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UWTSD – University of Wales Trinity Saint David
WFH – Working from home
PESTLE  - Political, Economic, Social, Technological, Legal and Environmental
SWOT – Strength, Weakness, Opportunity, Threat

























[bookmark: _Toc152093439]Executive Summary
The purpose of this report is to look at the lack of an ethnically diverse workforce in UWTSD, in particular the Welsh campuses. It focuses on the general benefits of having a more diverse workforce on organisations in especially on the benefits to UWTSD. The report evaluates the external factors that affect talent management, specifically the political and social factors. The report also evaluates internal factors that affect talent management specifically the lack of policies and the need for these as well as a more open culture in order to remove any barriers for the employees from diverse backgrounds and increase understanding within the university and the impact these have on the strategic objectives.
This report critically analyses the HR systems, processes and practices at UWTSD, it looks at the Webrecruit recruitment system and ResourceLink, the HR management system. The report found that although both systems have the ability to store the data required to review the diversity in the university, this data isn’t being used. It also draws on looking at ways to remove unconscious bias during interviews which can be supported through training and including a more diverse panel when relevant. The report also analyses the way in which jobs are advertised and found that more thought needs to be considered when deciding where a job is advertised in order to reach a more diverse workforce.
In conclusion the report shows that the diversity levels within the university are low and this is impacting the ability to get the best talent, which in turn affects the university financially. 

Based on the research there are 3 key recommendations on how the university can improve their talent management approach going forward, this includes:
1) Implement a Diversity, Equity and Inclusion policy alongside a recruitment policy, 
2) Reviewing the data available in the HR systems, and 
3) Providing training to line mangers on interview techniques to help remove bias when interviewing.
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According to CIPD (2023b) talent management means putting in place processes to attract, identify, develop, engage, keep and deploy employees (CIPD,2023b). According to the CIPD Resourcing and Talent Planning Report (2022) there are many issues with regards to talent management in organisations. According to the CIPD (2022) report 61% of organisations have a formal diversity policy in place, with the majority taking steps to attract diverse candidates. Diversity refers to who is represented in relation to gender, age, ethnicity and disability (McKinsey & Company, 2022). It has become an important strategy in higher education over the past few decades (Ihme, Sonnenberg & Barbarino, 2016). Taking steps to increase diversity and removing recruitment bias is a step forward in creating a more diverse organisation (CIPD, 2022).  A report by McKinsey (2020) states that companies that focus on ethnic diversity are 36% more likely to have financial returns above average for their industry. This figure demonstrates the positive impact diversity has on organisations and why UWTSD need to be doing more to increase diversity levels (Sands, 2023).
To help understand the implications of having a lack of diversity in the university, this report will review external and internal factors through the use of analytical tools like PESTLE and SWOT (CIPD, 2023a, Buye, 2021). UWTSD need to be aware of this as a higher education organisation because the students at the university are from a diverse group and include international students. The workforce should therefore reflect this in order to encourage and support different cultures and beliefs within the organisation (Sabree, 2023; UWTSD, 2022a; Carey et al, 2018). A study into universities showed the negative impact a lack of diverse lecturers has on student experiences, resulting in a lack of sense of belonging and low levels of engagement (Universities UK, 2019).
The report will also critically analyse the HR systems, processes and practices that are currently in the organisation to determine changes required to future proof the organisation. Research into the higher education sector on talent management in relation to diversity is limited, however there is some research that looks at best practice for recruitment initiatives and found that localising data on particular campuses is important as each campus will likely provide different results (Shook, 2019). Currently there is diversity in some university campuses, especially London and Birmingham, these campuses have a higher diverse workforce with 62% of staff being from an ethnic background, whereas the Welsh campuses only have 6% of staff from an ethnic background (UWTSD, 2023c). Research has also shown that having a ethnically diverse workforce is beneficial to organisations, with more diverse companies more likely to perform better financially than non-diverse companies (McKinsey, 2020). This report will focus on the current issue of a lack of ethnic diversity in the Welsh campuses and the strategic impact this has, and offer recommendations on how to improve this to be an employee of choice. UWTSD need to ensure that this forms an active part in their organisation and HR strategy and that these are aligned.
[bookmark: _Toc152093441]Literature review 
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Strategic talent management has several benefits including developing a high-performance workplace, fostering a learning climate, adding value to employer brand as well as improving diversity (CIPD, 2023b). When addressing the effects on talent management specifically on diversity within the organisation PESTLE is a beneficial analytical tool used in businesses to analyse external factors and is useful in guiding strategic decision making (CIPD, 2023a). It can be argued that all PESTLE factors affect the university with regards to talent management, however one of the biggest factors is legal, ensuring that the university is legally compliant with the Equality Act 2010 is vital. The Equality Act (2010) protects employees from discrimination at work where employers must not treat people unfairly because of their sex, age or race (ACAS, 2023a). Ensuring compliance with this law will protect the university against any potential claims relating to discrimination which could have a negative impact on the universities both financially and its employer brand. (CIPD, 2023c). Research has shown that by removing bias in the recruitment process can help prevent discrimination, this can be done by anonymising applications where possible (Guardian, 2016). Providing training to line managers on the importance of not discriminating candidates is also a useful step for organisations to remove bias (ACAS, 2023b; CIPD, 2023).
Social factors also play a key role in the impact of diversity in recruitment, diverse candidates are now more desirable for companies who want to be seen positively by future workers as a diverse workforce (Milano, 2022). In Wales the country have a less diverse population with 90.6% white British people, whereas England have 36.8% white British pepole (Gov.uk, 2022). In order to stand out the university needs to be more diverse as this will help with employer branding by being viewed more positively and seen as an employer of choice (CIPD, 2023c; Gov.uk, 2022). UWTSD Welsh campuses currently have 94% white employees whereas English campuses have only 38% white people. Although this is still higher than the UK average it is less concerning than the figures for Wales. The location of the campuses will impact on the ability to be more or as diverse as other universities, outside of Wales especially. 

