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Understanding Resourcing and Talent Planning 
1. Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice).  
The labour market is concerned with those pools of individuals who could become future employees. The sources of which can be obtained from: those actively looking for work locally and nationally, those already employed looking for work, those recently graduated and school/ college leavers (Wilkinson and Taylor, 2016, p.52). When assessing trends in any labour market, one should be considering unemployment rates (relating to gender, age, demographics etc.) as well as how many inactive workers there are in the economy and whether these figures are increasing or decreasing (Wilkinson and Taylor, 2016, pp.52-57). These trends will help identify whether the market is “tight” or loose”. A tight market is where there are more jobs than job-seekers, this tends to be in favour of applicants rather than an employer. Loose markets are the opposite, there is a surplus of potential workers in ratio to jobs. Employers can afford to be more choosey in who they employ (Wilkinson and Taylor, 2016, p.53). 
As of February 2022, employment rates in the UK were at 75.5%. This is an increase of 0.1% during the quarter. This has an inverse relationship with unemployment rates which were down by 0.2% for both men and women which appears positive, though one must note that the percentage of those inactive in the economy did rise to 21.2%. The number of job vacancies is also at a record high, which suggests that the UK may be operating in a tight market (ONS, 2022). It should be considered however, that Brexit, Covid and the Ukrainian crisis, may all have detrimental impacts on UK business and trade which could result in the closure of businesses and decrease in jobs, resulting in a loose market and increased unemployment. 
The ONS also reported that “total regular pay” increased by 4.3% towards the tail end of 2021. This figure does not give a true indication of wealth of workers, as when considering a rise in inflation rates, “regular pay” is actually fell to negative 0.8% (2022). This is important because employers should consider how competitive their pay packages are in attracting talent. UK workers may be lost to overseas competitors for example.
By the end of 2021 (thus not an exact comparison), France’s employment rates sat at 67.8% which has increased but is still lower in comparison to the UK. Their long term unemployed sat at 2.3% in September 2021 which remains largely unchanged since the summer of 2021. On a positive, the average wage per month in France has increased from €3137 to €3183 (Trading Economics). In the UK, their rates are also rising but at £552 per week which equates to approximately £2,200 per month (ONS, 2022) – considerably lower than in France. UK employers should be mindful of these trends as this could attract workers to France and hence reduce the talent pool. UK organisations should look to promote different benefits to attract talent such as a better work-life balance.
It should be noted when comparing the two that though France is larger than the UK, the populations are not too different with France at 67.29 million (Trading Economics) and UK 68.5 million. 
1. Workforce Planning:
· key principles of workforce planning
Paul Taylor argues that in order to plan effectively, workforce planners must be able to predict to the best of their abilities, based off reliable data, the flow in and out of the organisation. In addition to this, they must also be able to adapt quickly when unexpected scenarios occur, for example unexpected leavers (Faragher, 2017).
There are 4 stages in developing a workforce plan (Wilkinson and Taylor, 2016, pp.58-9):
1.Forecasting Demand
HR need to plan for what roles will need to be done in the future and which skills and hours will be required to to fulfil organisational goals. Senior leaders must consider what their budgets will look like, perhaps there are impending cutbacks and they need to consider different approaches in filling any potential gaps. They can also use, “systematic techniques” which include referring to past trends and outputs. Finally, managers can be the best judge of what will be required in forecasting demand in their teams (Wilkinson and Taylor, 2016, p.58).
2.Forecasting Supply
Once the workforce planning team have assessed what the future demand for the organisation looks like, they then need to think about whether they have the skills and numbers to meet that demand. Considerations here should include: total numbers, the age of the workforce (forecasting impending retirements), length of service, cumulative sickness absence rates and the split of these factors across specific departments. The workforce planning team should consider the average rate of ill health retirements, resignations, known retirements and average unexpected leavers based off past data trends. Those remaining will need the necessary skills to fulfil the forecasted demand, role profiles and performance plans can be used to analyse this (Wilkinson and Taylor, 2016, p.58). 
3.Identifying Gaps
Once steps 1 and 2 are clear, HR can identify the gap in skills required. Wilkinson and Taylor explain that this can be done in 3 ways:
- Make a competency framework for common roles within the organisation
- Assess current employees against this
- Conclude on the findings (2016, p.59).

