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1. An employee is emigrating and asks you if the labour market trends of their destination country are the same as in the UK. Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice).
My colleague Julia, a HR Manager is considering moving to Australia to live.

Labour market trends differ in relation to roles and market conditions. According to Taylor (2010) a tight labour market suggests that there is strong competition where as a loose labour market highlights that acquiring and keeping staff is less challenging.

Labour Force survey data has highlighted the significant increase in unemployment during the last 12 months with redundancies also reaching a record number. These figures are as a result of the COVID pandemic. 
Roles that allowed people to work from home or were classed as ‘key workers’ were less at risk from furlough or redundancy.

The following graph shows the impact of the Covid pandemic on the unemployment rate in a number of countries including the UK and Australia. It is clear to see that the UK and Australia follow a similar pattern.
[image: ]
(Tax research.org.uk 2020)

The most affected workers during this time include:-

Women
Ethnic minority backgrounds
Low paid workers 
Those with a disability
Interestingly age has not been a distinguishing factor with both young and older workers being affected.
(Powell et al)

Prior to the pandemic there were a number of positive trends namely:-

· An increase in the number of older workers
· An increase in the number of full time positions available
· An increase in wage growth
· An increase in job availability across industries
If we compare Australia we can see that similar trends of unemployment have taken place:- 

Australia forecast that their employment trends for the next 4 years until 2024 will be at their greatest:-

· Health & Social Care
· Scientific & Technical Services
· Education & Training
· Construction
The above areas are projected to account for 62 % of total employment growth.
(IMIP Labour Market information Portal)
With the following highlighting the expectation as a HR Manager.
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All of these industries will require HR professionals but the likelihood is that Australia would look to recruit internally rather than from outside.

(Mckinsey 2020), reflect that the future of recovery is uncertain but that it may well take a number of years for the jobs market to recover and adapt to the potential changes of working that the pandemic has brought about e.g. home working and online selling.


2. A new HR assistant asks you to explain the following aspects of workforce planning:

· key principles of workforce planning
(CIPD 2020) refers to workforce/talent planning as… the right number of people with the right skills employed in the right place at the right time, for the right cost and on the right contract….

(Taylor, 2010) highlights that workforce planning can also be referred to as ‘human resource planning’. In essence both focus on the future and an organisations approach to maintaining the supply and demand of labour linked to their need, discovering any disparities and how these can be met.

(Bramham, 1988) aligns workforce planning to a ship at sea ‘navigating’ its course and suggest that the following stages that exist as part of this navigation:-

1) Forecasting future demand – number of individuals needed linked to required skills and potential timescales
2) Forecasting future internal supply – what are the internal demographics, skills held, how many may stay and how many may leave
3) Forecasting future external supply – access to suitable recruits locally, market trends, locality e.g. a city based organisation may have a greater area to recruit form whereas a more rural locality may struggle to recruit the required skills.
Developing responses to these forecasts – these are likely to vary according to the size of an organisation but may include recruitment, employee development, a ‘grow your own’ approach, financial implications, change in market conditions etc. 
If we consider the last 12 months and the unexpected pandemic, external conditions also play a part.

(Storey 2007) argues that an organisation cannot afford to accept one approach to human resource planning and that unpredictability should always be factored in for an organisation to remain ahead of the game. 

· Tools used in workforce planning
(CIPD 2020) advocates that work force planning should complement an organisations objectives. Ideally this can work when linked to a new project or significant change or looking forward for a period of time e.g. 5//10 years. Regardless of size an organisation should always be thinking ahead. A HR role in larger organisations will create work force strategies and action plans.

[image: ](CIPD 2020) 


Typical tools include:-

Analysing current employee base linked to age, skills etc. 
Questions we might ask: - Do we have an aging workforce? 
Local authorities paused external recruitment due to financial cuts. Over a period of time this means that we do not have new, younger talent coming through and this has resulted in unfilled roles. Add to this the fact that in Pembrokeshire we are a rural community with an aging demographic, sourcing new younger employees becomes more challenging particularly in specialist roles where higher city salaries and a more attractive lifestyle may exist.

