1998; Ambler, 2000). Further evidence shown by Ansari (2017) stated that 78% of candidates will research the company’s reputations, ethics and sustainability before applying for a job and 88% of millennials find the company’s culture of treatment of staff and a work life balance to be the most important element within employer environments. 
Organisations should also concern themselves employer branding and reputations as CIPD (2019b) state that it’s important to make ethical and sustainable decisions within the organisation, as making the wrong decision could have a significant impact to the business profits, reputations and in significant cases the business could lose funding, business deals and ambassadors as the example from Oxfam charity demonstrates (Webber, 2018).
According to Leekha and Sharma (2014), improving the company branding can also be beneficial to the business by reducing costs of employee acquisition, increasing employee retention and therefore potentially offering lower salaries to candidates by promoting a successful and ethical brand compared to businesses that don’t have an employer branding identity (Berthon et al, 2005; Ritson, 2002)
MM although a nationally recognised brand for its packaging most of its consumer market doesn’t have any knowledge about the business or it’s ethical principles. MM’s website is outdated, and the business has not established goal or values, the company have therefore lost their product identity and don’t appeal to the labour market. However, advertising the Company’s view and values on ethic and sustainability the business can also attract a younger demographic as we’ve seen an international campaign for businesses to be more ethical and sustainable, driven from the ethical mindset of Generation Z (Francis and Hoefel, 2018). Additionally, by promoting an ethical and sustainable workplace through employer branding research by Talent Works (2019) showed that candidates will apply to work for more employers with good practice and ethical values that they can be proud of and producing a positive working culture motivating employees. 
MM could also incorporate rebranding it’s candidates experience when recruiting for talent. Currently MM only uses external advertising platforms such as indeed to advertise job listing. Taking into consideration CIPD (2021e) case studies on the Co-operative Groups candidate experience, MM can take this opportunity to develop a careers page and candidate hub, creating a more manageable tracking activities for the HR department and create a better experience with more transparency for its candidates with tools such as regretted candidate messages and identifying as-risk employee for the HR team to further accommodate. By implementing this the Co-operative group demonstrated that it’s career confidence score increase by 8% and its candidate feedback reached positive feedback of 8.4 out of 10. 
[bookmark: _Toc97033989]New Ways of Working 
As COVID-19 has made businesses adapt new ways of working to protect their staff, employees would now rather have the option of hybrid working and this has challenged business leaders to consider these options as lockdown restrictions start to ease and return to work become inevitable.  
As MM prepares to return to work after the ease of COVID-19 restriction the owner of MM has expressed that he does not want to offer new ways of working to the businesses and wants all employees to return to the office as soon as possible. This has put added pressure to recruitment and retention as most candidates now want the option for remote working with more than a tenth of jobs being advertised as “entirely remote in January 2022 (Faragher, 2022b) and the business has found a lack in candidates due to this  10 employees have left within the last 10 month mentioning the ability to work from home as a benefit in their new employment, adding to the great resignation (HSU, 2021). The main reason for this decision is due to the business not making a profit for the last two years and a stronger communication within the workforce is needed however as mentioned this has led to high consequences to the businesses RTM strategy. 
Comparing to other competitors within the labour market according CIPD (2021c) 63% of employers are now expected to offer working from home to their employees after the pandemic, increasing significantly compared to ONS (2020) reporting that only 5% of the workforce worked from home prior to the pandemic. (PWC, 2021b) (Figure 2) also report that 44% of employees say they want to work flexibly with mixed hybrid working, therefore stakeholders should consider that implementing [image: Chart, bar chart

Description automatically generated]flexible working (Deloitte, 2020).[bookmark: _Toc97034075]Figure 2: Employee Preferences for Hybrid Working (PWC, 2021b)

