Talent Management and Workforce Planning
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)

Employee turnover can cover all employees that leave a company whether voluntary such as resigning or retiring or involuntary such as redundancy (Maxwell, 2021a). Some turnover is good as it can be functional turnover where poor performers leave but some is dysfunctional as talented staff leave the organisation (Qualtrics, date unknown). Talent refers to the skills and potential of staff and ensuring that this is developed is critical to success (Hayden, 2021b).

Measuring employee turnover can involve tracking the overall or crude turnover rates based on a percentage of the workforce each month (Maxwell, 2021a). They can also break this down to explore how many are voluntary or involuntary, and analyse if there are any trends such as demographics or areas of the organisation (Maxwell, 2021a). The cost of turnover can include recruitment costs, onboarding costs, training costs and the cost of decreased productivity from a disengaged or unmotivated employee (Qualtrics, date unknown). 

Employees leave an organisation for different reasons which can include attraction to another role which pulls them away or being dissatisfied in their current role which pushes them away (Maxwell, 2021a). Push factors can include poor working relationships with colleagues which lead to disengagement (Maxwell, 2021a).  NHS Wales have put healthier working relationships policy in place to encourage staff to discuss small issues before they escalate and to avoid tension and disengagement within teams (HEIW, 2022). Other push factors can include cultural and ethical issues such as discrimination, exclusion and barriers at work such as for some protected characteristic groups (Maxwell, 2021a). Working on key aspects of our culture can support people to have a good day at work (Hywel Dda University Health Board, 2021). These aspects include feeling heard, wellbeing, safety and trust, feeling appreciated, collaboration and teamwork, compassionate leadership, autonomy and healthy working relationships (Hywel Dda University Health Board, 2021). 

Understanding the reason someone leaves can enable an organisation to act to modify the issue fur current and future staff (Maxwell, 2021a). Exit interviews can provide useful insights, especially when used in combination with data from surveys from current staff exploring potential retention issues prior to them leaving as this can support an organisation to minimise negative employee turnover implications (Maxwell, 2021a). The needs and wants of the workforce can evolve and organisations can evolve with these needs by listening to staff and acting on their views (Shiers, 2022). As remote working was found to be popular in staff voice gained through surveys during the pandemic, a company adapted and empowered its staff to adopt the agile model to suit their needs depending on what is best for the individual (Shiers, 2022). The Health Board recently surveyed staff within the Workforce and Organisation Development Directorate in order to assess what staff views are on agile working (Hywel Dda University Health Board, 2022).  

A factor that is highlighted as a reason for leaving an organisation is learning and development (Maxwell, 2021a). Organisations can develop their learning and development strategy to ensure regular opportunities for learning and development (Hayden, 2021b). Appraisals can be effective tools in engaging with staff and their learning needs and regular reviews can scaffold the continual development (Hayden, 2021b).Applying the 70 20 10 model (McCall, Lombardo, Eichenger, 1080) can help visualise that whilst some formal learning through the gaining of qualifications is important, staff should have the opportunity to learn and develop within their roles (Littlejohns, 2022). Shadowing colleagues and attending webinars or listening to podcasts should be encouraged to enable staff to develop continually (Littlejohns, 2022). 

The initial experiences of employment can be critical to retention (Howlett, 2020). Whilst onboarding is crucial, organisations must be aware that pre-employment is a key aspect of on boarding as candidates can leave if they are not feeling engaged and welcome by the organisation prior to starting in the role (Howlett, 2020). Ensuring that pre-employment  communications are welcoming and engaging can help address the issue of prospective employees leaving before they start (Maxwell, 2021b). Organisations can do this by utilising social media to connect new recruits with employees before they start employment (Maxwell, 2021b). Using automation features to automate parts of the pre-employment process can improve speed, accuracy and engagement (Mohdzaini, 2021).

Having an induction can ensure that consistent messages are communicated about the employer brand, values and culture as well as facilitating discussion and socialization between new recruits so that they begin to network with their peers (Maxwell, 2021b). It is important to design induction careful as content needs to be meaningful for all. Information needs to be timely as if provided too early or too late it is not relevant (Maxwell, 2021b). Relevant information at a company wide level can include information about the orgnaisation such as culture and mission whilst local level induction provided by the manager can be specific to that location such as location of canteen, fire escape and other useful information about the site and role expectations (Maxwell, 2021b). Technology can be used to move some of the induction content online in a hybrid style of learning and content can be shortened to provide training which holds attention span of the listener and is engaging (Mohdzaini, 2021). New recruits can be paired up with an experienced buddy that can coach and mentor them in their role and help them settle in (Maxwell, 2021b). 

