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Talent Management and Workforce Planning 
(BMPD5020)

1. ‘If companies make a concerted effort to better understand why employees are leaving and take meaningful action to retain them, the Great Attrition could become the Great Attraction.’ (McKinsey, 2021) Discuss. (3.1, 3.2, 3.5, 4.3)
Examine turnover and retention trends and the factors that influence why people choose to leave or remain.
(3.1) & (3.2)
High turnover and poor retention figures can have a negative impact on an organisation. To combat this, employers need to understand the reasoning behind these trends and look for solutions to increase the intake of new employees and retain the talent that they already have (Maxwell, 2021a).
To identify trends, and to identify reasoning behind them, the CIPD conduct surveys and publish results to help organisations understand the reasoning for issues. In the CIPD Resourcing and Talent Planning Survey (CIPD, 2021) the following trends were identified: 
1. Increased competition for talent
2. More talent being developed in house
3. Offering flexible working and improving work-life balance
4. Improved diversity in hiring
5.  Technology use boosts recruitment but adoption limited by lack of skills
6. A strategic approach to workforce planning is needed
7. Growing attention paid to attracting experienced returners
(CIPD, 2021). 
As highlighted in the second point, many employers are recruiting talent from within as the need for talent is still paramount but it is harder to recruit talent (as shown in point one). 
There are several factors as to why there is an increased competition for talent. Firstly, Brexit saw a mass exodus of EU citizens leave the UK in recent years due to Brexit. This has led to labour shortages in some sectors, especially ‘hospitality, healthcare, food, production, retail and construction’, (Armstrong, 2021).  Secondly, following the Covid-19 pandemic many people are leaving their jobs in what has been dubbed ‘The Great Resignation’, (Prime, 2022). Identifying reasons from burnout to reassessing what is important, people have been leaving their jobs in droves.
As highlighted in the CIPD survey results, many organisations are now offering flexible working as, since the pandemic, people have now realised that they can have a better work-life balance from home. My organisation has faced the same issues and every role that we recruit is now listed as ‘pan Wales’ as we offer a work from home option to every candidate. This has proven to help bring in talent into the organisation and to retain the talent already in post (Levine, 2022). 
Word count 347
Compare different approaches to developing and retaining talent on an individual and group level. 3.2
(3.2)
Developing and retaining talent can come in the form of a variety of approaches and at an individual and team level. A common approach is the development of internal staff with increased learning and development opportunities (Waite, 2021). Within my organisation, we have taken this approach as it has been so difficult to recruit talent externally and therefore we are investing in our staff to grow our own talent. 
We are currently conducting a scheme where we are offering internal candidates the chance to enter into a development programme which consists of intensive training for 12 months and they can develop to the next grade. As a collective, we are moving our organisation forward. The employees who embark on the development programme are given training to develop skills which will support our future organisational strategies (Levine, 2022).  
Due to the increase in higher grade staff, we have now started to recruit more apprentices. Previously, we recruited 20 apprentices every 18 months. We are now recruiting over 100 a year which means we have people to ‘fill the gaps’ that the development programme has created. Our apprentices are also trained intensively which, again, will support organisational goals and strategies. Learning and development is an excellent way in which to retain existing employees and it is also an incentive for potential employees. 
Another method that is used to recruit and retain employees is coaching and mentoring ‘Coaching is unlocking a person’s potential to maximise their own performance. It is helping them to learn rather than teaching them’, (Armstrong, 2021). This method of learning and development helps to support to meet the needs of the individual. This approach helps a person to develop and prepare them to move forward in their career. 
Both of these methods are used in my organisation and they are successful tools in retaining staff as they feel developed and valued. Also, these methods are very important in recruiting new staff. At present, it is an employee’s market and they want more from an employer. Our positive approach to Learning and Development and investment in our employees is a welcomed incentive to potential employees.
Word count 355
Explain the impact associated with dysfunctional employee turnover. 3.5
(3.5)
According to Taylor (2016) dysfunctional employee turnover is: 	
staff departures that have a negative effect on the company, seen in terms of the significant costs involved in replacing employees, the loss of skills and knowledge etc., and the negative effect on remaining employees.
(Taylor, 2016).
Dysfunctional turnover can have significant financial costs associated in replacing high numbers of experienced employees. The recruitment and selection process can be a lengthy and expensive task along with associated training and development costs. This could have a negative impact on productivity (Taylor, 2016). 
There is a negative impact on the employees that remain as there could be an increase on their workload. This may have a negative impact on the culture of the organisation. 
Word count 120
Explain the components and benefits of effective onboarding. 4.3 
(4.3)
The induction, or onboarding process, is a vital element of an employee’s journey with an organisation. The first impressions of an organisation, and the processes within, are very important. A badly designed onboarding process can leave an employee with a negative impression of the organisation and therefore may take longer to settle in or even leave the organisation (Armstrong, 2021).
The benefits of a successful onboarding process to an employee is that they intergrate well and smoothly into the organisation. They begin to understand the organisation more and it can alleviate some of the nerves associated with starting a new job. The benefits to the employer are that a settled employee is less likely to leave and therefore reducing turnover, absenteeism and also an increase in job satisfaction and commitment to the organisation (Maxwell, 2021b). According to Maxwell, 2021b the following are benefits of an effective onboarding process;
· Employee settles in quickly
· Integrates with the team
· Understands the organisation’s values and culture
· Feels supported
· Becomes productive quickly
· Works to their highest potential.
One of the key components of an effective onboarding process is to relay health and safety information (which is required by law). This is to ensure that the employee understands how to work in a safe manner and to learn about the facilities (Maxwell, 2021b). The process also needs to give details around what is expected of the employee and what their working hours and location will be. An effective onboarding process will provide job specific information also. 
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2. Define what tight and loose labour markets are and how understanding the labour market can help organisations remain competitive. (1.1, 1.2)
Explain how organisations strategically position themselves in competitive labour markets. 1.1