4.Addressing the Gaps
If there are gaps, the organisation now needs to think about how they are going to address these gaps. Can they utilise the skills already present within the workforce, upskilling and training as required? This can be done through positive line managers; coaching and mentoring, putting individuals on courses, making people feel valued. Do they need to look externally to bring in new talent? What is the labour market looking like, is it tight or loose? How costly will it be to recruit? (Wilkinson and Taylor, 2016, p.59). 
· tools used in workforce planning
The availability of skills in the workforce must be closely monitored when tracking leavers and new starters, and the wider labour market should be considered in making an informed decision when recruiting into the organisation (Wilkinson and Taylor, 2016, p.54). HR must be mindful of current workforce trends and analyse these to gain an understanding of how best to recruit, looking at patterns in the data. Taylor and Wilkinson summarise the common trends as follows, which HR should analyse against their current workforce to assess how they fare (2016, pp.54-5).
The economy: during a boom, businesses are more likely to be operating in a successful manner and may require more skills and human resources. This could result in many organisations advertising jobs creating a “tight labour market” (2016, p.53) where jobs are hard to fill as the number of applicants is greater than the number of individuals seeking a job. Therefore it may be necessary to train the current workforce and upskill, evaluating their training needs and seeking to address them (Taylor and Wilkinson, 2016, p.54)
Demographics: the age and numbers of the population have an impact on organisations. For example, an ageing population could mean increased attrition rates due to staff retiring, which must be assessed and addressed by workforce planners. The UK is known for its ageing population, and studies suggest that an increasing number of younger adults remaining in education. The workforce should focus on how best to retain this ageing workforce, any adjustments that may be required to avoid claims of age discrimination and try and forecast retirements (Taylor and Wilkinson, 2016, p.54). They may also choose to look abroad to hire new recruits which could help assist any labour shortages (CIPDa, 2019). 
Politics: a change in political strategy can have a direct impact on labour markets such as immigration policies which effect the supply and demand within the economy (Taylor and Wilkinson, 2016, p.54).
Legislation: should changes in employment law result in increased costs to organisations, they may seek to utilise skills within the workforce as opposed to increasing numbers and recruiting more people. Organisations can look to map out skills and capabilities and look to enhance those already present (Taylor and Wilkinson, 2016, p.54).
Technology: developments in this area can cause redundancies and/or a reshaping in how an organisation works. This could be an activity undertaken in developing the workforce plan (Taylor and Wilkinson, 2016, p.54).
Times of crisis: the pandemic and war in Ukraine are perfect examples of exceptional circumstances which can affect the labour market. Both have and could cause further abstractions of pool of candidates to choose from and reduce the number of individuals readily available within the organisation. In these cases, it may be necessary to redeploy staff to avoid making redundancies if business is not doing well (Taylor and Wilkinson, 2016, p.54). The CIPD recommend scenario planning in times of crisis. Ryan Air provide an excellent example as to why scenario planning is important. The airline suffered reputational damage as well as a financial loss as they failed to plan for their pilots’ holidays. The holidays overlapped and as a result of this, 50 flights per day were cancelled. They simply did not have enough pilots to fly the planes (Faragher, 2017).
· how to develop a basic people plan, including succession planning.
Succession planning involves looking at skills and key roles in the workforce and planning to plug those gaps (CIPD, 2020). For example, a senior manager is due to retire in a years’ time, the organisation may wish to upskill a pool of individuals to ensure there is resilience to backfill this critical role. Having a pool is the contemporary approach to this as opposed to singling out an employee and preparing them for promotion. Traditionally, a manager leaving the organisation would look to appoint their successor in a top-down approach. The contemporary method is a fairer way of succession planning and simultaneously creates greater resilience within the team. This tends to occur with more senior roles, but the pandemic has pushed HR practitioners to take a more proactive approach in this and plan for any “disaster events” (CIPD, 2020). 
Succession and talent planning are intrinsically linked. Talent planning includes recruiting, developing, and retaining individuals – an approach which could be adopted to address the supply and demand in the workforce (CIPD, 2020). The CIPD define talent as either, making a positive impact to an organisation and/or attracting, developing, retaining an individual in order to fulfil a critical role. Activities range from informal 121s with line managers through to formal performance plans (CIPD, 2021). 
Succession planning could include looking both internally and externally – a good mix is often beneficial to the organisation (CIPD, 2020). The benefits of bringing in new talent include new ideas and diversity, whilst on the other hand, existing employees already know the culture, role and have built up rapport with peers already. Depending on the job market, it may be hard to bring in new recruits and therefore upskilling the existing workforce becomes even more important (CIPD, 2020). Upskilling can be done through vertical moves but also lateral moves, perhaps having a spell in another department to enhance knowledge and skills. Secondments do this in the same way (CIPD, 2020). 