(Beavan et al 2005) highlights external labour demands and competition between employers to recruit. The Leitch Review (2006) forecast UK employers would need to fill 18.4 million vacancies between the years 2004-2020.They went on to highlight that there would be a significant increase in management roles but a decline in administrative and secretarial posts, in total a fall of over 850,000 unskilled roles.
Analysing this area could include school leaver numbers in a locality and skills levels, access to transport and accommodation.

Past trends and patterns are often reviewed. These focus on statistical techniques, a simple explanation might be forecasting how many teachers might be needed based on birth rates, likewise health and social care support can be linked to life expectancy data. In Pembrokeshire, our economy relies heavily on tourism. Businesses requiring staff rely on students returning ‘home’ during the peak months to meet labour needs. 

(Taylor 2010) includes technology and IT applications. Systems allow information to be stored and retrieved with ease but are only as good as the information recorded. However, formulas can assist in ‘modelling’ and provide information quickly and accurately. They can assist in mapping talent profiles and training needs analysis. The process of redeploying staff rather than losing their knowledge and skills benefits from this approach.

Scenario planning is often included as part of risk management in an organisation, e.g. it may be easier to consider a future change in location which allows time to plan and research in comparison to the speed of the change in technology that we now face, not to mention the unforeseen scenarios. 

(Mintzberg 1994) encourages the practice of ensuring plans are adaptable and updated. In the past this was viewed with some scepticism but in today’s climate I wonder how many organisations think differently now to 12 months ago?

· how to develop a basic people plan, including succession planning.
A basic people plan will consider where we are now against a forecast of what we need in the future.
In many organisations managers will be included, using their expertise to help forecast labour requirements and these will often feed. In Local Government the amount of money available forecasts the number of job roles rather than the other way around. The HR role in all of this is to bring this information together and consider the options to meet these needs.

During the pandemic, as an immediate response to an urgent workforce plan need, Line Managers within Pembrokeshire County Council were asked to undertake a simple skills matrix of all of their staff. This included simple questions like:-

· Did they hold a driver’s license
· Had they completed a DBS check
· Call handling experience , now or in previous roles
· Level of IT skills ranked 1 - 4 (a descriptor was included)
· Experience in caring
The immediate demand for particular roles became a priority and this provided us with a basic people plan. It supported us with temporarily redeploying staff with limited upskilling required. It also identified how little we knew about our employees.
As an outcome of this we are developing our Performance & Wellbeing review approach to include a talent management application. Imagine how easy it would have been to be able to press some buttons rather than email all 200 Line Managers and then analyse each response.

(CIPD 2020) describe succession planning as a means of “identifying and growing talent to fill leadership and business-critical positions in the future”.

Many organisations have developed job role frameworks and pathways to support succession planning particularly relating to specialised roles. 
Graduate programmes and Apprenticeship schemes are becoming more common.
The opportunity for individuals to apply for a secondment to a new area as a sideways move is encouraged and transferrable skills are more widely recognised. 

(Bechet 2008) defines succession planning as a number of distinct stages:-
 
1) Identify the critical roles to be included. Murphy (2009) reports the results of IRS survey into succession planning. It identified that in 93% of cases, management posts were the outcome of formal succession planning.
2) Define the skills and capabilities that these roles will require in the future. (Blass 2009) argues that careful thought needs to be given to the requirements of a role in the future.
3) Identify and assess possible candidates. Should fair access be given to all? Public organisations follow a code of recruitment and selection, inviting interest both internally and externally. Private organisation may run a talent programme fast tracking individuals based on performance and feedback e.g. a management programme. Other organisation take the approach that all employee shave talent and should be developed equally.
4) Provide focused development, ideally an individual bespoke plan that takes into account current knowledge, skills and experience. It is also important to develop diverse and innovative talents and provide a range of development opportunities.
5) Regularly evaluate and review the participants. 360 feedback is often used at this stage along with competency based measurements and performance appraisals. Records are updated and maintained throughout.
(CIPD) Highlights the case study of Enterprise car rentals. They operate a closed talent approach and 99% of their promotions are internal. To successfully achieve this their HR team needs to understand and collect a large amount of data about its employees and why they are attracted to work for their company. This helps them consider the gender balance of their employees. One area that they focus on is how long it takes a new employee to achieve their first promotion. This is important to them because it is a commitment that is made as part of their recruitment offer.


