5HR02 
Talent Management and Work Force Planning

AC1.1
To maintain competitiveness within a labour market, organisations adapt methods to gain strategic positioning. 

Competitor analysis is a process research’s, analyses and evaluates current and potential competitors, sourcing opportunities and threats, enhancing insight into opportunities to improve organisational and job attractiveness to gain competitive advantage.  

Employer branding is a fundamental strategy which organisations use to differentiate themselves within the labour market. Strong employer branding enhances an organisations credibility and ability to compete for the best talent, attracting, recruiting, retaining, and engaging the right people, connected through organisational values, people strategy, culture, ethical standards, and policies (CIPD 2023r).

Employee value proposition (EVP) defines what an organisation stands for, expectations and employee offering, such as organisational values, core promises to employees, delivering these boosts engagement and trust in employers (CIPD 2023r). This breeds positive behaviours, creating the best ambassadors for employer brand, demonstrated by Netflix who utilise social media platforms to highlight employee stories, internal campaigns and run a WeAreNetflix podcast for employees to share their working experiences working, bringing brand ambassadors to life (Verlinden 2024).
Corporate websites are often effective recruitment channels and the first point of contact with potential candidates, providing a first and overall impression of employer branding, a key focus area for organisations who are looking to improve their branding (McCartney 2007) and position themselves as an employee of choice. Professional networking sites and commercial job boards are also effective recruitment channels. 
Organisations can position themselves as an employer of choice by creating a positive engaging, candidate experience, focusing on career growth opportunities, reviewing pay and benefits, and measuring, evaluating, and reviewing recruitment and retention practices by seeking feedback and monitoring performance (McCartney 2017).
AC1.2
Resourcing attracts and recruits’ individuals using relevant workforce planning data and understanding the labour market, organisational market position, people proposition and job analysis (CIPD nd).

Labour markets consist of workers looking for employment and organisations looking to fill vacancies categorised into two main market trends “loose” and “tight” (CIPD 2023q).  

Tight labour markets generally mean low unemployment with unfilled vacancies, creating high risk for organisations unable to meet their employee demand, in turn creating a competitive market, empowering workers to negotiate more favourable terms potentially financially impacting organisations (Taylor and Woodhams 2022).

A loose labour markets refers to relatively high labour supply, high number of jobseekers with minimal vacancies, reducing the competitiveness of the market and handing power back to employers (Taylor and Woodhams 2022). 

External factors impact labour markets as witnessed during the COVID pandemic, significantly influencing economic conditions and organisational resourcing decisions.  PESTLE (Political, Economic, Sociological, Technological, Legal and Environment) analysis identifies impacting factors, influencing decisions and strategies, reducing risks and disruption, aiding in identifying skill gaps, new job opportunities or reductions, impacting resourcing decisions (CIPD 2023p). 

Economic growth and inflation impact the labour market. Where demand for goods and services exceeds GDP (Gross Domestic Product), upward pressure is applied to costs and prices, increasing rate of inflation, however, where economic growth is negative (GDP falls) for at least two successive calendar quarters, this is known as a recession, increasing unemployment, and reducing real wages (CIPD 2023q), changing labour market conditions, and influencing resourcing decisions. 

