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Describe the key contemporary trends in both the UK labour market and in the labour market of any other country 
UK
The UK labour market as of February 2020, shows a picture of high employment (running at 76.5%). There has been an increase in women in the labour market and of people aged between 50-64 (CIPD, 2020a)
Despite unemployment rates falling there are 8.48 million people are not in the labour force (these are deemed as Economically Inactive). These numbers too are decreasing, with the number of women at a record low of 24.8%. 27% are students, 26% are long term sick and 22% caring for family members. (These measures those actively seeking work in last 4 weeks and available to start work within 2 weeks) (CIPD, 2020a).
Government statistics report that there were 810,000 vacancies from Nov 19 to Jan 20. The type of permanent roles employers have been most unable to fill during the past 12-months are in professional occupations (53%), associate professional and technical occupations (16%), and managers directors and senior officials (11%).  A smaller number of employers say they were unable to fill lower-skilled roles such as elementary positions (2%), administrative and secretarial occupations (2%) and process, plant and machine operatives (3%) CIPD (2020a). 
Singapore 
Singapore’s labour market held steady in 2019, although unemployment rates edged up, according to a Ministry of Manpower (MOM) report 2019. The labour market is comprises domestic and foreign workers.  Total employment growth in 2019, excluding foreign domestic workers, was the highest in five years, reflecting growth in both foreign and local employment. 
The unemployment rate rose to 2.3%. The annual average resident long-term unemployment rate in 2019 was unchanged from 2018 at 0.7 per cent, but trends were mixed across age and education groups, with residents at both ends of the age spectrum and those with non-tertiary qualifications seeing a rise in long-term unemployment rate (MOM, 2019).
The jobs that have seen the highest employment in 2019 was in the community, social and personal services, financial and insurance services and information and communications sectors. Foreign employment – excluding foreign domestic workers – grew by 28,700, more than double the growth in 2018. This was largely driven by the construction (13,900) and services (15,100) sectors (MOM, 2019).
Clearly the Covid-19 Virus is and will continue to have a huge impact on employment. These trends have not been taken into account in the figures above.  
 


Describe the principles of effective workforce planning and tools used to carry it out.  
In numerous mature labour markets there is an ongoing ‘war for talent’, a phrase first coined by the consultancy McKinsey (Michaels et al., 2001). This rightly implies that firms are fighting for the best talent. To secure this talent (skills, people), there needs to be an element of planning and strategy in order for an organisation to meet its objectives. This is called talent planning, human resource planning (HRP) or workforce planning (Taylor and Woodhams, 2016). The CIPD (2019) defines it as “a process of analysing the current workforce, determining future workforce needs, identifying the gap between the present and the future, and implementing solutions so that an organisation can accomplish its mission and strategic plan”.
Taylor and Woodhams (2016) identified a four stage process needed for successful workforce planning. These are: 

1. Forecasting the demand for skills in the future (demand)
Forecasting demand means understanding what tasks will need doing, the make-up and number of job roles to deliver these tasks and identifying the skills needed. The tools that can be used for this are statistical modelling (looking back to predict the future), using the judgement of managers (using a PESTLE analysis, scenario planning) or a cost-based process, working out what numbers can be afforded (Taylor and Woodhams, 2016). 

2. Forecasting which skills the organisation will have in the future (supply).
Forecasting the supply means looking inwards at the composition of the current workforce, its skills and propensity for this to change. This involves analysing key data on numbers employed, analysing skills through training records and personal specifications and identifying using Markov Chains what might change, i.e. staff turnover. This will give the present picture and should be used to create a workforce plan. The CIPD (2019) see this as a core part of a talent planning strategy.

3. Identifying the gaps between 1 and 2. 
Gaps can be identified by running a Gap Analysis between present job roles, skills and competencies and those needed for the future. The CIPD (2019a) considers a focus on a flexible workforce and that future roles will often involve a greater use of technology and require a greater digital awareness.
4. Planning how to fill any gaps.
Determining how to fill these gaps is the next stage with two elements: identifying how the organisation can use existing resources and secondly, what external sources of skills can be used. Internal resources will include training plans, moving people into new roles and succession planning. Looking externally generally focuses on recruitment. However, Cannon and Magee (2011) urge consideration of offshoring/outsourcing.  




