Learning Outcome One
Introduction
1.1 
When managing uncertainty, scenario planning is beneficial.  It supports Leaders to prepare for what may happen in the future (Wilkinson and Kupers 2013).  Within Maximus, talent planning is determined by winning contracts.  Suppliers can bid for more than one contract and must prepare for various outcomes (EV1).  
I met with a Colleague who was heavily involved in the most recent bidding process (EV2).  ‘Caseload Modelling’ was undertaken to establish the capacity of one colleague to determine how many were needed to deliver the contract (EV3).  Maximus outsourced the Labour Market and Competitor analysis.  To attract talent, it’s crucial to stand out from competitors (Wilkinson & Taylor, 2016, cited in Taylor & Woodhams, 2016).  The Talent Planning meeting notes are documented, along with an explanation as to how affordability decisions are made (EV4).
Within Maximus, talent planning initiates from Operational decisions to recruit and Recruitment responsibility to attract candidates.  Opportunities are advertised internally and externally on Online Job Boards and LinkedIn (EV5).  The CIPD 2020 Resourcing and Talent Planning survey discusses how LinkedIn is being used increasingly more for recruitment (CIPD, 2020).   
Maximus’ Talent and Development Team ensures colleagues have the right skills.  Colleagues are provided with an induction (EV6); training (EV7); apprenticeship opportunities (EV8) and an Employment Advisor Development Programme (EV9).  This supports the organisation’s people development and retention strategies (EV10).  The CIPD 2020 Resourcing and Talent Planning survey discusses how employers are investing in learning and development to retain talent (CIPD, 2020). Additionally, Maximus operates a flexible working policy and a pay and reward policy to aid retention (EV11).
Succession planning ensures that colleagues have the skills and capability to progress (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  Within Maximus, this process is informal (EV12).  Taylor (2010) discusses how mentoring is an option for colleague development.  A Mentoring programme has recently been introduced within Maximus (EV13). 
Maximus has redundancy and disciplinary policies (EV14) and a retirement process along with guidance for Line Managers (EV15) to manage talent leaving the business.
1.2 	
Data Analysis provides management information to tackle business concerns and inform decisions (CIPD, 2018).  Maximus has a new reporting tool that utilises HR data to support resource planning (EV16).  This tool highlights how much performance has been lost due to absence and supports with setting thresholds for annual leave permitted (EV17).  This data can support requests for additional resource (EV18).
Data analysis looks at past trends to predict future needs (Taylor, 2010).  Absence data is analysed to establish average sickness and estimate individual occupancy which informs recruitment decisions (EV4).  
Maximus is transitioning to a Balanced Scorecard approach to measure performance.  Colleagues are required to complete a Training Needs Analysis to highlight current skills gaps (EV19).  This data can inform training decisions and thought given to what skills are required for future recruitment (CIPD, 2018).
Maximus utilises data captured through engagement surveys (EV20), exit interviews (EV21) and induction feedback to aid retention (EV22).  Resignation triggers are highlighted through exit interviews to determine if it could’ve been avoided (Taylor, 2010).
Evaluating staff turnover and assessing it against competitors informs a business case to invest in turnover reduction (Taylor, 2010).  Within Maximus, turnover data informed decision making to invest in a new recruitment process (EV23).  
Office for National Statistics supply data that enables organisations to observe the current labour market and economic developments (EV24). The CIPD’s Quarterly Labour Market Outlook Survey gathers data from organisations on pay and employment expectations (CIPD,2021) (EV25). This work was outsourced on Maximus’ most recent bid to inform talent planning (EV4). 
Maximus won ‘Restart’ as a Prime Contractor in two regions which will see the workforce numbers triple (EV26).  Maximus measures performance against its competitors (EV27) and throughout the bidding process, analysed closely competitors’ offering.  It’s vital to know what terms and conditions are being offered (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).   
Maximus utilises commissioner data that indicates expected referrals each month to phase the increase in staff recruitment in parallel with the increase in referral numbers (EV4).