(1.1)
One of the main things to consider within the labour market is how easy it is to recruit employees. The ease of this can be classified as ‘tight’ or ‘loose’, (Taylor, 2016). 

A tight labour market is when the levels of job vacancies are higher than the number of job-seekers (Taylor, 2016). Alongside this, in a tight market there are not enough people with specific skills that are needed and the employee holds the bargaining power as the odds are in their favour (Davies, 2022). 

In opposition, a loose labour market is when unemployment levels are high and there are a smaller number of vacancies available. Unfortunately, in this situation there are people available for work with needed skills but it is harder for them to find work. In this instance the employer holds the bargaining power are the odds are in their favour and they will receive a high volume of applicants for posts advertised (Davies, 2022).

To combat the effects of the changing markets, an organisation needs to develop a competitive resource strategy. According to the ONS, (Leaker, 2022) we are currently in a tight market with rising levels of vacancies and lowering levels of unemployment therefore indicating that it is an employees market. 

To remain competitive, organisations need to be more creative with their recruitment strategy. These are some ideas of how to attract employees within a tight labour market: 
· Employer branding. Changing to appear more attractive to job-seekers.
· Recruitment initiatives. Investing money into innovative recruitment techniques to target a wider audience.
· Retention strategies. Investing in identifying issues for departures and creating a solution to prevent this happening.
· Reorganisation. Changing the way in which job tasks are allocated, this may mean reducing duties to attract more employees. 
· Development initiatives. Enhancing the skills of the current workforce. 
· Long-term resource planning. Collaboration with external agencies such as Universities to establish progression routes into the organisation. 
(Taylor, 2016).
Word count 318