AC1.3
UK government have outlined policies and strategies to support organisational skill need and sustainable economic growth which; increase skilled employees at all levels, increase productivity and employment; create a competitive skills base; reduce skill deficiencies at local, regional or sectoral level; improve social mobility, opportunities for adult learning; reduce 18-24 year olds who are NEET (not in employment, education or training) and increase investment in training and numbers of Apprenticeships, jointly provided by employers and government, through funding to meet the skills deficit, (GOVUK 2022). CIPD (2023o) suggests the need for a broader training levy, enabling organisations to fund apprenticeships and accredited training, more suited to their needs.
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Figure 1: Source: Understanding current and future skills needs Policy Report Skills and Productivity Board May 2022
Employers play a key role in understanding the importance of encouraging, investing, identifying, and evaluating skill shortfall, providing efficient and effective training, learning and development programmes, both internally and externally (CIPD 2023o). Apprenticeship and work experience schemes, courses, coaching and mentoring, are ways to enhance employees’ skills such as communication, technology, capability, and knowledge within specific skill-based activities.
Trade unions play a leading role in ensuring that future skills are met through the development of union-led agendas, focusing on the implementation of training programmes for employees, facilitating access to learning and training, ensuring access to multiple learning opportunities (TUC 2021). They collaborate with employers, representing employee’s needs, ensuring training and support is received.
TUC (2021) highlight 37% of union members are more likely to obtain regular training and development compared to 22% non-member, 70% of learners would not have engaged in the learning or training on offer without the support of their union.
Long-term commitment from government, employers and other stakeholders to future skills is key (Rafferty 2022). 
AC2.1
Workforce planning is a continual process of generating and analysing evidence-based information, forecasting future supply and demand, interpreting it into a plan to meet these needs (CIPD 2024m). This allows identification of gaps between demand of current and future workforce needs, forecasting whether sourcing supply can be supported internally or externally, integrating with wider organisation strategies such as learning and development, talent management, recruitment, retention, and succession planning (CIPD 2023n).
Effective and efficient workforce planning must involve collaborative stakeholder engagement, fundamental, to support an understanding of their requirements within planning and implementing solutions for contingency planning to deliver organisational strategies (CIPD 2023n) for continued growth and sustainability.
Workface planning ensures organisations identify gaps between supply and demand for timely talent availability, proactively preparing and contingency planning for the future, reducing operational impact by mitigating imminent or future risks (CIPD 2024m). Simplistically, workforce planning is a process to ensure organisations have the right number of employees, at the right time, with the correct skills to deliver organisational short and long-term goals (CIPD 2023n).
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Figure 1: Seven “rights” of workforce planning (Source: CIPD, 2023n)

When one considers the impact of workforce planning, it presents numerous benefits to organisations and employees. It proactively identifies areas for employee development to improve skills, talent, and knowledge which increases productivity and quality, allowing organisations to respond efficiently to changing market and customer demands (CIPD 2023m). Investing in employee’s development, enhances morale and motivation, creating a positive working environment of reward and recognition, positively impacting retention which, in the current labour market is a challenge most organisations are facing, alongside the costs associated with retaining that talent (Tatum 2023).
AC2.2
Taylor and Woodhams (2022) highlight four techniques to support workforce planning: forecasting demand and supply, identifying gaps between them and addressing gaps.
Forecasting organisational demand for future skills is the foundation of workforce planning, understanding roles needed, tasks and skills involved within these roles, utilising systematic techniques, incorporating past data, market trends and competitor analysis or managerial judgements founded on knowledge and experience (Taylor and Woodhams 2022). Understanding organisational baseline is fundamental in recognising the external and internal organisational impacts, utilising PESTLE and SWOT analysis will enhance this understanding (CIPD 2023n).
Forecasting supply determines the composition of the current workforce, identifying employee numbers, total wage costs, workforce composition, such as departmental cohorts, salary grades, skills, and length of service (CIPD 2023s), utilising employee turnover trends to establish likely future employees. 
A balance between demand and supply, supports a more effective and efficient workforce, enhanced by a well forecasted and planned supply, ensuring replacements are available for important vacancies with the required skills at the right time (Sombi 2024).
Identifying gaps between supply and demand determines the disparity between them. Competency frameworks are the foundation for understanding the required competencies and skill level for each role, mapping current employees’ skills, capabilities, and performance, based on assessment, line managers judgement and observations (Taylor and Woodhams 2022).
To address gaps and risks, organisations must decide the best use of existing resources such as restructuring, enhancing capabilities, knowledge, or skills through training, coaching, or mentoring or potential job losses (CIPD 2023m). External sources of skills may then need to be utilised to fill remaining gaps and adapting recruitment strategies to accommodate this (Taylor and Woodhams 2022).
Organisations must have clear insight and understanding into current workforce, organisational strategies, and operating model to support workforce planning (CIPD 2023m). 