1.3 	
A SWOT analysis was undertaken to evaluate Maximus’ approach to Talent Planning (EV28). 
Internal HR data is utilised to enable evidence-based decision making on recruitment.  The Recruitment Team advertise opportunities widely.  Adverts provide a job description and person specification (EV5).  Writing of job adverts and making selection decisions can be supported by the job description (Taylor, 2010).  Person specifications focus on human attributes required (Wilkinson & Taylor, 2016, cited in Taylor & Woodhams, 2016).    
A few candidates lately have raised concerns about poor reviews on an Online Jobs Board (EV29).  A negative comment on a website can be significantly heightened (McCartney, 2017).  For attraction and retention, Employer Brand is significant (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).
Maximus has a robust approach to development and upskilling; however there does seem to be a gap in terms of formal succession planning.  The potential for career advancement helps enhance retention (CIPD, 2020).  Colleague feedback from a Research Project that I undertook indicated that colleagues didn’t feel there were sufficient progression opportunities.  I recommended the introduction of a Talent Development Programme that mirrored a succession planning programme in my response (EV30).  Similar feedback was captured from a recent engagement survey (EV31).  A Leadership Development Programme that had been planned prior to covid had to be placed on hold (EV32).
Labour Market Analysis is significant to understand what the people who may join the organisation currently do, where they come from, the group demographics and what competitors are offering (CIPD, 2018).  This work was outsourced for the most recent bid, however for business-as-usual recruitment this leaves a gap.
Training Needs Analyses take place when required.  All learning that is completed internally is recorded; however additional qualifications, skills and experience aren’t captured which may be helpful for redeployment opportunities.
People Analytics uses people data and business information to help enhance evidence-based decision making (CIPD, 2020).  Our HRBP confirmed that currently Managers don’t have access to team demographics data to support with talent planning (EV33).
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Learning Outcome Two
Introduction
2.1
Recommendation – Introduce Succession Planning:
Succession planning ensures that an organisation has enough people to step into roles at the next level when they become available (Wilkinson & Taylor, 2016, cited in Taylor & Woodhams, 2016).  The contemporary outlook on succession planning considers developing colleagues for lateral moves to broaden organisational experience and not just colleague promotions (CIPD, 2020).
Maximus has recently secured two Prime Contracts to deliver the Restart programme.  This has resulted in a significant increase in opportunities as the workforce is due to triple in size over a short period of time (EV26).  Until recently, colleague feedback has indicated that there aren’t enough opportunities for progression (EV31). Colleague Turnover has been a significant area of concern, specifically with the Employment Advisor role (EV23).  
Martindale (2008, cited in Taylor, 2010) discusses how Coca-Cola primarily recruited externally which significantly impacted employee morale and turnover.  In response to this, Coca-Cola introduced a 2-day development centre for junior managers who were thought to have senior management potential.  Within a few years of the first programme, more than half of colleagues had been promoted and all were retained at the company.
Maximus’ approach to succession planning is informal and sporadic (EV12).  Maximus has a robust approach to recruiting the right people based on skill and aptitude, providing them with the skills to be successful and knowledgeable in their role, however there is no robust plan for ensuring colleagues have the skills to move into another role to replace someone when a role becomes vacant.  
With the growth in the Employability sector on the increase, introducing Succession Planning into the organisation to fulfil the increasing number of opportunities is my recommendation.  Succession Planning can help retain individuals as they have will have confidence they will have the opportunity to progress.  This approach also ensures that we maintain the sector specific knowledge within the organisation (CIPD, 2020).
Succession planning now includes developing ‘pools’ of talent from which replacements can be selected (Wilkinson & Taylor, 2016, cited in Taylor & Woodhams, 2016).  As part of a retention research project that I undertook, I recommended that a Talent Development Programme be put together allow people to develop and build the skills needed to be promoted into those next management positions for when they become available (EV30).  By investing in succession planning, employee engagement and retention will be enhanced (SHRM, 2010).