Explain the impact of changing labour market conditions on resourcing decisions. 1.2
(1.2)
Unemployment rates in the UK have been at a record high within recent years. Brexit has had an impact as many EU citizens have left the UK leaving behind many hard to fill posts. This combined with the high unemployment rates has meant that the UK has been in a ‘tight’ market (CIPD, 2022b). Brexit has only exacerbated this problem leaving employers struggling to recruit and retain employees. In January 2021, restrictions were put in place for EEA workers within the UK which added to the problem of recruitment and retention.
Following the effects of Brexit came the Covid-19 pandemic. The furlough scheme provided an income for many, which meant that job losses were minimal and we remained in a tight market. However, as a result of the Pandemic, people began to reassess their life choices and ‘the Great Resignation’, followed (Prime, 2022). People had been given a taste of remote working and, for the first time, were putting their wellbeing ahead of work. People resigned from their jobs in droves and were opting for other options which suited a lifestyle that they now wanted. This has only made the problem of recruitment and retention even more of a challenge.
To retain staff, my employer has opted to give employees the option to work remotely or come into the office if they wish to do so. There is no obligation on any member of staff and they will not be penalised for not coming into the office. Alongside this, any vacancies listed within my organisation are now advertised as Pan Wales, meaning that as long as a candidate is within the country they can work anywhere. This has helped to recruit and retain much of our talent. We have also decided to develop our current talent pools and invest in progression programmes whereby we train staff to the next grade.  To appear more appealing we have even modified the Welsh Government branding within the last few months. All organisations have to amend their strategies to be competitive.
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3. The pandemic has forced organisations to use more technology which has resulted in a change in the way they carry out their recruitment and selection. Evaluate this, and discuss the potential future impact this may have on diversity and inclusion. (2.4)
Assess the strengths and weaknesses of different methods of recruitment and selection to build effective workforces. 2.4
(2.4)
Recruitment methods
Online application – An online application process is a fairly common method of recruitment as it is cheap, can reach a wide audience and is more secure than a hard copy application. The application process is also an insight to the level of IT skills that the applicant has. This is an inclusive method as it can reach people from all areas and backgrounds. The disadvantages of this method are that there is no way of knowing who completed the application and it could be embellished. With regards to diversity, it could be a challenging application for someone to do if they have limited IT skills. 
Recruitment agency – Recruitment agencies are specialists in their field so would be able to quicken the recruitment process. This process would free up internal staff to carry on with their day job while the agency carries out the work. The disadvantage to a recruitment agency is that they can be expensive. 
Selection
Interview – An interview process is fair as it judges each candidate in the same way and it also opens up dialogue between the candidate and the organisation. This is a great method to establish a feel for an organisation and for relationship building (Taylor, 2016). In terms of diversity, interviews are inclusive of all. A disadvantage of an interview process is that it can be quite costly if there are a panel of people interviewing. Also, in terms of diversity, not all people are able to perform well in an interview setting. An example I have from my organisation is one of our Heads of IT has Aspergers Syndrome and he is amazing at managing IT but cannot look a person in the eye and would not respond well to questioning. An interview is a good choice for a certain type of candidate. 
Assessment centre – An assessment centre is an activity whereby a group of people are assessed performing a variety of tasks. This process is a great way of assessing the way a candidate performs at more than one task and are given a better understanding of the abilities of that person, this encourages diversity as it allows all skills to be demonstrated. However, an assessment centre is a costly activity if there are many candidates.
Ability and personality test – Ability tests (such as numeracy and literacy) are effective and cheap methods of identifying people who meet a required level in certain skills. However, it does prove to be a problem for people who have learning difficulties (such as dyslexia or dyscalculia) and therefore could be a deterrent for these people. Personality tests assess the strengths that an individual has and often they can be assigned to a post where their strengths are best utilised. This method is inclusive and welcomes diversity as well as being a cheap method to understanding the candidate better and there are no ‘correct answers’, (Taylor, 2016). The disadvantage of this is that it can be a lengthy process.
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4. The UK has been seen to focus so much on apprenticeships in the last decade that the level of numeracy and literacy skills has declined in mainstream education. To help improve this situation the UK government have introduced several initiatives to increase the skills in the UK which includes the scheme Multiply which offers programmes to help adults improve their numeracy skills. (Gov, 2021) Critically analyse the impact on organisations and the role they will play in improving the skills of the UK. (1.3)
Discuss the role of government, employers and trade unions in ensuring future skills needs are met. 1.3
Due to a shortage of literacy and numeracy skills identified, the Welsh Government launched the Employer Pledge Project in 2010 (Barry, 2010). This project invested £17.5 million into upskilling workers in literacy and numeracy in Wales. The project was designed for the employer to pledge their commitment to their employees by allowing them the time to study and WG would pay for the training and qualifications.
By 2011, WG had developed this to deliver the rollout of WEST (Wales Essential Skills Toolkit), a digital assessment and training tool designed to bring people from employment, education and training to the same level in literacy, numeracy and ICT. These were called Essential Skills, with the idea that they were an essential standard for people to meet. This standardised approach is still in use today in workplaces, education and on apprenticeships. This has brought a wealth of knowledge to people within organisations and has improved the performance of individual employees. This required commitment from the government, organisations and the individual. 
Today, WG has heavily invested in apprenticeships at all levels and to a wider age group (as they previously targeted people aged 18-24). My role within WG is to deliver the apprenticeship programme to people in Wales and as part of that, every apprentice must complete the WEST assessment and training to bring them to a level 2 standard (GCSE A* - C equivalent) in all areas. The apprenticeship programmes require a commitment from the employer to release the apprentice for 20% of their working time to support their studies. 
Unions often provide support in the form of literacy and numeracy support. The Prison Officers Association is a trailblazer in the support that it provides for its staff. The POA offers every member free literacy, numeracy and ICT qualifications (Williamson, 2022) alongside a variety of other qualifications. It was noted that many prison officers were struggling to achieve the level 2 in literacy and numeracy and therefore the POA invested in tools designed to identify and support learners with difficulties such as dyscalculia and dyslexia, which would previously have hindered their progress. The POA is very supportive of its members and heavily invests into the learning and development of the individual. 
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5. According to Zimpel (2021) ‘Workforce planning is about generating information, analysing it to inform future demand for people and skills, and translating that into a set of actions that will develop and build on the existing workforce to meet that demand. Understanding of the distinction between ‘soft’ and ‘hard’ aspects can help to explain the renewed interest’ With this in mind answer the following: (2.1, 2.2, 2.3)

