


Executive Summary 

Diversity recognises that “everyone is different in a variety of visible and non-visible ways, and that those differences are to be recognised and valued” (Ali, 2022). As highlighted by the CIPD (2022), all organisations need to embrace and make a conscious effort to strengthen diversity in order to achieve peak performance.  

This paper is written to support senior leaders at PATCH to address the diversity issues noted in the CIPD report.  Efforts to increase diversity are shared in third-sector, non-profit organisations like PATCH and geographic demographics further increase this challenge.  This paper explores how various resourcing and talent management approaches may increase diversity.

Through a literature review, this paper explores the political, economic, social, technological, legal and environmental factors that impact talent management across the organisation.  In addition, this paper evaluates the internal strengths, weaknesses, opportunities and threats facing PATCH.  From this, this paper notes the need for PATCH to develop a stronger employer brand.  It highlights the apparent lack of diversity amongst the trustees, which is reflected on trustee boards across the United Kingdom (NCVO, 2022c).

The paper then undertakes a critical analysis of the HR systems, process and practices at PATCH.  The paper highlights the need for a comprehensive onboarding and off-boarding process for staff and volunteers which will aid alignment of stakeholders with the vision and values of PATCH (Hager & Renfro, 2020).  This paper also analyses the use of widened and alternative talent pipelines such as work-experience, apprenticeships and ex-offenders. The analysis also discusses the considerations of generational diversity and its importance when facing the challenges of future work.

The paper makes three strong recommendations; primarily to create mechanisms that encourage employee and volunteer feedback to be a key factor in the strategy of the organisation.  The report also recommends that the organisation considers volunteering opportunities through alternative talent pools, beginning with work-experience.  The final recommendation is to undertake a full audit and skill analysis of the trustee board.

To conclude, this report should be seriously considered by the leadership team at PATCH.  In order to face the future of work, particularly in the third sector, the organisation must adapt a mantra of constant innovation and evaluation.
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[bookmark: _Toc152228016]Introduction 
The CIPD’s recent findings, noted in its Resourcing and Talent Planning Report 2022, highlighted a number of issues facing organisations in a work society emerging from the pandemic.  A major theme in this report highlighted the ‘variable efforts to increase diversity and remove recruitment bias’ (CIPD, 2022, page 7).

As noted in the CIPD report, there are many organisations that could improve their efforts to increase diversity across all levels.  It noted how only a small number of organisations are actively hiring for diversity for board-level roles and stated how recruitment bias is still a major concern across the United Kingdom.

As defined by the CIPD, diversity ‘’recognises that everyone is different in a variety of visible and non-visible ways, and that those differences are to be recognised, respected, valued, promoted and celebrated. They may include, but are not limited to, differences protected by equalities law’’ (Ali, 2022).  Diversity is important for any organisation in order to increase organisational performance (Turi et al, 2022). 

Non-profit and third sector organisations like PATCH face similar challenges.  A recent study found that in many of the biggest UK charities, there are a notable lack of minority-ethnic women at board-level and a smaller (yet still concerning) percentage have no females in their leadership teams (Whitehead, 2023).  

The purpose of this report is to support senior leaders in the organisation to address this issue as highlighted by the CIPD report.  Readers of this paper should be cognisant of the workforce demographic of the organisation.  PATCH, like many charities, relies on its volunteer workforce to operate.  With only two paid employees in comparison to fifty volunteers and six (unpaid) trustees, the efforts to increase diversity are challenging.  

In a small and unassuming charity in a rural corner of West Wales, some may question whether PATCH really needs this level of scrutiny on its diversity.  Considering only 3% of the population are Black, Asian & minority-ethnic and over half of the population classed as ‘economically active’ (Welsh Government, 2023), it is vital to ensure that any diversity goal is representative rather than tokenistic.  It is important to note here that true diversity is much deeper than contrasting against the characteristics listed in the Equality Act (UK Government, 2010).

To address this, PATCH must scrutinise its client base by evaluating its internal data.  This proves challenging as there is not much time or resource available for data analysis.  However, some internal data does show that over 70% of service-users are women and nearly 60% of all clients are under the age of 30.  The most common reason for referral is consistently a temporary change in state benefits, which suggests that most clients are in receipt of said benefits (PATCH, 2023).  With this in mind, the organisation needs to explore whether it’s workforce is truly representative of the client base.