3. Your Director asks for your thoughts on how the organisation can attract the talented people it requires and ensure that these people stay with the organisation. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach.
(Taylor, 2010) explains that each organisation chooses its own approach to recruitment and resourcing but most commonly these link to either reward e.g. pay and benefits or culture e.g. how employees are treated. However in today’s society the employee will often look for so much more e.g. the organisations values, commitments to the environment etc. To be an employer of choice would be the gold standard.
Understanding the competition in the labour market is vital and links to supply and demand as highlighted by Taylor’s employer approach model:-

In which quadrant does the employer sit?


	

DEVELOPERS – offers staff development and long term career opportunities
Tight market / Career opportunities

	

HIGH PAYERS – can be specialized roles. May not be able to offer development opportunities hence their only option is high salary
Tight market/ Few career opportunities

	
SELECTORS
Loose market/Career opportunities
Typically larger organisations who rceieve lots of applications this affords them to pick and choose an often become an employer of choice
	
INVOLVERS -
Loose market/Few career opportunities
Few development opportunities or career pathway but they have little or no external competition in recruiting to their field in a location. Can result in apathy with employees feeling undervalued.




In the 1990’s a brand management consultant Simon Barrow linked the branding of products with recruitment of senior management. He suggested that the positives in marketing a product would also work when attracting and retaining employee talent, in simple terms how you market the organisation. Employer branding now goes much further than this and can have a huge impact when attracting new employees.

(CIPD 2020) Highlights how employer brand links to technology and social media. It goes on to explore why it is even more important in uncertain times. The spotlight is always on an organisations behaviour and values.

(Forbes 2018) advocates the following in attracting new talent:- 

· Clear organisational mission and values
· Flexibility for work life balance
· Use employees as brand ambassadors
· Recognise your organisational purpose and promote it
· Use social media to your advantage
· Ask current employees what attracted them 
Glassdoor lists the best places to work in 2021 and the reasons why:- 

All voted for by employees. Glassdoor, rate an organisation from an employee perspective, a powerful approach.
First place goes to Bain & Co who are committed to tackling racial equality, education, environmental issues etc. 
Delta also appeared in the top 10 list with an employee stating that the wellbeing of employees had been a priority during the Covid pandemic. Microsoft and Google also featured in the top 10.

Monetary incentives, PCC has recently taken this approach to attract Social Care workers to Pembrokeshire. A one off golden hello is paid to them on the understanding that they will remain in the organisation for two years. It has boosted interest and recruitment but will these individuals simply look to move on after two years and have we merely recruited those less skilled in the role?

This approach is also used by organisations to attract the best graduates who welcome this to be able to reduce their university debts. Alongside this an organisation might look to develop a link with an education provider offering industry work placements. This can improve recruitment in a tight market but limit the pool from which an organisation recruits.	

Retaining talent

The benefits of retaining talent include:-

· Cost – recruitment is expensive, along with training new employees, many organisations fail to measure this
· Losing experienced employees – can impact market confidence, performance and morale
· Culture – often linked to the behaviour of an employee. Losing a Chief exec who has made a positive impact
· Employee loyalty – highlights the organisational brand e.g. satisfied employees


	Approaches
	Strengths / Weakness

	Pay/benefits
	Higher salary can attract talent but employees will compare with other employers and usually there is an organisational budget attached to a role


	Competition
	Headhunting is not uncommon and being aware of market value of a role is important

	Honest recruitment
	Ensuring that expectations of the role are a true reflection

	Development
	Offering development opportunities and even a career pathway with promotion. This is needs to be evidenced and consistent across all employees or can result in conflict or low morale. For a large organiation this can be easier to offer. Some employees will always desire change and look to move to move on

	Leadership commitment
	Senior managers need to recognise the importance/benefits of an employee retention strategy. Failure to do so can result in losing key employees, incurring costs and affecting performance, market value, consumer confidence etc.

	Asking why employees leave
	Overlooked by lots of organisations. Exit interviews, surveys of both current and previous employees. Do trends exist? It can help inform working practices and improve retention.

	Recognition and reward
	Most organisations undertake employee appraisals/review often linked to rewards or pay awards. Is this approach consistent and fair? If no reward is available the how do you recognise employees who have performed against those who haven’t, typically seen in Local Government?