[bookmark: _Toc152093443]Internal factors
Internal factors in a business include values, objectives, culture, structure and management style (Sagal, 2022). Creating a culture where openness and where barriers of those from a diverse background are removed is part of UWTSD’s Strategic Equality plan, and an objective is to ensure the university continuously improve equality and diversity (UWTSD, 2020). Although this is documented in the plan if the university fail to embed this objectives into the culture and values of the organisation then they’re not meeting their strategic objectives. Research has shown that having a strong employee brand helps businesses compete for talent (CIPD, 2023c) and in order for diversity initiatives to be successful it needs to stem from the top and form part of the institutions strategic objectives, specifically in recruitment strategies (Kezar et al., 2008; Sekaquaptewa et al., 2019; Davey et al, 2021). It is therefore key that the organisation is aware of the challenges of attracting diverse candidates in order to ensure key processes and practices are put in place to combat this and that it forms part of the organisational strategy (Lofgren, 2020). 
UWTSD don’t currently have a Diversity, Equity and Inclusion policy or recruitment policy in place, this could mean the university is already falling short and not meeting the strategic objectives having a negative impact on how the university views diversity (Milanese, 2023). Having a diversity policy helps ensure employees feel valued and creating a healthy workplace (Melnichuk, 2022). A recent report found that a fundamental reason for there being a under representation of ethnic minorities is due to a problem in policies and politics (Kelly, 2019). In a survey by Gartner (2022) it found that 75% of supply chain organisations consider Diversity, Equity and Inclusion in their strategies and objectives. Many universities have a Diversity, Equity and Inclusion policy in place which helps ensure they are a diverse organisation. Cambridge and Oxford university for example are addressing socioeconomic diversities in their applicant pools in the aim to ensure a more diverse people entering the workforce (Hofmann, 2023). To keep up with other universities UWTSD needs to take into consideration this and make changes to their policies. Research has shown that policies are a fundamental element linked to attracting a diverse workforce (Dauth et al, 2023), without this the university is lacking guidance for employees to follow. If the university does implement policies on diversity consideration needs to be given as to how this can be embedded into the culture as this can be a challenge for organisations as barriers to equality can be found in cultures of organisations which are not always easy to change (Scott, 2020). Currently 70% of organisations are taking some steps to change this and look at ways to attract diverse candidates (CIPD, 2022). One of the ways in which the university attracts employees to the university is through  job adverts. These are generic and placed in limited locations, this limits the pool of potential candidates that view them. Organisations are encouraged to look at the language they use in job adverts and consider where they will get viewed by a wider audience to reach a more diverse audience (Webrecruit, 2022). 
When evaluating how the recruitment of diverse staff is undertaken at the university there is limited evidence to show that this is a consideration as part of the recruitment process. Organisations need to review the benefits to having a diverse workforce on performance (Tariq, 2021), which is why it is important to be aware that there is a risk if this isn’t done. Research has shown that there are cases where talent from minority ethnic backgrounds are hired into an organisation but that the retention levels are poor because they’re not welcomed into the organisation, especially through entry-level roles, but retention levels are poor due to lack of inclusive cultures.(Small, 2023). Having low retention levels will negatively impact the university financially and prevent it from meeting strategic objectives.