With new ways of working being implemented around the world, PWC (2021b) also show that hybrid working has had a positive impact on RTM, workplace culture and business productivity with 84% feeling that they are able to focus and preform their roles better working remotely then in the office. CIPD (2020a) also stated that imbedding new ways of working in the organisation increases the lifecycle of employees reinforcing the retention strategy during the great resignation and employers should consider the benefits on talent acquisition, improved opportunity In learning and development and increasing the use of advanced technology and AI to support the RTM policies in new ways of working
Although greatly positive on the culture of the business, attraction and retention different ways of working come with disadvantages which still need to be addressed with businesses such as employment taxes and health and safety risks. Paton (2022) reports that 48% of employers have not provided any safety training for remote workers. MM has asked employees to carry out their own risk assessments for homeworkers due to COVID-19, however more is needed to provide suitable working conditions for employees. Another factor that needs to be considered for hybrid workers are safety conditions into the office, as the government has started to reduce COVID-19 restrictions (Morris, 2022) offices need to decide how they are going to conduct returning such as implementing more social distancing and continuing with virtual meetings were possible (Yang and Chuang, 2020). 




















[bookmark: _Toc97033990]2.3 Critical Evaluation of the HR systems, processes and practices
It’s important to note that MM are reactive to RTM strategies and changes within the labour and consumer market. With no official direction from the senior leadership team about the future strategy or goals of the company, it has become increasingly difficult to line HR systems, policies and procedures to the overall business strategy and goals with no plan for expected growth or achievable revenues for the next 5 to 10 years. 
Without a business strategy or identifiable business objectives the company will lack focus and motivation as their no end goals or targets for team members to reach, the business also risks losing its identity (Weedmark, 2020). Taylor (2018) argues that by businesses having a strategic business plan HR can accurately plan and execute clear resourcing strategies to recruit and retain the best people and creating clearer HR activities (Boxall and Purcell, 2015). 
Miles and Snow (1978) model of organisational strategies identified the behaviour of organisations when developing internal strategy’s (figure 3). Based on the information of this model and the company’s behaviour MM matches the descriptions of an analyser and reactor. MM usually watches the competitor market for new trends and strategies to see how it will work in the labour market, environment or sales before implementing it into the company, often second to market and breaking even on sales as the market is already flooded with that product, they are also a reactor often completely ignoring new trends or ways for working, for example as mentioned above hybrid working. 
[image: Diagram, timeline
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[bookmark: _Toc97034076]Figure 3: Miles & Snow organisational strategies (Miles and Snow, 1978)
Additionally, Higgs (2004) created a basic strategic model based on 2 variable choices, the amount of money the employer is willing to pay, and the extent to which employees are treated in a professional and ethical manner (Figure 4). MM compared to the labour market and based on other competitors is currently and employer of churn. Compared to the market MM offers relatively low benefits packages and salary, additionally COVID-19 has created a negative culture within its business although the culture is improving to an employer of values the business still needs to provide a directive goal on its overall strategy to create company values and ethos. 
	
	High Rewards
	Low Rewards 

	High Culture 
	Employer of Choice 
	Employer of Values 

	Low Culture 
	Employer of Cash 
	Employer of Churn 


[bookmark: _Toc97034077]Figure 4: Employer Strategy (Higgs, 2004)