Organisations should strive to be fair and open with their opportunities, having a transparent process whereby individuals can opt in or out and balance their work/life balance. For example, opportunities should not be limited to full time staff only. This could indirectly discriminate against women who typically work reduced hours more so than men due to caring responsibilities (CIPD, 2020). 
1. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach.
Organisations should try and understand why people leave their organisation to try and reduce the rate of which it happens. This is because staff turnover can be highly detrimental due to training and recruitment costs and loss of experience within the team. Turnover rates can be calculated by adopting the following formula (CIPDa, 2021):
Total leavers over a particular period x 100 / Average total number of employees in that period
Reasons for leaving can include (CIPDa, 2021):
· Benefits of a new role in a new organisation
· Unhappy in current role
· Relationship with supervisor
· Discrimination
· Lack of diversity.
Stephen Taylor summarises this in 4 ways (Thomas and Hatcher, 2018, p.3):
1. Pull factors
2. Push factors
3. Unavoidable turnover
4. Involuntary turnover.
Exit interviews are an effective way of finding out why an individual has left the organisation. Trends can be identified in doing this activity (CIPDa, 2021). 
Therefore both attracting and retaining talent is important. To be successful here, organisations should strive to build a positive employer brand, ensuring that external candidates view them as an exciting organisation to join. This can be their USP! This will attract talent to the organisation and hopefully keep them within the company by earning loyalty, saving on costs in the long term (CIPD, 2019). The CIPD note that the brand should, “connect an organisation’s values, people strategy and HR policies” for the betterment of the “employee lifecycle” (2019).  
Organisations should also analyse their competition, their strengths, and weaknesses. The organisation must look at the package other organisations have to offer such as, work-life balance, flexible working, salary, job security and career progression (Wilkinson and Taylor, 2016, p.61). Taylor summarises that the labour market is attracted to two general aspects of an organisation: reward and culture (Wilkinson and Taylor, 2016, p.61). 
Once in, you need to then retain the talent you have acquired. These retention strategies should be based off the trends in why employees are choosing to leave the organisation. This knowledge can be gained through exit interviews, but also from informal discussions with current employees. Hence line managers have a huge role to play here (Thomas and Hatcher, 2018, p.3). 
One retention approach can be summarised through the Children’s Services department in Neath Port Talbot Council. The department needed to improve their retention rates and thus touched base with their workforce to gain a better understanding as to why the individuals were still with the organisation. Methods used here were: surveys, interviews, exit questionnaires and focus groups. The research found that the following were the most important retention factors (Thomas and Hatcher, 2018, p.4):
· Learning and development opportunities
· Career progression
· Support (management and structure)
· Ensure employee voice is heard
· Better communication
· Improved reward and recognition
· Monitor workload.
1. Summarise the following: 
· key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
[image: ]Taylor summarises the above in the diagram on the left (2019).
Developing a job description is an integral part of any recruitment process. The job description outlines the key tasks which must be undertaken in that role and there are typical elements that are included in them as follows (Taylor and Wilkinson, 2016, p.64):
· Role title
· Salary/ rate of pay
· Work base
· Name and role title of line manager
· Roles of subordinates if applicable 
· Explanation of the roles’ purpose
· Duties.
A job analysis is done initially to gain all these details – it summarises the tasks, responsibilities and where it sits in the organisational structure (Taylor and Wilkinson, 2016, p.64).
Organisations often publish this along with the job advert so that the candidates are fully informed of what would be expected of them should they be successful (Wilkinson and Taylor, 2016, p.64).
Though job descriptions focus on the role, personal specifications focus on the ideal candidate who could carry out the role and fit in within the organisation and its values. This will often be categorised under the headings, “essential” or “desirable” to understand whether the candidate is competent enough to do the job. This too can be published with the job advert and job description. To understand whether the person will be a good fit, recruiters look at: 
· Skills
· Relevant experience
· Qualification(s)
· Education
· Attributes (Taylor and Wilkinson, 2016, p.64).
A competency framework is made alongside the job description and personal specification. This is to ensure that the candidates values match those of the organisation by demonstrating the relevant competencies e.g. problem solving. A recruiter can determine whether that individual holds those values via their:
· Job application
· Interview
· Tests
· Assessment centres
· References (Taylor and Wilkinson, 2016, pp. 65-7). 
· different methods of recruitment and selection, and the strengths and weaknesses of each
Examples of recruitment methods include (Taylor, 2019, pp.230-):
	Recruitment Method
	Strengths
	Weaknesses