Evidence from the CIPD reflects the above
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4.  In preparation for input at a managers meeting, summarise the following:

· key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
In order to create an appropriate job role description that truly reflects a role there are a number of things to consider:-

Job analysis – (Pearn & Kandola 1995) describe this as a ‘systematic approach to gathering detailed information about a job, role or task’ this could include, duties, responsibilities, skills, knowledge, level of experience etc. 
This can be done in a number of ways:-

·  Observation of an employee allows for first hand reflection of the role
·  Interviewing an employee in the role and supervising the role. This helps to understand the task, remits and limitations of the role.
· Grid approach where a list of tasks relating to the job are gathered linked to the level of skills/compentices/knowledge/ability are required/measured to do the role.
· Questionnaires, can allow for data to be collected from a number of employees doing the same role.
Job analysis would then form the basis of a job description which would ensure a best fit for the role.
A job description is the foundation for a job role, it can be used as a:-

· Recruitment and selection tool
· Basis for employment contract
· Evidence to support an employer with an employee grievance
The level of detail can vary but ideally should include:-

· Job details - role title/ grade/salary/report line details
· Job purpose – brief overview 
· Responsibilities – duties and role expectation
· Person specification – Education & training /experience/skills, competencies and level of knowledge required

An alternative approach to the above process is a competency analysis and framework.
(Boyzatis, 1982) defined competencies as a set of personal characteristics, knowledge, skills and abilities to competently undertake a job.

A competency analysis allows for a more generic approach to be developed rather than specific to a job. A competency analysis is person focused rather than job focused. To develop a competency framework, an organisation may consider how a consistently high performer differs to an average or low performer.

Typical competencies include:-

· Communication
· Teamwork
· Planning & organizing
· Relationship building
· Problem solving

Local Government often use competency frameworks. In PCC we link this approach to job role families, hence the generic approach. It does allow employees to recognise how they can develop and progress through a family of jobs and the organisation has flexibility with moving staff around.

(Milsom 2009) identified that in developing competency frameworks organisations are now including descriptors relating to ‘values’ along with an organisations culture and goals such as integrity and customer awareness.

(Whidett and Kandola 2000) do criticize the competency approach in recruiting similar types i.e. cloning employees. Everyone thus has the same behaviour, the downside is you may stand to lose innovation and diversity.


· different methods of recruitment and selection, and the strengths and weaknesses of each
Methods of recruitment
	
	Approach
	Strengths
	Weakness

	Linked in – an online platform. An individual will register and provide an overview of their experience, skills, knowledge etc. It can be used to search for jobs and for employers to search for suitable candidates. An individual can connect with others and promote themselves
	Easy access to a pool of potential employees, currently has over 660 million registered user worldwide (Linked 2019)
Recognised as a professional platform

	Honesty of potential candidates

Time consuming trawling 
Difficult to approach publicly with confidentiality

	Recruitment agency
	Particularly effective if you wish to recruit a specialised role nationally/worldwide
Can remove all of the leg work of recruiting
Can attract a stronger/fresher candidate
	Can be costly
Recruiter has limited organisational knowledge
Affect internal employee opinion


	Job centres/ local advertising / 
	Attracts local applicants
Less costly
	Limited application pool

	Organisation platform
	Managed internally, links to online job application
No third party involved
Can also allow for job adverts to be sent on to a third party 
Cheaper option

	

	Social media/online platforms
	Reaches a larger audience including proactively looking but those who may be passive
Highlights an organisations brand image
Targeted recruitment approaches
Allows for reviews to be posted
Recruiters can use social media to review a candidate
Can speed up recruitment
	Allows for reviews from to be posted
Reduced cost
SoCal media can allow a candidate to be screened by profile









	Internal Recruitment
	Reduces recruitment timescale
Promotes internal opportunities, boosts loyalty
Saves money
Familiar with organisation

	Can create internal conflict
Leaves a gap 
Limits applicants




	Educational link /careers events
	Promotes opportunities for the future 
Provides two way understanding for future planning
Community awareness and supports ‘brand’ promotion