To achieve these levels of strategies and from the internal and external factors identified above., hr need to critically evaluate its current HR systems, process and practices to evaluate its effectiveness of meeting the future challenges of work. 
[bookmark: _Toc97033991]Succession Planning
Taylor (2018) states that succession planning is to assess if the business currently has ‘the right people, with the right skills, in the right place at the right time’ To achieve the company goals. With the external environment changes the business needs to identify and grow talent to fill senior position during skills shortages, absence, leavers etc. CIPD (2020e) explains that due to the COVID-19 pandemic it has become more critical to plan for succession planning to expand the number of successors to ensure business continuity if needed. By creating a succession plan it limits the risk of losing knowledge (Carlson, 2021)
At present MM currently doesn’t have an official succession planning process, as the businesses is very reactive to is it’s training strategies and only providing training and mentoring when its performance related. The requests are manual, provided on a training requisition forms that is sent to the Head of HR for approval and often gets lost or is delayed for months due to the resource of the HR department. By conducting a skills gap analysis and looking at talent planning strategies over the next 5 years the business can effectivity forecast it’s needs instead of being reactive and working under pressure for example since the start of COVID-19 the business has experienced an increase in attempted hacks, phishing and transmission of viruses to breach the business mainframe. Although the few that have passed through and caught our staff are resolved in the early stages before it developed in seriousness, MM could have forecasted this if assessed at the time there would be a specialist role required within the business. Another benefit of succession planning is by upskilling existing employees creates better morale and motivation within the company and instead of recruited in a tight inflated labour market there already another member of staff that will be suitable for the position, therefore reducing the cost of recruitment and potentially salary expectations. 
Although the current succession planning in the company does not meet the challenges of the future of work to attract and retain talent, this is something that the business should strongly consider implementing due to the rapidly changing climate caused by COVID-19. 
[bookmark: _Toc97033992]Alternative Recruitment Methods
As the result of a challenging labour market, recruitment has become increasingly difficult to fill for both professional and entry level roles. This has had a direct result on MM as the HR department are spending more time on recruitment and therefore increasing costs per hire. MM have found that recruiting for entry level roles have been the hardest to fill with competitors in the area offering £11.50 per hour compared to the £9.20 that MM offer. 
By using alternative recruitment methods such as informal approaches and recruitment agencies will decrease the pressure of reactive recruitment and will allow the HR team to strategies appropriate attraction methods and conduct reviews of benefits packages and wages to reduce the struggles of the current tight labour market. However, by implementing alternative methods via agencies this will increase the costs of recruitment slightly for a period of time. 
Taylor (2018) suggests by using informal methods of recruitment such as a telephone interview or “word of mouth” recruitment could expand by a considerable margin as shown by Labour Market Trends (2002), Breaugh (2008) also suggested that informal recruitment correlated a reduced level of staff turnover and improved employee performance, however Reed (2001) argues that informal recruitment also quick to recruit shows an increased risk of potential nepotism withing the business. 
Taylor (2018) further suggests that using recruitment agencies for external candidates eases the pressure on internal recruitment on HR departments and finds the best candidate for the role. To provide candidates to cover entry level roles within the production department at MM, the agency retains the employee and manage of the HR related activity of the candidate for the business. Although this will be more expensive for the employer with recruitment agencies charging 3% extra per hour for the candidate and employers must comply with the Agency Workers Regulations 2010.  
Taking into consideration Atkinson’s (1984) flexible firm model (figure 5), suggested that employers could also use other methods of recruitment such as using the numerical flexibility approach to recruitment part-time and gig workers. As they are widely more available, they could be an easier method of recruiting entry level workers. Although this allows the employer to exercise a degree of negotiation power, using this method of recruitment exploits employment insecurities to the worker and therefore could create a negative company culture as living in these conditions it will have a knock-on effect to the workers wellbeing and mental health by developing a precariat workforce (Heathfield, 2021; Standing, 2016; McMaster University, 2014)
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[bookmark: _Toc97034078]Figure 5: The Flexible Firm Model (Atkinson, 1984)















[bookmark: _Toc97033993]Conclusion
In conclusion of the contents of the report due to the challenging climate course by COVID-19 it has put increased pressure on the business to plan RTM strategies to attract and retain talent. As COVID-19 as affected the business through both internal and external factors such as competitor behaviour, new ways of working and employer branding, the business needs to take these factors into consideration for the future talent planning needs of the business, if unaddressed it could impact the business rather and remain a problem for the HR department when recruiting. If these factors remain unaddressed it could lead to damaging effects to the business, for example competitor behaviour, if the business decides not to review its benefits packages or salaries it can result with lack of candidate interest therefore not filling skills role that are business critical and losing current employee to competitors offering better rewards. 
[bookmark: _Hlk97023389]It’s also clear that the business needs to create effective goals and strategy for itself to plan for expected growth and revenue over the next 5 to 10 years, as HR cannot effectively plan its RTM strategies without knowing its business goals. 
During the critical evaluation of the HR systems, processes and policies its apparent that its procedures are outdate and almost entirely paper based, more HR planning towards succession planning, onboarding and recruitment and alternative recruitment need to be viewed in depth to decrease added pressures towards the HR department and to allow sufficient time to strategically plan effective HR activity and be prepared for the challenges of the future of work.
The recommendations below outline the initiatives and improvements the business can make to relieve recruitment difficulties in this challenging climate and future proof the workforce. 