Talent management, defined by the CIPD as ‘the systematic attraction, identification, development, engagement, retention, and deployment of those individuals who are valuable to an organisation’ (Quilliam, 2023), plays a key role in ensuring that the organisation is equipped and ready to face the challenges of the future of work.  Whilst there is arguably more of a focus on employees in the field of talent management, readers should be mindful that the same strategies still apply when looking at the workforce as a whole.  As such, nuances between employees, volunteers and trustees (who are also volunteers) will be made clear throughout the paper.

[bookmark: _Toc152228017]Literature review 
[bookmark: _Toc152228018]Factors that impact talent management within the organisation
There are many external factors that impact talent management in the organisation.  From a political viewpoint, government policy has a huge impact on the third sector.   Over the last decade, government policies such as benefit reform have been a huge driver for the demand for food banks (Sosenko et al, 2022).  Similarly, the apparent lack of a long-term anti-poverty strategy from Westminster is arguably worsening poverty and therefore increasing the need for third-sector organisations (Trussell Trust, 2023).  This is an important point for readers as it strongly suggests that demand for organisations like PATCH will be high for many years.

There are also a number of economic factors impacting talent management.  Notably, the cost-of-living crisis, fuelled by high inflation and soaring energy costs, is seeing demand for and use of foodbanks rapidly increasing (Gorb, 2022).  In terms of talent management, statistics demonstrate a significant decrease in volunteering across the UK with many people unable to volunteer due to having to prioritise paid work (DCMS, 2023).  However, whilst volunteer recruitment is declining, volunteer retention seems to be on a positive trajectory (Action Hampshire, 2023).  This suggests that PATCH should ensure that it’s mechanisms for volunteer recruitment are robust enough to address the downward trajectory.

From a social viewpoint, the ageing population does not yet seem to have significantly impacted demand for foodbanks, whilst research does show an annual increase in volunteering across the U.K. by those over 50 (DCMS, 2023).   Notably, there is a stark difference between volunteer rates in areas of high social deprivation which are much lower than in areas of low social deprivation (NCVO, 2022a).  This is further reflected in trustee boards, where there is little representation from people with a low socio-economic standing (Lee et al, 2022, page. 24).  

The technological advancements of the last few decades have seen a seismic shift in talent management across organisations. There are a number of opportunities for organisations to invest in technology that supports talent management, however the cost of such systems often renders them inaccessible to organisations like PATCH.  This could prove disadvantageous as research shows that organisations with ‘digital maturity’ are much more effective at manging talent (Guerra et al, 2023).

When considering legal factors that impact talent management, it is vital to consider the difference in legal standing between employees and volunteers.  Volunteers are not afforded the same legal protections such as the Equality Act 2010 or the Working Time Regulations 1998 (NCVO, 2022b).  There can also be limitations set on financial benefits received by volunteers if they claim certain expenses from charities, which could negatively impact service delivery if they are unable to attend the workplace (Restall, 2018).  

Internally, there are a number of factors that can impact talent management within the organisation.  There is anecdotal evidence that suggests PATCH has a positive corporate brand in the area, which could be attributed to the longevity of the organisation within the county.  Having a strong employer brand is an effective way for organisations to acquire and retain staff and volunteers (Jeganathan et al, 2020).  PATCH also has strong links with local organisations, with many local supermarkets visibly displaying the PATCH logo and acting as collection points for donations.  

There are, however, some weaknesses that the organisation should consider.  At surface level, The trustee board is not particularly diverse in terms of demographics.  For many years the trustees were predominantly male and over 45, which reflects the picture on charity boards nationally (NCVO, 2022c).  At present, PATCH does not engage in any mechanism for monitoring or enhancing diversity on its Board.  This can pose a risk for charities as organisations like PATCH need to ensure that their leadership is comprised of people who accurately represent their communities (Downes, 2022).    If this does not change, PATCH risks losing public trust which has been declining across the UK over the last two decades (Populus, 2016)

PATCH does have a number of internal opportunities to increase diversity. It’s use of social media to recruit is in its infancy and will be analysed later in this report.  However, some research does show that organisations that utilise social media for targeted recruitment can positively impact diversity rates (McKenna, 2014).  The CIPD’s (2022, page 24) research highlights how UK non-profits like PATCH are more likely to try to attract talent from underrepresented groups by omitting degree requirements from their job descriptions, which PATCH already does.  