Explain how to develop basic people plans and succession plans

Planning is central to ensure any organisation is fit for future purpose. The CIPD (2019) state the workforce planning process can take many forms, but essentially should focus on turning business strategy into a set of actions to ensure a workforce capable of delivering those strategic goals and objectives. A workforce plan looks at overall staffing considerations (PESTLE analysis, internal data analysis) (Taylor, 20219). Another form of planning is succession planning, which has been defined by Pascal, 2004) as managing the supply, demand, and flow of talent through the human capital engine. Taylor (2019) adds that an organisation needs people with the ability, knowledge, personal attributes and experience necessary to step in to roles when they become vacant.  

The traditional approach to progressions focuses on the top of the organisation; an approach to groom a ‘chosen few’ for existing jobs (Taylor and Woodhams, 2016). The CIPD (2020b) suggest this should be extended to developing an organisational-wide pool of talent who could step in to any number of roles (not jobs) across the organisation. This also includes bringing in new recruits, who add new ideas and approaches and avoids senior managers becoming clones of predecessors. The CIPD (2020b) state this too should include external recruitment. 

The succession planning process should be formalised and conducted with honesty, trust and transparency (SHRM, 2007).  The plan should begin with discussions about strategic goals. However at an employee level, appraisal meetings are central, as these can identify employee aspirations, skill levels and determine development plans (Taylor and Woodhams, 2016).  To equip employees with the skills they will need, the succession plan needs to include mentoring, coaching, specific training and lateral moves. Clearly there are links to other HR issues; succession planning has to be aligned with supportive organisational processes such as reward and recognition, decision-making and creating an inclusive organisational culture (CIPD, 2020b).

Assess the strengths and weaknesses of different approaches to attracting talent to the organisation

No organisation works in isolation; the organisation must be aware of external forces, know how to differentiate itself from the competition and attract the right people (Taylor and Woodhams, 2016). 
Positioning and differentiation is a common practice in modern marketing. HRM today uses marketing tools and techniques, hence a predomination of social media used to communicate company benefits and to recruit. 

In terms of attracting talent it is useful to understand the model developed by Higgs (2004) which focused on two areas: reward and culture and how the organisation positions itself.  Rewards are financial i.e. how well the organisation pays. Employer of cash – treats employee’s harshly but pays them well; Pay is not the sole determiner in attracting talent and high pay can mean security but an employee not wanting to contribute (Keller & Meany, 2017).  Employer of values – cannot pay market rates, but treats employees very well. This tends to be public sector; Employer of churn – both pay poorly and treats employee’s harshly. This is fine when there is a supply of cheap labour, but when other market conditions prevail, talent is harder to find. Employer of choice – both pays well and treats employees fairly. Employees are closely aligned to the organisational strategy and values. With such a model, positioning tends to be strategic and is impacted by economic and labour force conditions (Higgs, 2004).  In a tight market employees have increased bargaining power and may well demand more than is usually offered, with implications on pay structures and moral if there are pay differentials. In a loose market, with high employment, the employer may dictate in terms of rewards (Taylor and Woodhams, 2016). 

Employer branding describes how an organisation markets what it has to offer to potential and existing employees (CIPD, 2019b). This is the cultural element of the Higgs model. Holland (2007) suggests that smart organisations are defining what type of person will fit with the organisation’s culture.  A lot of that is value-driven - not just what employees are capable of doing, but what satisfies them (Holland, 2007).  This is the ‘employer of choice’ position and when it works, drives high calibre applicants for graduate schemes and jobs. As Taylor and Woodhams (2016) express, there are lots of organisations positioning themselves as employees of choice, which presents difficulties itself in terms of standing out.  Ladjemi (2014) argues that organisations need to go yet further, developing more branding activities, spending more money and resources to make working for them not just desirable, but irresistible. This means creating EVP (employer value propositions) which ensures that an excellent talent pool is attracted to the organisation, and that the talent pool stays engaged and committed (Trost, 2014). Of course, this is not always possible. The message needs to be consistent with the reality of working in the organisation, or risk damaging the brand and reputation. 