[bookmark: _Toc97033994]Recommendations 
[bookmark: _Toc97033995]Recommendation 1: Implement a strong employer branding presence 
[bookmark: _Hlk97023695]By implementing a stronger employer branding and presence into the market it will boost MM’s brand reputation. Instead of being known in the consumer market as the “low-priced facemask brand” that’s been in the market for years, the business can take the opportunity to reinvent the Company’s image including its ethical, cruelty free and sustainable standpoint whilst promoting company culture and treatment of staff. By doing this MM can attract more candidates from all demographics and retain staff by implementing positive and achievable Company values and goals. The HR department can also re-invent the employer branding of the recruitment process by creating a more positive candidate experience by implementing interviewing techniques that are related to the business just as reviewing MM’s facemasks and implementing competence-based interviews that a line with MM’s ethos (CIPD, 2021e). 
To implement this could take over 1 year due to the marketing resource of the company, at present the marketing are use across the CEO’s businesses and to increase the headcount to recruit another marketing professional solely to work on the employer rebranding would cost between £30,000.00 to £35,000.00, however the business could recruit this role as a fixed term contract for 6 to 12 months once the rebranding is complete. 
Another option is that the company could consider is outsourcing the branding work to a 3rd party marketing brand such as Mr B & Friends or Fabrik that specialise is recreating brand identity. Although using this method the rebranding project will be completed earlier it would increase costs for the business. 

[bookmark: _Toc97033996]Recommendation 2: Review Benefits Package and Hybrid working practices
By reviewing the company basic benefits packages and comparing it to the labour market it would be cheaper to increase added benefits then increase wages in accordance with the current inflation rate, therefore attracting more talent within the labour market and retaining current employees with only increased benefits. With inflation of wages increase by 2.5% and rapidly increase on an average salary of £30,000.00 in inflation increase would add an added cost of £750.00 to the business. 
Currently MM offers 22 annual leave days, Westfield health cash plan, death in service compensation and basic pension contributions. By increasing the following benefits below it would be cheaper for the company and give employees more satisfaction and motivation in their roles.   
· Increasing the annual leave entitlement days by 2 would equal to £238.08 extra per year for the company. 
· Increasing its benefit contribution to 5% from 3% would be an extra £50.00 per month. 
· MM can also take into consideration to the increasing gas and electric bills and offer staff to pay a percentage of their bills for the year.
· Implement quirky benefits that relate to the companies’ values such as facemask testing days. 
Another simple way of adding to the benefits package is implementing hybrid working. Although the CEO of the business is against this type of working, by offering employees 1 or 2 days working from home every fortnight gives employees the opportunity to be more productive with focus time and also decreases some of the overheads of the business for example electricity for extra computer usages. It would also increase candidates for MM’s job posting as currently we’re getting a low attraction from candidate due to not offering hybrid working. This would also be entirely free with no added costs to the business, although there is a strong recommendation to review health and safety requirements for home workers. 

[bookmark: _Toc97033997]Recommendation 3: Succession planning 
By implementing succession planning within the business can future proof the business and reduce recruitment and staff turnover. 
[bookmark: _Hlk97024213]To succession plan effectively the business will need to invest in staff development and mentorship to ensure that when a senior position opens within the business there will be a number of internal candidates that are ready to take over the role.  Succession planning can have a number of benefits towards its employees including increased job satisfaction, motivation and creates a positive working culture. It can also reduce the cost of recruitment acquisition and headhunting fees within the business. An example of this within MM is investing in further education and mentorship within an intermate role within the HR department to develop the employee withing HR strategy and HR related activities with the aim for the employee to take over from the alleviate the tasks in the HR managers role and to take over from them when they leave.  
Another factor that the business needs to consider when implementing succession planning is to step away from outdated and paper-based procedures and implement an effective training and succession tracking system to be transparent and track development for employees. 
To reduce the risk of staff leaving when succession planning is completed is to tie the employee into a training agreement of 3 to 5 years, therefore the employer can utilise the employees’ new skills without the worry of losing on investment. 
As MM doesn’t actively succession plan for future roles this would be a valid recommendation worth considering to future proof the workforce and ensure its success. 
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Employee preferences for hybrid work are all over the map
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Figure 2 The flexible firm (after Atkinson, 1984, p. 29)
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