[bookmark: _Toc152228019]A critical analysis of the HR systems, process and practices at PATCH.  Are we ready for the future of work in a diverse world? 

In order to ensure high performance, organisations should look to the effectiveness of their systems and processes that support areas of the employee lifecycle.  From a talent management viewpoint, the employee lifecycle can apply to volunteers as well as employees. Looking first at trustees; in non-profits like PATCH organisations should be aware that having a formal onboarding process can boost engagement for board members (Nonprofit Business Advisor, 2021).  Presently, the board has recruited new trustees by using their own personal networks.  This exclusive system can severely inhibit the diversity at board-level. The picture is similar on charity boards nationally given that 71% of charity trustees were approached to join boards by current trustees (Lee et al, 2017).  With this in mind, organisations have some way to go to increase diversity.  

Effective onboarding aligns employees with organisational values and goals by creating a shared sense of purpose (Wanberg, 2021).   In an organisation like PATCH, it could be argued that ‘on-the-job’ training would be beneficial to facilitate socialisation for new starters (Frogeli et al, 2023).  However, some state that many induction or onboarding systems focus too closely on administrative tasks, rather than relationship building within the organisation (Bauer et al, 2021).  In terms of increasing diversity, this socialisation aspect is a key element that should not be overlooked.  The organisation should consider investing into an onboarding process and gaining feedback at key milestones.

Offboarding is as important as onboarding when trying to understand both diversity and inclusion.  Organisations must be aware of the differences between diversity and inclusion, as noted in this paper.  Even organisations with the most diverse workforces can fail if they do not have processes that are inclusive. Organisations should take heed of why people leave as an indicator of culture (Spain & Groysberg, 2018).  Within PATCH, there are currently no formal onboarding or offboarding programmes in place.  New members are often given an informal orientation by existing staff or volunteers.  Literature in this field suggests that without any process, volunteers may miss forming the ‘psychological contract’ that aligns them with the mission and values of the charity (Hager & Renfro, 2020).   There is a lack of academic research that demonstrates specifics on how onboarding systems can be more inclusive, however there is growing evidence to suggest that offboarding processes are vital for organisations to increase diversity (Hecht, 2020).

Engagement is another key factor to consider.  Research shows that volunteers feel more engaged with their organisations mission when given greater autonomy in their own decision-making (Guntert et al, 2022).  With this in mind, the organisation should evaluate its current mechanisms for promoting employee and volunteer voice.  Hirschman’s (1970) seminal work describes how employees show dissatisfaction by either voicing their thoughts or leaving the organisation.  The same could be assumed for volunteers.  Some research suggests that volunteer engagement is highly linked to initial motivations for commencing volunteering (Garner & Garner, 2010; Kolar et al, 2016).  In this respect, the organisation should gain a finer understanding of why volunteers choose this charity over another and use that data to inform their talent management processes.  Research by Findler et al (2007) showed that employees in organisations where they do not feel included, offer a lower level of commitment.  

PATCH currently has very little in the way of measuring the engagement of its workforce.  A recent study explored how volunteers are likely to remain engaged when they perceive that two-way communication is evident in the organisation (Trent et al, 2020).  At present, whilst there are no formal mechanisms in place, the organisation should consider researching these as a means of increasing engagement and diversity.  Evidence demonstrates that increasing voice mechanisms has a number of benefits, such as increasing generational diversity, increasing general productivity and improving innovative behaviours amongst colleagues (Dwijendra, 2020).

Analysing reward and recognition are arguably more complex when examining third-sector organisations.  In an organisation such as PATCH, the social reward can often be an intrinsic motivator for both staff and volunteers (Kim & Lee, 2007, Cook et al, 2022).  However, the organisation must be cautious to not dismiss the importance of fair pay and benefits for employees (particularly in comparison to the private sector) because of this (Johnson & Ng, 2016).  Volunteers may be rewarded with the gaining of a new skillset or by working in an organisation that aligns with their values (Kolar et al, 2016).  Given the economic situation facing most charities, organisations like PATCH may be wise to focus on rewards and recognition systems that are not linked with pay and consider the importance of an employer brand.