2. Define what tight and loose labour markets are and how understanding the labour market can help organisations remain competitive. (1.1, 1.2)

A tight labour market involves high demand for talent when there are more jobs advertised than candidates seeking job roles and a loose labour market occurs when supply of candidates seeking work is high but the market has very few vacancies (Boys, 2021). Given that organisations operate within these economic conditions understanding the labour market can support people professionals to make decisions and monitor the conditions which may impact their approach to recruitment, retention and development (Boys, 2021).  

Recently the labour market has seen an increase in jobs which has led to record high employment rates and low unemployment rates (Boys, 2021). Employers need to strategically position themselves during tight labour markets to compete (CIPD., 2022a). To compete with other employers, organisations may engage with strategic SWOT analysis to identify the strengths and weaknesses of the organisation itself and the threats and opportunities which are posed by competitor employers (Wilson, 2021). Push and pull factors that influence attraction and retention include the employee experience, organisational culture, attitudes and values, ethics and reputation (Maxwell, 2021a). Evaluating why employees leave and the demographics surrounding this can support organisations to identify areas for improvement (Maxwell, 2021a). There is also a benefit to understanding why employees stay or listening to their concerns before they leave through the implementation of stay interviews (McKinsey, 2022). Using these insights can enable an organisation to continually adapt and appeal to a wider talent pool by listening, anticipating and addressing concerns and views (McKinsey, 2022). Being an employer of choice involves listening to the workforce and embracing their views and needs such as embracing flexibility, providing development opportunities and connecting staff (Jacobs, 2022). Hywel Dda University Health Board (HDdUHB) has ran focus groups to explore how it can alter recruitment and onboarding in order to be an employer of choice and wishes to ensure that it is inclusive when recruiting in order to support this development (HDdUHB, 2020).  

In uncertain economic times and with a tight labour market, employer brand is important to attract recruits as is the risk of reputational damage if a company fails to act in an ethical, accountable and transparent manner (Green, 2021). As a public body, HDdUHB must be transparent and act in the interest of the public and as such being ethical and held to account is vital for the brand of HDdUHB. There is also a growing emphasis on individualism and personalisation of the employee experience (Green, 2021). HDdUHB is developing the personalisation of the onboarding experience for employees by overhauling induction and ensuring that aspects are tailored to the needs of the individual. 

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)

It has been reported that due to the pandemic, organisations that recruited recently increased their use of technology (CIPD, 2021). They reported benefits of using technology to recruit which included accessibility, reduction of unconscious bias, increased diversity and quality of new hires and quicker recruitment (CIPD, 2021). Contrastingly, it could be argued that using technology to recruit can lead to an increased number of unsuitable applications and the use of technological methods can be limited by the internal skills, knowledge and resources available to current employees (CIPD, 2021).  To avoid an increase in unsuitable applications organisations could use technology such as chatbots and self-assessment tools for candidates to learn more about the role and their suitability prior to applying (CIPD, 2021). Chatbots reduce the need for organisations to provide customer support and can provide answers to commonly asked questions quickly (Tyfting, 2019). The use of AI can reduce the mundane elements of someone’s workload and enable them to spend more time on other more interesting tasks which better use their ability (Tyfting, 2019). 

Employers can advertise using technology such as social media (Tyfting, 2019). Advertising using a range of digital platforms such as social media or websites can attract talent from underrepresented groups and appeal to a wider audience (CIPD, 2021). Recruitment materials can be produced in other formats such as audio, large print or put through an accessibility reader to widen audience to neurodiverse members of the population (CIPD, 2021). McDonalds recently used an informal recruitment approach by using social media app Snapchat to allow candidates to apply directly through the app (Tyfting, 2019). Using technology can also support monitoring diversity during the recruitment process (CIPD, 2021).  

There are several ways to utilize technology in the selection process as well, which have become increasingly popular during the pandemic to overcome restrictions and mitigate risks (CIPD, 2021). Using artificial intelligence (AI) to screen applicants can help recruit employees that stay in the role longer and perform well (Keller, 2017). Richfield Management used AI to screen applicants based on traits and successfully reduced their compensation claims by screening for certain traits (Keller, 2017). Xerox reduced attrition by using an online test to replace the traditional screening process (Keller, 2017). However, companies must not overly rely on technology as there is value in collaboration and companies should use a combination of technology and collaboration to maximize the benefits of each (Keller, 2017). 


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)

Whilst the Government has put measures in place to support people to develop skills and engage with lifelong learning (UK Government, 2022a) such as the Multiply scheme which targets numeracy development in people aged 19 plus without GCSE Mathematics (UK Government, 2022b), there is need for employers and trade unions to also support skills development (CIPD, 2019a). Developing skills within the workforce can benefit the economy and the individual and it can be argued that it benefits organisations by increasing retention and productivity (CIPD, 2019a). Contrasting with the literature and best practice from abroad, UK companies are engaging with less workplace learning and development which is detrimental (CIPD, 2019a). 