	Unlikely to result in immediate applications










Methods of selection
	Approach

	Strengths
	Weakness

	CV
	Allows applicants to sell themselves and tailor it to a job role or competency framework
	True and honest reflection of an individual
A candidate may engage with a professional CV writer



	Application Forms – often used alongside CV’s
	Consistent for all applicants

Allows for a consistent & fair approach to selection scoring (Wood and Payne 1988)
	Often generic to all roles advertised
Can be controversial allowing for an employee to ascertain a candidates age by examining the information
How accurate or politically correct is the information

	Interviews 
	Opportunity to personally ‘meet’ an individual
Telephone interviews reduce unconscious bias
Panel interviews allow for a broader approach of views
Allows for evidence of experience to be questioned and challenged
Supports measuring an individual as a good ‘team fit’
	

Are you interviewing the correct person
Mixed opinions also allows for bias to creep in

	Tests & questionnaires
	Online approaches can screen quickly and sift candidates in or out
	Not time bound and thus a candidate can think or research how to respond

	Assessment centres
	Can include a range of tasks that need to be undertaken, presentations, role plays, group work etc. and allow for a range of to be measured
	Can be costly
Often need a large group of candidates together at the same time to make it work



In reality it is likely that an organisation will use a mix of these methods often linked to the level of the role.

A HR professional will ensure that equal opportunities apply allowing adverts to reach wide audience, suitable alternative options are provided. The wording is in simple plain English attracting a range of candidates.

The Equality Act 2010 states that an organisation needs to act fairly and legally in recruiting from advertising through to selection. It highlights 9 protected characteristics that need to be met:-
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It does allow for direct discrimination e.g. A Welsh speaking school advertising for only welsh speakers to apply or a HGV driving role for those over 21 years due to legal requirements.
However indirect discrimination is not allowed e.g. requesting no bearded people apply excludes those with certain religious beliefs. 

· good practice in relation to dismissal, redundancy and retirement.

Dismissal 
(ACAS 2020) describe dismissal as when an employer ends an employee’s contract. In layman’s terms this would be being sacked or fired.
An employer must approach this in a fair and reasonable manner. Failure to do so could result in a claim for unfair dismissal.
Legally there are five reasons that could be used for fair dismissal:-

· conduct
· capability
· redundancy
· legal reason for someone not being able to do their role
· ‘some other substantial reason’, this can refer to a range of scenarios e.g. contract end
As best practice an orgnisation should have a clear written policy and evidence should be collated. The employee should be made aware of the problem and the case should be dealt with promptly. A meeting should be arranged with the individual and the employee has the right to invite a third party to attend with them.
As an employer every effort to resolve an issue should be attempted where appropriate. HR professionals will often refer to the ACAS Code which is widely recognised. ACAS will also offer support as an impartial third party to mediate if the case escalates.

Redundancy
Redundancy occurs when a job falls away in an organisation and is no longer needed. Often time’s voluntary redundancy is offered before compulsory redundancy and an organisation is encouraged to consider all options before seeking compulsory redundancies e.g. reduced hours, redeployment etc.
Once again best practice would suggest that an organisation has a clear policy in relation to redundancy and as with dismissal ACAS provides a Redundancy Code that can be followed.
These include outlining:-

· Employee consultations, particularly for numbers exceeding 20
· An agreed selection criteria
· Freeze on recruitment
· Redundancy pay
· Redundancy notice
· Employee support
This year we have also witnessed furlough. Some employers have had to close or suspend operations and employees have had to stop work for periods of time. The Government have provided a package of furlough support but this has potentially meant a reduction in income for an employee. Once again employers need to be fair and transparent when ‘picking’ employees for furlough.

Retirement
(ACAS 2019) highlight that an employer can set a retirement age if legally suitable, an employee however, has the right to choose at what age they retire.
It is unacceptable for an employer to elicit a conversation around retirement or to pressurise an employee in any way or force them to retire. An employee does not have to retire just because they reach retirement age.
Best practice would be to discuss an employees present, medium and future with them as part of a regular review and only if the employee introduces the scenario of retirement should the discussion take place. An employee also has the right to change their mind before formal notice is given. A protected characteristic of the Equality Act 2010 is age discrimination.
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Figure 1 Unemployment rates in Australia, Canada, Ireland, the UK and the US
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