AC 2.3
Succession planning allows organisational evaluation, identifying and developing talent to fill future business-critical positions (CIPD 2024a), mitigating organisational risk by effective contingency plans.
Talent pools are effective planning approaches, as employees will already be high performing, possessing skills, attributes, and experience. External candidates who have previously expressed interest may also be included in a talent pool, providing wider and diverse options for consideration (Harris 2023).
Developing internal talent pools are an efficient, cost-effective process, positively impacting morale, retention of talent, skills, and internal knowledge, whilst encouraging employee development (Verduyn nd). This provides organisations with a strong foundation for contingency planning for organisational stability and growth. 
Assessment processes such as performance reviews or appraisals, enhance organisational ability to build and support talent pools. Appraisal processes are a common approach, central to succession planning, identifying, and capturing aspirations, skills, and areas of opportunity to enhance capabilities (Taylor and Woodhams 2022), the foundation of personal development plans. The frequency of reviews vary dependant on organisational processes, regular monitoring and review drives continuous improvement, enhancing employee engagement and motivation (CIPD 2024b), creating a sense of employee investment. 
There is potential for bias within this process, derived from personal opinions, effecting the integrity of the process (CIPD 2024b), impacting the availability and quality of employees for succession if they are placed due to likability over ability. 
Overall, research shows that although performance related reviews must evolve to maintain alignment to strategic priorities, performance management approaches are effective in raising performance (CIPD 2016), necessary when building succession and contingency plans to mitigate workforce risks. 
AC 2.4
Utilising organisational websites is cost-effective, reducing financial constraints and limitations, enhancing creative opportunities within a larger candidate pool, providing greater control and adaptability within the advertising process. It supports internal and external recruitment, enhancing diverse opportunities where a specific skill or qualification is required. (Vulpan nd). 
Barriers may present themselves where candidates are non-proficient in IT, or require reasonable adjustments, deterring potential candidates. Consideration is needed for all candidates ensuring a fair and inclusive application process (Miller 2020).
Wider audiences may lead to increased applications; however, this may not translate into candidates who are right for the role presenting time consuming application evaluations (Miller 2020).
Physical and virtual interviews support increased interactions, observed reaction in challenging situations, in depth probing to knowledge and CV credentials and evaluating candidates’ displayed attributes and behaviours. Interview processes can be costly and time consuming they also risk personal bias which impacts judgement or opinion unfairly (CIPD 2023k). 
Agencies absorb responsibilities and processes involved in the end-to-end recruitment process, removing time pressures and responsibilities from hiring managers, (CIPD 2023l) establishing networks and portfolios of applicants and connections offering enhanced talent opportunities (Miller 2019). However, recruiters are not as conversed with organisational expectations, impacting flexibility to consider criteria not specified (Miller 2019). Additional costs are attributed to utilising agencies and these must be considered when looking at varying methods. Recruiters may also place candidates for interviews in various organisations increasing the risk of competition (Miller 2019).
Assessment centres are task driven, combining behavioural, cognitive and personality assessments from presentations, ability or personality tests, group or individual activities and role play (CIPD 2023k). These are insightful in understanding the measure of the candidate and their suitability for the role, offering improved predictors of performance compared to other approaches (CIPD 2022c) however, they can be costly and feasible only, with large numbers of candidates (Taylor & Woodhams 2022).   
AC 3.1
Factors influencing retention and turnover are underpinned by recruitment, induction, psychological contracts, and employee value, differing with organisational priorities, strategies, values, culture, the employee and their individual needs, and motivating factors (CIPD 2023e).

Quantitative methods when measuring turnover include crude turnover rate, establishing the percentage of workforce annually who have left; stability rate calculation, establishing duration employees plan to remain, and cohort analysis, establishing the stability of specific employee cohorts (Taylor and Woodhams 2022).  

Push factors such as stress, lack of opportunities, unsatisfactory work environment and culture, poor leadership, job dissatisfaction, inadequate compensation, rewards and benefits, lack of flexibility or career progression (peoplexcd nd). Research highlights, common push factors include 40% toxic company culture, 40% lack of opportunities/progression and 36% lack of support from management (Cholteeve 2022).