a. Explain how workforce planning addresses gaps between supply and demand. 
Analyse the impact of effective workforce planning. 2.1 
(2.1)
Workforce planning is a core business plan that involves assessing the status of the current workforce and identifying the future needs of the organisation. The plan that is devised has to identify how the organisation operates during the period of the transition from the current workforce to the future workforce. Workforce planning is the process of balancing skills with organisational demand (Armstrong, 2021).   
Workforce planning should not be too complex as the ideas can be lost in the execution (Armstrong, 2021). Effective workforce planning focuses on getting the right employees in the right roles, at the right time for the right price. For effective workforce planning there must always be a link to the organisational goals.
According to the CIPD (Zimpel, 2021) the following are essential to delivering effective workforce planning:
· Start with organisational strategy and business plans. 
· It needs to be ‘future-focussed’ to allow the organisation to deliver the business strategy.
· It needs to be flexible to respond to change.
· The process should be dynamic and subject to continuous review.
· It is not just concerning numbers. Priorities are also skills, potential and how they are organised and deployed.
· It requires buy-in from the entire organisation to be effective.
· It incorporates operational and strategic planning processes. 

Effective workforce planning has a positive impact on the organisation as, if executed correctly, can reduce labour costs, retain staff, improve productivity and enhance employee wellbeing and work-life balance (Armstrong, 2021). 
Word count 240

b. Compare and contrast the different techniques that can be used
		Evaluate the techniques used to support the process of workforce planning. 2.2
(2.2)
Workforce planning is the process of balancing labour against demand. According to the CIPD (Zimpel, 2021) workforce planning is ‘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 to deliver the organisation’s short and long-term objectives’.
Workforce planning can take many forms, according to the CIPD (Zimpel, 2021) it can be described using the stages below:

[image: ]
Step 1 – Understanding the organisation and its environment
How is the organisation structured currently? What will this look like in the future? Are there plans for change within the organisation and its structure? How does the organisation plan to increase productivity? Technology, are there plans to introduce or update systems?
Step 2 – Analyse the current and potential workforce
This step is to analyse the workforce identifying talents, skills and knowledge along with views from the employees which compromise the workforce. The analysis stage is critical in establishing turnover within different locations and staffing levels within different areas.
Step 3 – Determine future workforce needs
This step involves identifying what the work needs will be in the future by identifying gaps within the skills and knowledge of the workforce. Identifying workforce needs is critical for business continuity and to create contingency plans for the future. 
Step 4 – Identify workforce gaps against future needs
This stage is finding the gaps within the workforce skills and knowledge and preparing for how they will be filled in the future. It is deciding how these gaps will be sourced ie through the gig economy or recruiting in house.
Step 5 – Actions to address shortages, surplus or skill mismatches
This is the development stage to create an action plan which must be functional, numerical and be flexible to allow for change. 
Step 6 – Monitor and evaluate actions
This stage is to develop actions and create a clear evaluation process to assess the success at the end. 
This technique is a good, clear structure of how to successfully implement workforce planning. 
Word count 337
c. Explain the approaches to succession planning and how this can help motivate employees 2.3
Explain approaches to succession and contingency planning aimed at mitigating workforce risks. 2.3
Succession planning is the plan for successors to fill roles in the future, as people leave or retire. Succession planning is the identification of talent and how to develop future leaders to fill critical roles (Weeks, 2020). The aim is to have a plan in place to fill a post efficiently if a post holder leaves the organisation. 
The first step in succession planning is the identification of critical roles in which a successor would be needed. Following this, they would need to identify a successor. Successors are needed to be ready to step into a post at short notice. In my organisation, we have a Future Leaders Scheme, in which we develop people to become successors to these senior positions. Having a pool of successors was a very useful strategy during the pandemic as senior leaders who were unable to deal with the stress resigned from posts at short notice. 
There are two main approaches to succession planning: a traditional approach and a contemporary approach. 
The traditional approach is where large organisations develop hierarchical, structured succession plans with a clear indication of who is in line to be a successor for senior posts. However, this is now not as possible with society being so uncertain and employees are more mobile and change organisations more often (Weeks, 2020).
The contemporary approach takes a more open and diverse approach to succession planning and looks at managing talent rather than an individual. Organisations no longer only rely on internal talent but they look externally to provide the best successor for that role (Weeks, 2020). 
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6. ‘Anyone doing strategic workforce planning, long-term recruitment or succession planning should include a well-maintained talent pool in their strategy.’ (AIHR, 2020). Discuss with examples. (3.3, 3.4)
Evaluate approaches that an organisation can take to build and support different talent pools. 3.3
(3.3)
A talent pool contains a variety of recognised talented people who are utilised by an organisation to fill critical posts (Armstrong, 2021). Talent management policy will dictate what the organisation recognises as talent and who should be included in the talent management pool. Within Welsh Government, our talent pools look for people with the following:
1. Ability: technical skills, attitudes and behaviour.
2. Aspiration: setting and achieving challenging goals, and seeking opportunities for learning within their subject area. 
3. Engagement: emotional and rational commitment to the organisation, resulting in discretionary effort. 
(Levine, 2022).
A talent pool is established by operating a ‘talent pipeline’ which provides for the flow of talent throught the process of resourcing, talent identification and talent development (Armstrong, 2021). 
To build and support talent pools, organisations need to create a continual assessment process to analyse talent needs and to forcast organisational needs for the future (Armstrong, 2021).  Open communication with employees is essential for talent acquisition and retention of talent. In Welsh Government, we have
regular ‘talent’ conversations at all levels and are encouraged by line managers to discuss performance at ‘Check ins’, (Levine, 2022). 
To successfully develop fair talent pools, an organisation needs to network both internally and externally to source the best talent to benefit the organisation. A combination of internal and external talent will create continuity and consistency combined with new approaches an innovation (Armstrong, 2021). To attract the best possible talent, organisations need to use technology to target these people. Recently, we conducted a recruitment drive for our apprentice scheme and invested in the social media platform TikTok, which appealed to potential candidates and reached a larger audience than in previous campaigns. 
An innovative example of creating a talent pool can be shown by Spotify (Verlinden, 2020). Spotify has a talent pool dedicated to students who show interest even before they embark on their careers. They also target children at primary and secondary level who are interesting in coding to join a developers site therefore creating a pool of early talent.								Word count 338
Evaluate the benefits of diversity in building and supporting talent pools. 3.4
(3.4)
A diverse and inclusive workforce is an attractive feature of an organisation. Maintaining this approach to talent pools will attract a wide range of talented individuals from all areas of the world. Diversity brings together a range of different skills, perspectives and capabilities which an organisation needs to remain competitive and to enhance performance (Verlinden, 2020). 
Corporately, an organisation needs to be diverse to be able to compete with other organisations in such a changing market. By promoting a diverse and inclusive workforce, the organisation can be deemed an employer of choice with a positive image. Reputation is a big attraction to an organisation and displaying a positive reputation makes the organisational brand seem appealing therefore attracting more potential talent (Armstrong, 2021). 
Word count 122
7. According to the Suff (2021) ‘UK law currently recognises three main types of employment status: employee, worker and self-employed. An individual's employment rights depend upon whether they are an employee or worker’.  
a). Assess how different employment types can meet workforce needs and 
Assess suitable types of contractual arrangements dependent on specific workforce need. 4.1
According to the Employment Act 2002 there are differing types of employment contracts available to workers, employees and the self-employed in the UK. A contract of employment is an agreement, which is legally binding, between an employee and an employer and is defined by the Employment Rights Act 1996 as ‘an individual who has entered into or works under a contract of service or apprenticeship’, (Suff, 2021). 
There are various types of contracts available, one being the permanent contract. This is a contract between the employer and employee offering work on an indefinite basis in exchange for the completion of this by the employee. This contract remains in place until either, or both, parties wish the employment to cease (Daniels, 2019). The employee benefits from the privileges that the organisation has to offer including pensions, holidays, sick leave etc. 
The next type of contractual agreement is the FTA (fixed term appointment) or the temporary employment contract. This contract stipulates a start and an end date which is agreed by both parties. Whilst in the contract period, the employee is entitled to the same benefits as a permanent employee. The FTA/ temporary contract may be extended (with mutual agreement) or can even be converted to a permanent contract if the organisation deems the need (Daniels, 2019).
Another type of contractual agreement is the recruiting of an independent contractor. The person who is recruited to deliver the contract of work is self-employed and therefore is responsible for tax compliance and other statutory obligations. The independent contractor is not bound by contracts of employment but contracts of work (Daniels, 2019).