Recommendation – Labour Market and Competitor Analysis to become Business as Usual:
It’s important for organisations to monitor the state of the labour market and likely developments in the economy (CIPD, 2021).  In preparation for the Restart Bid, Maximus contracted out the Labour Market and Competitor analysis to a team of consultants due to the enormity and importance of the task as future contracts were reliant on this piece of work being right (EV4).  
The opportunities within the employability sector will continue to grow due to the impact that Coronavirus has had on some other sectors within the economy.  What Maximus needs to be focused on now is standing out from its competition to attract talent and the whole labour market needs to be a consideration when doing so (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016). 
Staff turnover is a concern, particularly amongst the Employment Advisor community (EV23).  This can be costly but especially when losing highly skilled employees to competitors (Taylor, 2010).  It is especially common for colleagues within the Employability sector to leave to work for a competitor. It’s crucial to understand comparisons to competitors in terms of pay, learning and development opportunities and job security (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  Competitors now originate from places that organisations least expect (Adams, 2017).
Labour Market and Competitor Analysis is an essential talent planning task and shouldn’t be just a focus when bidding for contracts.  My recommendation is that becomes part of a business-as-usual approach. Maximus already has a labour market analyst who supplies the Employability Services team with data about the labour market in terms of which sectors are recruiting along with information about the claimant count in the local areas (EV34).  Maximus could utilise this resource for its own talent planning.  This will ensure that it is always aware of the characteristics of the population in its labour market, what its competitors are doing and if the available population from which it would normally recruit is changing (CIPD, 2018).

Recommendation – Managers to be given access to People Analytics:
People Analytics captures data to provide employers with a thorough understanding of their workforce, such as demographics, skills, knowledge, and experience of individuals.  This can then be utilised to improve evidence-based decision making (CIPD, 2020).
ASDA has more than five generations within its workforce.  As an organisation it utilises People Analytics to tailor its approach to reflect the diverse needs of its workforce (CIPD, 2016).  At Maximus, the majority of talent planning responsibility sits within Operations.  However, currently Managers do not have access to the data that provides them with their teams’ demographics such as age or diversity information (EV33).  To prepare for and minimise costs of replacement and turnover, data that details workforce demographics is beneficial.  An aging workforce predicts retirement, and a skills shortage is likely when experienced colleagues retire (SHRM, 2016).  
Maximus were recently awarded four new contracts within the justice sector.  A comms was sent to the wider organisation to encourage colleagues with experience to express an interest (EV35).  Capturing skills data and making this available to Managers would also be beneficial.  Currently Managers are unable to access any information that informs them of what skills, qualifications or additional experience individuals within their teams have.  This could support with identifying opportunities for secondments or redeployment easily.  
My recommendation would be to provide Managers with access to People Analytics for their teams to inform talent planning decisions and tailor their approach to reflect the diverse needs of their team.
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Leaning Outcome Three
Introduction
3.1 	
Recruitment and Selection are key activities within workforce planning (Armstrong, 2016).  Attrition rates amongst Employment Advisors is a concern in Maximus.  Colleagues are recruited and shortly after it becomes apparent that they aren’t suitable for the role. The continuous cycle of recruitment and training, impacts on cost and performance (EV23).  A robust interview process is in place however, this doesn’t appear to mitigate the number of unsuitable colleagues joining the business and then leaving.  As predictors of performance, evidence suggests interviews are ineffective (Taylor, 2010).   It was decided to collaborate with an external organisation to develop a bespoke Situational Judgement test to enhance the interview process.  The situational judgement test would provide candidates with scenarios that they may encounter within the role to assess their response (EV36).  The aim was to select candidates with the right aptitude for the role and reduce attrition.  
3.2 	
My role was Operations Project Lead (EV37).  It was my responsibility to liaise with both internal and external stakeholders and ensure we were on track to achieve the deliverables within the required timeframe.  Maximus’ Operations Director was the Project Sponsor.  Other key internal stakeholders were the Head of Resourcing, Senior HRBP and a Senior colleague from the Business Improvement Team.  There was an external Business Psychologist lead that was responsible for creating the Bespoke SJT and a lead from the organisation that were designing the digital platform where candidates would access the test.  We worked collaboratively to develop a plan that worked for everyone and agreed key deliverables and timelines.  Within my role, I ensured the right people and resources were in place so that the project was delivered on time and to a quality standard (Mindtools, 2009).