Pull factors attract employees to leave an organisation such as improved work-life balance, demographics, competitive compensation, or career prospects (peoplexcd nd).  

Employees stay within an organisation, enhancing retention rates, lowering turnover when factors such as work-life balance, job satisfaction, development and career opportunities, an inclusive work culture, recognition, diverse reward strategies and competitive compensation (Taylor and Woodhams 2022) are viewed favourably.

Turnover is not always avoidable or negative. Involuntary turnover is often necessary, when considering retirement, dismissal, cost savings or requirements to recruit new talent. Voluntary turnover is an employee’s choice to leave, which can be positive, however, where negatively impacting, it is deemed dysfunctional turnover (Taylor and Woodhams 2022).

Avoidable turnover is when an employee leaves and organisations could have prevented as it is something in their control; job dis-satisfaction or work-life balance. Unavoidable turnover is when organisations are powerless to prevent employees leaving, such as ill-health (Taylor and Woodhams 2022).
AC3.2
Talent describes elite employers who are, or possess the potential, to be leading, skilled performers within an organisation. Whilst developing talent, one must have diversity of thought to ensure recognition and development of varying talents, from diverse group of employees (Roper 2015).
Implementing fair and equitable rewards is an approach to attract, develop, and retain talent (CIPD 2023j). Research highlights that more organisations are adopting a total reward strategy, inclusive of intrinsic and extrinsic rewards (CIPD 2023i) to meet the diverse needs of their employees, including financial elements, such as bonuses, incentives and cost of living increments, and psychological benefits such as respect, recognition and decision making (CIPD 2023j). 
The balance of rewards is fundamental in meeting employee motivational needs. Monetary reward may not be a sufficient retention option for some employees or an option for organisations. Where more employees are opting for a work-life balance, rewards must meet such needs; flexible working, and hybrid working are attractive rewards to retain employees (CIPD 2023i).
The working environment is foundational to retaining talent. Creating an environment that fosters a positive culture, collaborative working relationships, supporting continuous learning and development opportunities through regular performance reviews and personal development plans, enhance job satisfaction. 
Lack of promotions and feeling undervalued by one’s manager, are catalysts to employees leaving. Research shows employees aged between 20-30 are more likely to leave due to poor working relationships; employees aged 30-40 value flexible working, are dissatisfied with lack of training and development opportunities and poor relationships with their managers (Cooper 2019). Dissatisfaction can impact retention with organisations losing already invested in talent. 
AC3.3
Talent pools are groups of employees, identified for further training and development opportunities enhancing growth and skillset within an organisation, the foundation for succession planning (Lauby 2018). Talent pools, generally consist of high performing employees, with identified potential who personify organisational culture and values. 
Diversity supports the building of talent pools, and a proactive approach to widening these stems from organisational approach to recruitment strategies and selection approaches.  The 2022 CIPD report; Resourcing and Talent Planning, highlights the importance of varying recruitment outreach channels, emphasising the importance of an attractive employer’s brand, clearly communicated to a diverse group of candidates, and removing potential barriers. Furthermore, highlighting that it enhances the competitive edge to source and build new talent in these challenging times. 
Training, learning and development initiatives and the methods used to deliver these are a key consideration when building and supporting talent pools. Equally, understanding and knowing employee preference, is fundamental in ensuring the learning style is appropriate, to be effective, the context and delivery must suit the employee (CIPD 2023g). 
Coaching and mentoring are supportive approaches, providing learning opportunities from experienced professionals in developing skills and knowledge, gaining valuable feedback and consistent support, nurturing the employees within the talent pool to enhance growth and performance for employees and the organisation, supporting “interaction over instruction” (CIPD 2023h). 
Limitations can impact the effectiveness or the ability to conduct the above in respect of organisational priorities, budgets, costs, availability, and time. Clear strategies for recruitment, selection, learning, and development are fundamental in supporting and building for the future (CIPD 2023g). 
AC3.4
Adopting an inclusive and diverse approach, allows organisations to reap rewards and benefits of a diverse talent pool (Affleck 2021), further supported by the CIPD 2022 Report; Inclusion at work 2022 which highlights the need for organisations to embed inclusion and diversity in their end-to-end strategies, brand, and communication processes.