Assess the strengths and weaknesses of different approaches to retaining talent.

In order to have an effective retention strategy, assessments should be made on the number of people leaving the organisation and plans drawn up to ensure that the right people do not leave (Taylor and Woodhams, 2016). Measuring turnover and the costs involved helps organisations understand the extent of the problem and helps gain commitment from senior managers when trying to combat turnover. A CIPD Survey (2017) identified that although larger businesses were measuring retention, smaller businesses were not. 

Having people leave an organisation can be useful; functional turnover is desired as it removes poor performers, saves wages, allows others to progress and can introduce new people with fresh thinking. Clearly much depends on the type of labour markets in which the organisation competes (CIPD, 2019c). However, ‘dysfunctional leavers’ have a negative effect. There is the obvious cost in replacing employees, loss of skills and knowledge and the impact on remaining employees and business reputation.

Rather than making assumptions as to why people leave, organisations should use qualitative data to identify the real reasons (Taylor and Woodhams, 2016). Data sources on why people leave is via exit interviews, surveys with previous staff and monitoring current staff satisfaction surveys.  Armed with this information HR and managers can make informed decisions on which initiatives to roll out. 


A number of strategies can be implemented, and as Taylor and Woodhams (2016) suggest, this is built around the psychological contract; the implicit commitments between employer and employee. 
These commitments cover areas such as performance management, through a process of feedback, both positive and negative. Otley, (1999) suggests this gives employees a scope for improvement and the motivation to continue performing, but only if opportunities for progression are fair. 

Reward and recognition strategies are also tools in effective employee retentions. Rewards can be used as an incentive for desired behaviour and a way of demonstrating fairness and equity.  Employees who feel fairly rewarded, whether financially or otherwise for their work done, continue delivering results and feel satisfied with their jobs. However, as Allen et al, (2010) identified, organisations that pay the most, do not always retain the highest number of staff. 

Learning and development programs keep employees’ skills updated and reskilled when necessary and gives opportunities for both personal and professional growth and progression (Brown et al, 2005). Learning and development strategies must be linked to future opportunities if they are to be successful.  Allen et al, (2010) identify that less measurable concepts such as organisational commitment and job satisfaction are two of the most important turnover drivers. As such, strategies mentioned above rarely work in isolation.  As Briner et al, (2009) state investing significant resources in retention initiatives without understanding the nature of turnover is unlikely to bring a return on these investments. 


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

In order to determine the skills and experience needed to fill a role, job analysis needs to be undertaken. This involves a systematic analysis of information from management, performance expectations and current role holders (if appropriate). Doing so, helps to ensure a fair selection process (Taylor, 2019). The next step then is using this information to detail the job descriptions and personal specifications (Taylor and Woodhams, 2016). 
Job descriptions summarise the tasks that make up the job together with areas of responsibility, performance indicators and reporting lines. It aids the recruitment process by providing a clear overview of the role for all involved. It can also be used to provide clarity during induction and later, on performance and objectives (CIPD, 2020c). 
Person specifications focuses not on the job tasks, but rather on the human attributes that are considered necessary for someone to perform the role (Taylor and Woodhams, 2016). The CIPD (2020c) suggest that best practice means using the person specification to score a candidate against the necessary and desirable criteria for selection. This usually takes the form of ‘desirable’ and ‘essential’ specifications and will cover areas such as skills, experience, qualification, education and personal attributes. The CIDP (2020c) insist the characteristics specified must be clear, demonstrable and avoid bias in wording and unfairness throughout the recruitment process. This inlcudes being aware of discriminatory wording (age, gender) and ensuring that the characteristics that are asked for are absolutely necessary, e.g. why ‘5 years’ experience’? Why not ‘recent experience’.  It is these two documents, the job description and the person specification that are seen by the candidate as part of the application process. 
Competency analysis and the subsequent development of a framework, focuses on the person rather than the job.  They are used sometimes in conjunction with a person specification and are not seen by the candidate (but are used by agencies in shortlisting) as the framework is used to ‘measure’ candidates against pre-determined competencies, aligned to company values (Taylor and Woodhams (2016). There are many benefits associated with using competencies. Campion et al (2011) suggest a framework is useful for distinguishing top performers from average performers because they are highly attractive to individuals who seek out opportunities to learn and grow in the organisation.  Additionally Schippmann et al (2000) suggest competency frameworks are more likely to emphasis long-term organisational fit as opposed to a shorter-term job match. 