	Internal
	Job rotations/ lateral moves increase skills within the existing pool and keep individuals engaged. This improves employee retention rates which saves money from on-boarding.

Promotion encourages individuals to stay and the organisation demonstrates the willingness to progress existing individuals. This improves attrition rates and prevents losing the investment the organisation may have spent on upskilling them. It keeps existing staff motivated and committed.
Internal recruitment is also the cheaper options as the organisation can post on existing job boards/ intranet pages. 
	You lose out on potential new talent which would have been obtained if advertised externally.

Managing unsuccessful internal candidates can be challenging. If managed poorly then existing employees may become resentful and disengaged.

	Media
	Newspaper adverts have the ability to reach a wide range of talent. It makes the organisation look “open and democratic”.

Low costs to advertise via social media, reaching a vast number of individuals. It also creates a platform to speak directly to potential candidates. 


	Costs money to advertise in newspapers/ specialist recruitment sites.

Social media can be used in an unprofessional way, e.g. vetting potential candidates based off their Facebook page.

Equality and diversity issues due to younger individuals using social media more than older people. Also studies have also proven that women use social media more than me.

	External
	Range from 0 cost (word of mouth) to expensive (newspapers). The organisation has a wider range of options.

To target a particular specialist group and fill the skill gap more effectively. 

Large numbers may be attracted, for some roles this is essential. E.g. seasonal catering staff in a holiday park.
	Can cause more applications which can become time consuming. Often organisations can face pressure from within to fill vacancies quickly. 

Can be more expensive depending on which method of recruitment is selected. 




· good practice in relation to dismissal, redundancy and retirement.
Retirement 
Organisations forecast when an individual may leave due to them reaching a particular age. This is not to say the individual must leave the organisation at this time, and organisations should be flexible to the individuals’ needs e.g. allowing them to reduce hours. The organisation should be mindful of age discrimination in cases where an older employee may be struggling to perform all duties of their role. In these cases the following could be considered (Taylor and Wilkinson, 2016, p.74):
· Reduction in hours
· Redeployment/ reduction in responsibility
· Retire but remain on bank 
· Career break 
HR and line managers should have open and honest converstations with these individuals not only from a workforce planning perspective, but to reassure that individual during a significant change in their life (Taylor and Wilkinson, 2016, p.74).
Dismissal 
When the employee does not uphold their end of the contract, perhaps due to their conduct or capability, the organisation may wish to “terminate the contract” and dismiss the employee. It is important that they follow a fair process, the ACAS code of practice works as a good guide, and that there is a valid reason should the employee be dismissed. This is to prevent cases of unfair dismissal being taken to an employment tribunal which costs the organisation in a financial and reputational sense (Taylor and Wilkinson, 2016, pp.74-5). 
	       Redundancy 
This is a sort of dismissal but not due to the employee, it occurs when the role is no longer required. Perhaps demand has reduced or the business is closing down. In the first instance, the organisation should look to appoint suitable alternative work. If this is not possible, seek out those who would be happy to accept voluntary redundancy or retirement. Following this, they should follow ACAS guidance in conducting a fair and transparent consultation process (Taylor and Wilkinson, 2016, p.75).
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traditional approach is best understood as a process comprising a series of defined stages linking job analysis (the starting point) with employee induction (the final
stage). It is illustrated on the left-hand side of Figure 6.1.

Figure 6.1 Stages in good practice recruitment and selection
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The latter stages of the traditional approach are generally accepted to be necessary, although there is a good deal of debate about how exactly they should be carried
out. Most critical attention in recent vears has been focused on the earlier stages, namely iob analysis and the subsequent development of iob descriptions and personnel
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