[bookmark: _Toc152093444]HR systems, processes and practices
There are several HR systems, processes and practices at UWTSD and in order to review whether these are useful when considering the challenges linked to lack of diversity in recruitment a SWOT analysis is a beneficial tool (MindTools, 2023). 

[bookmark: _Toc152093445]HR Systems
A strength UWTSD currently have in place is that the recruitment system that candidates use when applying for jobs, Webrecruit, records the candidates equality data as part of the application process. When an applicant becomes an employee this data is fed through to ResourceLink, the HR management system, which records and stores equality data on all members of staff. Reports are then available to breakdown the data by department/location etc. The university is obligated to publish the data for their academic staff annually as part of the HESA return (HESA, 2023). The HESA return effects student staff ratio which in turn affects whether students decide to come to the university, the current staff to student ratio is 19 for 2022-2023, whereas the ideal is 15. If the figures are not competitive this will likely affect the universities performance on the league table (HESA, 2023; Complete University Guide, 2023).

Diversity data can show what groups are potentially underrepresented in the university which can show whether action is needed to address this under-representation (Norman, 2023).The HR systems in UWTSD help support the university in being more diverse, by anonymising and tracking data on diversity for example as part of the application process, however a weakness to this is that the data available isn’t necessarily used and analysed. The university has to publish annual report on Equality and Diversity, the most recent report shows that UWTSD  don’t have a very diverse workforce with 86.5% white staff combined over all locations (UWTSD, 2022c). When comparing these figures to Swansea university, for example one of UWTSD main competitors they have 83.7% white staff, showing they are more diverse (Swansea, 2023). These figures are similar which may be because there is a low diversity rate in Wales, however if UWTSD were more diverse it would give them a competitive advantage. Swansea university are also performing better in the league table at position 18 while UWTSD are at 118 (HESA, 2023; Complete University Guide, 2023). There would be a combination of factors as to why they are performing better but diversity rates can be reflected in this.  

Using data available would help towards continuously improving the universities strategic objectives (Mikalef, P. et al., 2020). The university doesn’t store data on candidates who haven’t been successful, by not doing this the risk is that important data is lost that could be beneficial to the university to show whether they are attracting diverse candidates but not hiring them. If this is this case then it presents flaws in the recruitment process rather than our attraction process (Gallardo-Gallardo, 2019). An opportunity could be that by using the data on both successful and unsuccessful candidates it could help UWTSD become a more diverse organisation, giving the university a competitive advantage compared to other universities (Tamunomiebi & Ebere Chika, 2020). If the university brings together employees from around the world with the best skills it will help in ensuring UWTSD is more competitive against other universities (Tamunomiebi & Ebere Chika, 2020; Stoner et al., 2013; Mazur, 2010). A threat to the university is not using the data is that they won’t know the demographics of the population of the university and if it continues to be less diverse it is likely that we could lose a competitive advantage and may not attract as many students from diverse backgrounds (Goedhart, 2019). This could have a negative impact on the university financially if it fails to attract as many students. 