3.3 	
It’s important that all organisations adhere to the Equality Act 2010 and don’t discriminate against anyone based on the nine protected characteristics: sexual orientation, age, sex, disability, religion or belief, race, pregnancy and maternity, gender reassignment, marriage and civil partnership (ACAS 2021) (EV38).  Maximus’ Recruitment policy outlines this very message (EV39).
To build the scenarios, it was important that the Business Psychologist could define the role.  This took place through information gathering from colleagues to understand the role, responsibilities, and expectations (CIPD, 2020).  This enabled competencies required for the role to be defined (EV40).  During recruitment, competencies can be beneficial as they reveal the organisation’s ethos and values (CIPD, 2020).
During recruitment, candidate experience is important.  It’s not just about the employer identifying suitable candidates, it’s as important that candidates are able to find out more about the role to decide if its right for them (CIPD, 2020).  This was a clear aim of this activity (EV41).
3.4 	
Collaboratively, we followed the project plan which detailed the key deliverables, who was responsible and timescales for completion (EV42).  The first deliverable was to undertake the job analysis.  This involved interviewing a range of colleagues including current job holders and Line Managers (Wilkinson and Taylor, 2016, cited in Taylor and Woodhams, 2016).  It was necessary to select high performers, so I utilised performance data which was the evidence available to inform my decision (CIPD, 2021). I liaised with their mangers to assess willingness to be involved and find a suitable time slot for interview (EV43).  To create the scenarios, I sent through supporting information related to activities within the role (EV44).  When the scenarios were created, I liaised internally with key stakeholders and provided feedback (EV45).  The next stage was to pilot these scenarios with the existing workforce and again utilised data to mitigate managerial bias (EV46).  Following the pilot and agreement of the final scenarios, the project was ready to go live in a norm grouping phase with the aim of using the average assessment scores to determine thresholds for future sifting.  
3.5 	
Psychometric testing effectively predicts performance but shouldn’t be the only method used (CIPD, 2020).  This we achieved as the SJT was still followed by the regular interview process, so we didn’t solely rely on a systematic tool to predict performance (Jacobs, 2018).
The thorough job analysis that took place by systematically analysing the role of the Employment advisor ensures that selection is made subjectively, and no unlawful discrimination has taken place (Taylor, 2010).  
Communication is vital during any project (Mindtools, 2009).  Throughout, I provided regular updates to senior internal stakeholders (EV47).  I ensured they were aware as to what deliverables had been achieved, what the outcomes were, what was next, along with highlighting any risks, and requesting guidance if required.  All stakeholders felt that my contribution was effective and met the necessary requirements (EV48).
3.6 	 
Mindtools (2014) describes how using Gibbs Reflective Cycle is helpful to understand what worked well and what could be improved on future projects.  The results of the Norm Grouping Assessments proved that there was no significant statistical correlation between these and Maximus’ hiring decisions.  Internal stakeholders were understandably reluctant to use it to determine thresholds for sifting based on the assessment performance.  
I was excited to lead on this project as building strategies to reduce attrition is something I am passionate about (EV49).  I was slightly disappointed with the results as the ideal outcome would’ve been for the tool to provide confidence that the SJT affectively assesses for the right aptitude which is still unknown at this stage.  
My knowledge on Situational Judgement tests prior to this project were minimal and a significant positive is that my knowledge in this area has grown extensively.  Additionally, all stakeholders were especially complementary about my performance and contribution (EV48).  
Moving forward, I would ensure a Predictive Validity analysis to predict performance within the role along with retention was costed into the initial study as without carrying out this additional analysis, we are still unsure if the assessment will reduce attrition.  I have liaised with both external organisations to pause the additional predictive validity study for now and managed to negotiate to put our licence on hold so we could pick back up where we left off if we choose to recommence (EV50).
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