A skilled and loyal workforce is one benefit of diverse talent pools. Employees believe the working environment is supportive and inclusive, providing development opportunities, promoting higher levels of engagement and satisfaction within their role. Employees engage and present themselves for opportunities to learn, share best practise, enhancing individual or team skills (CIPD 2023f). Employee voice platforms empower employees to enhance problems solving skills leading to a higher quality output in service and productivity. These positively influence and impact retention for the employee and others by influencing organisational culture, supporting employees who have a desire to grow, creating a foundation to develop and retain talented employees, especially within this current climate where organisations are already facing increased pressure to retain top talent (Tatum 2023). An inclusive, and diverse workforce are the best ways to “organically expand your talent pool and retain talented people” (CIPD 2022a).

Market competitiveness is a benefit of a diverse workforce, creating a positive impact on employer brand, a favourable culture and corporate reputation (CIPD 2023f). Diversity enhances organisational developments by creating new opportunities for the business. Organisations perceived positively by those from diverse backgrounds will attract talent from those who identify the organisation as one of choice (Affleck 2021). With enhanced competitive advantage, a business can enjoy enhanced productivity and performance to deliver strategic objectives from a skilled and effective talent pool. 
AC3.5
Dysfunctional turnover describes the rate at which strong performing, skilled employees voluntarily exit an organisation, with unskilled and underperforming employees remaining, terming it dysfunctional due its negative impact (Cosentino nd).

Direct and indirect costs are the resulting impact of dysfunctional employee turnover within an organisation, such as the recruitment and selection of employees, a costly process, investing resources in advertising, identifying, and selecting a talented workforce (CIPD 2023e). Employee induction, uniform, equipment, training and management or administrative staff time during the onboarding process all incur costs (CIPD 2023e).

Dysfunctional employee turnover creates losses of essential skills and knowledge within organisation, affecting productivity, profit, and growth. Organisations with a specific skilled workforce, this can add enhanced and potential prolonged impact as finding skilled personnel might take longer than expected, increasing potential competition impacting organisational, development and growth (Tatum 2023).

Culture can be negatively impacted by turnover, as research shows in the 2021 Willey Edge report, The hidden costs of onboarding graduate talent, organisational culture was impacted in 63% of UK businesses as a result of high staff turnover; 21% had witnessed decreasing employee engagement, while 22% had witnessed long-standing employees leave the company as a direct result of culture change, highlighting poor retention rates create a vicious cycle when culture gets destabilised, resulting in more employees choosing to leave, further increasing recruitment and onboarding costs (Cholteeva 2022).

Addressing dysfunctional turnover can only occur through effectively understanding the root causes and conducting a cause-and-effect analysis to support a retention strategy (NHS England nd). 
AC4.1
UK law recognises three main types of employment status: employee, worker and self-employed (CIPD2023). When designing contractual arrangements accuracy is important due to differing rights (Daniels 2022). Contractual arrangements can vary such as permanent, temporary, fixed term, and zero hour (Daniels 2022).
Permanent contract employees agree to provide their services on a continual basis, delivering their contractual obligations with termination resulting only from resignation, dismissal, or redundancy (GOVUK nd). The Employment Act 2002 protects employee rights within this type of contract, inclusive of part and full-time employees. Organisations benefit from continued development, enhanced skills, and positive organisational culture through retention of staff (CIPD 2023b).

Fixed or temporary employment contracts have a clearly defined start and end date, entitling employees to the same favourable treatment and benefits as those with permanent contracts, protected by The Fixed-Term (Prevention of Less Favourable Treatment) Regulations 2002 (Daniels 2022). This legislation limits the contract length to four years, exceeding this, automatically makes the contract permanent (Daniels 2022) and should only be used to cover temporary need for staff.