[bookmark: _Toc152093446]Processes and Practices
When reviewing our HR processes and practices in relation to talent management and working to increase diversity our recruitment process is fundamental. Leading companies across the world use Diversity, Equality and Inclusion initiatives to help drive profits as well as attracting and retaining staff, studies have shown that in times of change and uncertainty that diversity is needed to survive and thrive (Small, 2023). Having a diverse company helps towards ensure you have the right people with the right skills in the right job (Page, 2017), diverse companies are 35% more likely to outperform the national industry average (Small, 2023; McKinsey, 2020). Its important that we have a robust recruitment process in place to ensure we attract diverse candidates. Currently 85% of companies say increasing diversity in their workforce is a priority (Robert Walters, 2022), if UWTSD doesn’t make it a priority it risks not being an employer of choice.

A strength to our current processes and practices is that our recruitment process uses an anonymous screening process at the beginning of the interview process. By using this the aim is to remove bias, however this should be done through testing words in job adverts to check they are objective (CIPD, 2022). Research also indicates that organisations don’t always train their line managers, and the reasons seem to be due to lack of timing and resources (Personnel today, 2008). Line managers should be trained on objective interview practice, according to the CIPD report (2022) only 28% of organisations do this. A weakness to the recruitment processes is that unconscious bias can still be present during the interview stage, and can be a factor in why companies don’t have a diverse workforce (Farrel, 2017). An opportunity to this would be to have a diverse panel when interviewing to help remove bias, a recent Gartner (2022) study found that some organisations felt recruitment is the most effective Diversity, Equity and Inclusion initiatives, this includes having a diverse interview panel and more diverse referral programs. A threat to this is that as it is currently not a requirement to have a diverse panel it is likely that this doesn’t necessarily happen which could have an impact on the performance of the university. It can be argued that in companies with little diversity that there is likely less innovation and creativity as to be more innovative and create people need to think differently to each other, having a boardroom with people who all think the same would be harder to create this (Ruby, 2017). At UWTSD the senior management team is made up of 28 people, 7 of which are white women and 20 white men and only 1 man from an ethnic minority, showing a significant lack of diversity especially in relation to ethnicity and gender (UWTSD, 2023a). According to the CIPD (2022) report 32% of organisations are very active in trying to recruit more diverse candidates to the, this isn’t something that is mentioned in the UWTSD Strategic Equality plan suggesting this isn’t something the university is actively doing (UWTSD, 2020).

Considering 66% of organisations have measures in place to address diversity issues in recruitment and selection process (CIPD,2022), there doesn’t seem to be any clear evidence that UWTSD is doing this as the current HR systems and processes are not robust enough to protect the organisation against the future world of work. Looking at ways to redesign the recruitment process and follow best practice to try and reduce bias and discrimination is key (Knight, 2017). According to the CIPD report only 24% of organisations were advertising in different sources to attract under-represented groups (CIPD, 2022). A strength to this is that we advertise on the university website, jobs.ac.uk and some job boards however, a weakness is that if the jobs are only advertised in places that a particular demographic will have access to or generally access this will limit the pool of candidates who see the advert. An opportunity would be to advertise in more places and target the advertising accordingly. However, a threat is that even if more diverse candidates do see the adverts studies have shown that people may not apply because they look at the organisation and don’t see many people like them so sometimes don’t apply because of this (McGregor – Smith, 2017). 