Word count 267
b) Explain the main contractual terms used in contracts. (4.1, 4.2)
Differentiate between the main types of contractual terms in contracts. 4.2 
According to Suff (2021), the main types of contractual terms in contracts are express and implied terms. 
Express terms are available both in writing and in verbal form. A written express term is not limited to a contract of employment but can also include other documentation such as an employee handbook. 
Before drafting, employers need to be knowledgable with the relevant laws (such as employee status, NMW, equal pay, parental leave, flexible working, break and leave entitlement etc). Express terms must adhere to all relevant legal standards. It is a legal right for an employee on express terms to have a written document stating their key employment terms and conditions on day one of employment (Suff, 2021).
Implied terms differ in that they are neither verbalised or written, they are implied. An example given by Suff (2021), is that there should be a duty of mutual trust between and employer and an employee. This is not written or discussed but it is an implied acceptance of any contract of employment that there will be a build up of mutual trust between an employee and an employer within their working relationship. 
Word count 190
Section 1 = 347 + 355 + 120 + 250 = 1072 (target 1040)
Section 2 = 318 + 337 = 655 (target 520)
Section 3 = 494 (target 260)
Section 4 = 368 (target 260)
Section 5 = 240 + 337 + 262 = 839 (target 780)
Section 6 = 338 + 122 = 460 (target 520)
Section 7 = 267 + 190 = 457 (target 520)

Total word count = 3900 + 10% =  4345 / 4290
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