Contractual/independent agreements relate to those self-employed who are not bound by employment contracts but by contracts of work, responsible for their tax compliance, benefits, health, and safety, however, may not be entitled to the same rights as workers, such as minimum wage (GOVUK). Consultants such as engineers and lawyers primarily work under independent contracts. 
A Zero-hour contract is an agreement between two parties with no minimum set contracted hours' (CIPD 2023c), stating pay and working requirements, most suited where work fluctuates unexpectedly, where employers cannot always guarantee work, reducing costs and providing greater flexibility.
The gig economy is “based on people having temporary jobs or doing separate pieces of work, each paid separately, rather than working for an employer” (CIPD 2023d), referring to individuals who trade their time and skills through online websites or apps providing a service to a third party as a form of paid employment such as Uber, Deliveroo and Just Eat. 
AC4.2
A contract of employment states the rights and duties of employees and employers, known as contract “terms” (TUC 2022).

Express terms are specific and “expressly” agreed, verbally or in writing, both equally legally binding (ACAS 2023), determining rights and obligations of both parties. Such terms are clearly outlined, defined, and agreed between employees and employers, reducing misunderstanding and ambiguity, preventing potential disputes arising (TUC 2022). Working hours, pay and annual leave entitlement are typically included as express terms; place of work, relocation clauses, benefits, and sick pay may also be included. When signing a contract, one is accepting the terms detailed within.

Express terms are legally binding and enforceable, offering both parties protection in the event of a breach, entitling the effected party to terminate the contract and instigate legal action (Powell 2023). Law states, certain express terms must be place in writing and provided to the employees in the form of a written statement on, or prior to commencing employment (TUC 2022). Documenting terms in writing, removes ambiguity, providing clarity and understanding of rights, responsibility, and expectations, adhering to law, where organisations include terms contrary to law these cannot be enforced (ACAS 2023).

Implied terms, unlike, express terms are neither expressly or explicitly agreed between employers and employees, originating from sources such as terms incorporated through collective agreements; statue, such as the right to equal pay, national minimum wage and working time regulations;  custom and practice, ensuring  consistency and fairness of practices are applied, unless these are clearly highlighted as discretionary, such as enhanced redundancy pay; the courts and work rules, which are detailed in policies or employee handbooks such as unform standards or smoking rules (Daniels 2022).
AC4.3
Onboarding, or “orientation” integrates employees into an organisation, timescales, and elements of which can vary, dependent on organisational processes and strategies (SHRM nd a). Onboarding should motivate, engage, and connect individuals (Howlett 2020).
Components of onboarding reinforce an effective and supportive integration, providing insight and understanding in areas such as training, organisational culture and structure, vision, mission, and values; role expectations and the working environment, socialisation; arrangements, such as place of work, flexible or hybrid working (CIPD 2023a). The use of technology and AI in recruitment, induction, online tests, and assessment are increasing and must be equally effective and engaging during the onboarding process (CIPD 2023), ensuring equality, consistency, and inclusion to support remote or hybrid workers. 

Reducing employee turnover is a fundamental benefit of effective onboarding. Costs of recruitment, onboarding, training, and development can be considerable. CIPD (2022) research highlights rising costs of recruitment, impacted by a “tight labour market” and strategic focus on increasing employee retention to deliver organisational demand with 37% undertaking initiatives to improve employee retention in 2022, (29% in 2021). High turnover impacts organisational stability, performance, and profitability, effecting morale, absenteeism, and productivity.

Effective onboarding positively impacts employees, creating a favourable impression and experience, instilling a sense of value and commitment, influencing successful integration into the organisation (Gray 2023), providing a strong foundation, enhancing confidence and assurance that they made the right decision. Effective onboarding enhances engagement, nurturing a supportive and committed relationship to develop employees (SHRM nd), strengthening commitment and loyalty from the employee, reducing absenteeism, and positively impacting performance, productivity, and retention. 
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Figure 1: Importance of different skills in each priority area and the economy as a
whole
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Note: the figure shows the proportion of skills within each broad skil group in the upper quartile of our skills
ranking (based on aggregate importance scores) across different occupation groups. The skill groups are.
‘ordered according to the proportion deemed to be in high demand across all occupations in the economy,
with the highest proportion t the top (communication skills) and the lowest at the bottom (technical and
physical skills).
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