When considering employer branding, there is much to be said for an organisation that relies on volunteers rather than employees.  Starting with the labour market, many UK workers are using their labour skills in a volunteering capacity, a term known as ‘pro-bono volunteering’, which in turn generates millions for charities across the country (Omoigui, 2022).  Research has suggested that in non-profits, employer branding is key to attraction whereby organisational values and mission are the main factors in attracting candidates (Hughes, 2018) 

The performance cycle plays a key role in talent management.  In PATCH, paid staff are subject to a performance management policy which contains the common objective-based annual appraisal.  The policy does not apply to volunteers, either at board-level or on the ‘shop-floor’.  There is strong evidence to suggest that providing volunteers with appraisals would be a mutually beneficial endeavour (Speckbacher, 2003).  To increase levels of diversity, organisations should ensure that any performance management systems are fairly tested to be inclusive and remove the risk of bias.

Using technology to improve processes and experience is not a new concept (Schweyer, 2004).  In recent years, an explosion in technological advancement has led to the prominence of automation and the maturing of artificial intelligence (AI).  Ultimately, using technology can be advantageous in areas such as employee experience, reducing workload and automating otherwise-arduous business processes.  However, an over-reliance on technology could lead to disengagement, particularly from those who may not be as digitally literate as their peers (Zel & Kongar, 2020, pp 176-179).  Interestingly, a case-study at Google found that  despite higher accuracy and efficiency, staff rejected the notion of hiring decisions being made solely by algorithms (Newman et al, 2020).

Wiblen and Marler (2021) give an overview of how technology is influential in talent management processes, however this is entirely dependent on how organisations perceive the technology in question.  From an inclusion standpoint, this research leads well into the fact that AI is not in itself fair nor is it free from bias (Korte, 2020).  As an example, a study by Cowgill et al (2020) found that automated technology is heavily influenced by the bias of its human creator.  As such, organisations must ensure that any automated talent management processes are tried, tested and monitored to ensure fairness (Varma et al, 2023). This is a vital point for organisations, particularly in the third-sector where it may be less possible to invest in higher quality (and thus, more expensive) systems.  The same can be said for workforce and client management systems; the organisation currently uses basic database tools to manage data.  PATCH could consider investing in a more advanced volunteer management system which could, potentially, have functionality to monitor and increase diversity levels across the board by aiding the organisation in making data-driven decisions.  However, this may be considered too costly (Schonbock et al, 2016). 

Another aspect that the organisation should consider is the talent pipelines or pools it cultivates.  At this point, it is important to remind ourselves of the nuances between volunteers and employees.  Starting at the top of the organisation, the attraction and recruitment of a diverse trustee board is dependent on the systems and processes in place.  One study highlights how women were disadvantaged in their pursuit of a position on a non-profit board (Luna, 2019).  Providing exposure to and experience in board activities could help upskill current volunteers, as noted in a paper by the Chair’s Association (Thomson, 2022) who discusses recruiting lay-members to board committees.  This could be a useful way of creating a talent pool of future trustees from current volunteers, as well as increasing the diversity of the board.  However this may only work when the organisation is confident that it already has a diverse workforce.

For employees, the nuances become evident.   PATCH currently has two paid roles 
with plans to create additional roles in the future. In terms of widening diversity, the organisation has a golden opportunity to assess various sourcing channels for its candidate pipelines.  Engaging with apprenticeship programmes could be a mutually beneficial method (DeBrittany et al, 2023), as could widening talent pools to include ex-offenders.  Exploring roles for people with criminal records effectively widens talent pools that are previously untapped (Benard, 2021).   Similarly, research has found that poverty is fuelling offending by women across the UK (WorkingChance, 2021).  This suggests a paradoxical relationship between poverty and crime and begs the question of whether anti-poverty organisations like PATCH have a duty to combat this.  An exploration of ex-offenders as candidates could make a small but impactful change to this statistic whilst increasing diversity in the organisation.  At present, the organisation has not considered this approach.  As an example, Timpsons are well known for recruiting ex-offenders.  A case study on this company suggested that empowerment exercises like this one benefit all employees, not just those being recruited (Hempel et al, 2012).  However, any organisation considering this pipeline should be aware of the risks, such as being viewed by the public as simply a brand-enhancing public relations exercise (Parkes et al, 2010). 