Evaluate different methods of recruitment and selection.

There are many ways of filling a vacancy, but ultimately it will depend on the nature of the job (Taylor and Woodhams, 2016).  A study by Dineen, Ash, & Noe, (2002) found that the more information a job advertisement contains, the more likely a job seeker can accurately assess whether there is a fit with the requirements of the job and with the organisation. This implies that whatever method is used, the job details (description, personal spec) and the values held by the company need to be effectively promoted. 

Taylor (2019) outlined the approaches taken to filling a role, these being; internal, media, educational liaison and specialist outside support.  Internal recruitment includes promotions, transfers, job rotation and attracting former staff.  This can inhibit fresh blood, but ensure there is progression for employees. In terms of media, HR professionals are increasingly using social networking sites to screen and select applicants (Nikolaou, 2014) in order to verify information provided by the applicants or and because of the relatively low cost of getting job ads out via social media.  Specialist Expertise (head hunters, employment agencies, professional contacts, graduate hiring) are used to support the recruitment process, but they need to have a good understanding of the organisations and its requirements (CIPD, 2020c). The CIPD (2020c) also suggests using multiple and non-traditional outreach methods, such as connecting with colleges and schools widens the talent pool.

There are two main formats in which paper or online applications are likely to be received: a curriculum vitae (CV) or an application form. Some organisations allow applications via a LinkedIn profile (CIPD, 2020c).  Following on from this a selection process includes some or all of the following; interviews (telephone, one to one, panel or group), ability and personality tests (IQ, literacy and numeracy, job specific, personality questionnaires) and assessment centres (presentations, work samples, group activities, role-playing) (Taylor, 2019). 

Throughout the entire recruitment and selection process, reasonable adjustments may need to be made for candidates (CIPD, 2020c). This is especially important with regard to the nine protected characteristics under the Equality Act 2010 (Taylor and Woodhams, 2016) to ensure there is no discrimination and the process is fair and transparent. Best practice dictates that this includes communicating job vacancies to all staff, having an interview panel, asking all candidates the same questions and using specific application forms rather than CVs (CIPD, 2020c).


Explain key aspects of good practice in relation to dismissal, redundancy and retirement

Dismissal and redundancy are examples of involuntary employee turnover, as opposed to voluntary where an employee moves on to another job either internally or externally. Dismissal refers to a situation where the employment contract is terminated by the employer (Taylor and Woodhams, 2016).  A valid reason for a termination of contract falls into two areas, either conduct or capability. In both cases a fair and proper procedure must be followed, as a minimum, in line with the ACAS Code of Practice.

Redundancy occurs when there is a closure of business, workplace or reduction in work of a certain kind (139(1) of the ERA, 1996). The CIPD (2019d) state that it should be a last resort in an organisation’s restructuring and alternatives to compulsory redundancy should always be sought. UK employers who misunderstand the law or don’t follow the correct procedure may be liable for unfair dismissal claims or protective awards. ACAS (2014) gives a clear process to be followed:  Consultation, a fair selection criteria and communication and transparency throughout. Redundancy is a very stressful time for an individual and as such the employer needs to handle the redundancy situation as sensitively as possible to reduce the negative impact (CIPD, 2019d). 

Retirement is a voluntary employee turnover i.e. a scheduled departure. UK law changed in 2011, abolishing a default retirement age. With an aging population (by 2022 one in three workers will be aged 50+) and tight labour conditions, this presents challenges to both individuals and organisations (CIPD, 2019e). If individuals are unable to meet the needs of a certain role exit should be managed through performance and capability (Taylor and Woodhams, 2016). Unless handled correctly, this could contravene the Equality Act.  Retirement is a sensitive issue and needs to be treated as such. Best practice deems that conversations about retirement should form regular conversations with employees, as well as training managers in how to approach the issue. The CIPD (2019e) have evidenced that considering a range of options, based around flexible working can help older workers and the organisation plan work; whether this is a change of working hours or offering a mentoring role. 
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