[bookmark: _Toc152093447]Students and Sponsorship
Covid impacted the recruitment of international students by universities in the UK and had an adverse effect on the budgets (Shahid, 2022). This can also be linked to the recruitment of international lecturers. Our current process with regards to sponsorship is to only sponsor individuals who are lecturers, which fall under SOC code 2311, this could be seen as very limiting to the pool of candidates the university we are able to recruit from as well as being potentially discriminative. Sponsoring workers in other business areas within the university and on other SOC codes could be a beneficial move towards increasing our diverse organisation. If we did this could attract a more diverse workforce as we’d have a bigger pool of candidates to recruit from. Due to the location of the Welsh campuses it could be difficult to get a high diverse amount of staff because as a country Wales’ diversity levels are low it would mean it would depend partly on employees coming into the country either from other more diverse location in the UK or from abroad through sponsorship. 





[bookmark: _Toc152093448]Conclusion

Evidence from the literature review and figures from UWTSD suggest that there is a direct link with the CIPD report (2022) that there are issues with regards to talent management influencing organisations. 
The findings have shown that the low diversity levels within the university is impacting the ability to get the best talent, which in turn affects the universities brand and the university financially. 
The report states that 61% of organisations have a formal diversity policy in place, considering this and the research UWTSD needs to look to implementing policies and the changes in the way it approaches talent management with regards to diversity including ensuring the university and recruitment strategy are aligned and that changes are made to the way in which diversity is managed. 
Research has shown the importance of data within talent management and to utilise and analyse the data for the future work of the university. If the university doesn’t make changes this could mean the university is not seen as an employee of choice and could potentially impact the talent management in the organisation and the ability to attract and retain staff. 
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Based on the research there are several recommendations that UWTSD should implement to increase its competitive advantage and be an employee of choice.

The most important action to take is to develop and implement both a Diversity, Equity and Inclusion Policy and a Recruitment Policy. It is critical that these policies are linked to the Strategic Equality plan (UWTSD, 2022b) as well as the university’s Strategic Plan in general (UWTSD, 2020). Linking Diversity, Equity and Inclusion policies to strategic objectives are key to its success within organisations, they need to align with the vision of the organisation  (Shelly Brown et al, 2023). In order to implement the Diversity, Equity and Inclusion Policy by the Policy Officer in the HR department, they would need to research, draft, review and implement the policy which would roughly take 30 hours@ £15.35 per hour would cost the organisation roughly £460.50.This would then need to be reviewed by the HR Director which would roughly take 3 hours to review @ £41.20 per hour = £123.60 and the Vice Chancellor to review the final document which would roughly cost £129.93 per hour x 2 = £259.86. In total £843.96 (UWTSD 2023b). This should be done for the recruitment policy as well which would take a similar amount of time, based on the  costings above will cost the university £843.96 (UWTSD 2023b). Within these policies it is key that the university includes advice and guidance on how to review where adverts should be advertised based on the job and the diverse pool of candidates we want to attract and not to just advertise on the job boards and jobs.ac.uk. It should also include advice on offering sponsorship to candidates from international countries for professional services roles and not just lecturers, this will incur an additional cost of £199 for the university per application for sponsorship.

The second recommendation would be to use the data the university has available and analyse it, this way the university can see where there are gaps in diversity and it what areas. This will help the university focus its attention and look at ways of promoting the university to the underrepresented groups. As the university already has this data, the only cost would be taking the time to review and analysis the data and implement and changes requires. The HR systems analyst should write a report that can be run monthly and reviewed in the monthly senior management meeting for heads of departments to be aware of the figures and discuss ideas of how to attract a more diverse workforce for their particular area. The cost for this is difficult to measure and should form part of the monthly meeting.

The third recommendation linked to the policies would be to provide training to line managers on general interview techniques and on the policies i to ensure they understand the legal obligations and are objective when interviewing (CIPD, 2022). Ensuring that line managers have training on how to try and remove bias when interviewing and ensuring that the wording used in adverts is suitable to attract a diverse pool of candidates (Davey et al, 2021). Training for Line mangers on the policies will cost the university roughly 2 hours per session for the Learning and Development Manager who is on £33.30 per hour = £66.60 x 10 sessions with 25 people per session is £666.00 as the university has 250 line managers (UWTSD, 2023c), plus the time to make the training which would be roughly 20 hours work which would be roughly £1320.00.
Further information regarding costings is available in a separate report 
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