A similar pipeline to explore is providing work experience opportunities; studies have shown that volunteering opportunities enhance transferable skills and potentially increase employability for otherwise inaccessible potential employees and volunteers, especially younger people (Giancaspro & Manuti, 2021).  Overall, organisations like PATCH should consider generational diversity as a priority, bringing in talent from younger demographics who are well versed in entrepreneurial and technological skills (Schuster & Oxley, 2023). The use of social media as a recruitment tool has already been mentioned in this paper but is worth re-exploring as it could support generational diversity within the organisation by appealing to younger audiences.  As noted in the introduction, the majority of service-users are under 30 years old.  Looking at the demographic of staff and volunteers, less than 1% are in this age-bracket (PATCH, 2023b).  However, organisations must be careful not to make blanket assumptions and assume that social media is only used by a younger age group.  In fact, evidence demonstrates that the use of Facebook as a recruitment platform is only as effective as the targeted population which has to be inputted by the job-poster (Welch, 2009; Wallace et al, 2021).  
[bookmark: _Toc152228020]Conclusions
The aim of this report was to support senior leaders to increase diversity across all levels of the organisation.  Increasing diversity is a worthy challenge facing all organisations.  This report has evidenced a range of issues facing small third-sector organisations like PATCH.  From the outset, this report noted how the demand for such organisations will be high for many years and as such, the sector will need to adapt and evolve in order to meet the challenges of future work.

This paper has evaluated a number of factors affecting talent management and has made reference to a range of theory and contemporary literature.  This paper has also provided a critical analysis of the ‘people processes’ employed by PATCH in readiness for its future as a diverse employer.  Detailed recommendations will be made in the following section of this paper.

Throughout the report, there have been some key themes.  Beginning with the trustee board, this paper has made reference to the fact that the current board members have been recruited through personal networks of their board colleagues.  Whilst this is not uncommon across all UK charities, it does stifle many opportunities for increasing diversity (NCVO, 2022c).  Leaders at PATCH should lead by example and employ fair systems and mechanisms to increase diversity from the top.

Another notable theme throughout this paper has been the apparent lack of employee (or volunteer) voice and engagement systems.  PATCH currently has no mechanisms for recording or monitoring either of these, which means that the organisation is currently run based on the directions of the board.  In order to increase diversity, PATCH should explore systems for increasing voice across the organisation.

A final significant theme evidenced in this paper was the use of alternative talent pools and pipelines.  Presently, PATCH has no plan for doing this however it does have strong links with various organisations that could support systems like apprenticeships, work-experience or the recruitment of ex-offenders.  All of this would go far in increasing diversity across PATCH.
[bookmark: _Toc152228021]Recommendations 
Considering the evidence provided in this report, the following three recommendations are listed in order of priority for the organisation.  The author has considered the financial position of the charity when selecting the order of priority.

1) Create, maintain and monitor mechanisms that allow staff and volunteers to provide feedback at key stages of the employee/volunteer lifecycle.

PATCH should create surveys to capture experiences of its workforce.  These should be implemented at key milestones, namely at; commencement, six-weeks post commencement, annual anniversaries and upon leaving the organisation.  There would be very little financial cost associated with this as they would be created using the Microsoft Forms software which is already in use.  There would be an initial time cost of approximately six hours in order to create these surveys.

2) Consider providing volunteering opportunities through alternative talent-pools, starting with work-experience for young people.

PATCH should work with local schools, organisations and other agencies to explore opportunities for work experience.  PATCH should partner with similar organisations or voluntary associations in order to increase the talent pool of volunteers.  At the outset, this would have a significant time-cost attached so the organisation could consider whether it merits a part-time, temporary administrative role.  If so, the financial costs would be approximately £30,000 (Reed, 2023).

3) Undertake a full audit and skills analysis of the trustee board to identify any gaps and opportunities to increase diversity

In order to assess whether the board is prepared for the challenges of future work, it should look inward and evaluate its own effectiveness to form the basis of any future trustee recruitment.  Whilst this could be done internally to save costs, it would be advantageous to employ and independent service to complete this, with a cost of approximately £300.  This would have a time-cost of five hours.
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