Trade unions can support learning by providing union learning representatives that support members to learn skills (TUC, 2021). This has been shown to support regular training opportunities, engage more staff with the opportunities and increased the number of staff accessing training (TUC, 2021).

Employers could work with local authorities and education institutions to collaborate on identifying and addressing skills gaps, coordinating supply and demand of training, and overcoming barriers to participation CIPD, 2019a). Organisations must assess what skills, knowledge and attitudes they will need in the future and map these against the current skillset, this can then be used to highlight gap areas which need individual, team or organisational development (Hayden., 2021a). Implementing learning needs analysis is ongoing and needs to be continually analyzed and updated (Hayden., 2021a). HDdUHB is seeking to develop staff using apprenticeships and providing access to formal learning whilst also developing the desired skills through workshops such as digital literacy skills through Office 365 training (HDdUHB, unpublished). The Health Board is aware that there is a digital skills gap which will need to be addressed to meet the skills needs of the future (HDdUHB, 2020). 

Given that there is a forecast shift away from physical and manual skills in future job roles towards higher cognitive, social, emotional and technological skills organisations need to develop the required skills within the workforce to ensure that they are able to evolve to meet these needs (Eilingrud, Gupta, & Salguero., 2020). However, there are barriers for organisations ensuring that these skills are developed which include:- understanding the impact of automation and digitization and a lack of knowledge or resources (Eilingrud et al., 2020). The workforce is a valuable asset and organisations should invest to develop talent for future needs but most organisations are not doing this (Allas, Fairbairn, & Foote., 2020). (Allas et al., 2020). HDdUHB are working to develop staff through apprenticeship schemes, internally upskilling staff such as the Grow Your Own scheme which takes current unqualified staff and trains them to gain qualifications to become a registered nurse (HDdUHB, 2022). HDdUHB also provide access to learning and development including qualifications through partnership with local training providers to upskill staff in areas such as administration and support worker roles (HDdUHB, 2022). Developing current employees can benefit the organisation by controlling salary costs, reducing recruitment needs and boosting morale (Allas et al., 2020). 

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. 

Organisations view workforce planning as being of greater significance during periods where there is a tight labour market and when there is uncertainty about the future of work (CIPD, 2019c). As we are currently in a scenario where both apply there is a growing emphasis on workforce planning (PWC, 2021). Workforce planning can support organisations to effectively manage supply of needed skills with the demand for them (Zimpel, 2021). Through the selection of critical gaps, identification of actions and priorities an organisations can use workforce planning to address the gaps (Weeks et al., 2018a). Strategies such as buy, borrow, bounce, build, bind and blend can be applied to ensure that capacity and capability for skills demand are fulfilled (PWC, 2021). Whilst forecasting can be useful, modern application of workforce planning takes a less rigid approach and is flexible in order to allow for proactive approaches (Zimpel, 2021). Forecasting the internal talent available allows organisations to borrow, bounce, build or bind to fill gaps (CIPD, 2019c). Understanding the labour market can support external forecasting which enables organisations to assess how resource intensive buying talent in will be (CIPD, 2019c). The Health Board as a strategic planning team which aims to develop a plan for all staff groups and embed workforce planning across all services which drawing on expertise across the organisation (HDdUHB, 2020). 

b. Compare and contrast the different techniques that can be used  


Different methods can be used to carry out workforce planning (Weeks et al., 2018a). 
Qualitative assessment such as managerial judgement or feedback from customers can be used to assess what skills will be needed (Weeks et al., 2018a). Organisational data can also be used (CIPD, 2019c). Whilst these quantitative aspects are useful they must be used in combination with qualitative data (CIPD, 2019c). Considering costs such as the cost of hiring, developing current staff and if these will rise is another technique that can be used when planning to make decisions (Weeks et al., 2018a). Understanding the labour market can support to understand the external supply (CIPD, 2019c). Patterns of internal movement such as promotion and lateral transfers can be insightful as well as information on why people are leaving the organisation (Weeks et al., 2018a). It can be argued that there is significance in using the views of current staff on their roles to aid planning rather than just focusing on the data (CIPD, 2019c). Partnerships can be formed with education providers to address future workforce training needs such as the Health Board working with the local colleges to upskill staff (HDdUHB, 2020). 

c. Explain the approaches to succession planning and how this can help motivate employees 

Succession planning is the process of identifying and development the skillset of individuals who have the potential to fill critical roles for the organisation when they become vacant (Weeks, 2020). Some job roles require specific skills and knowledge which are not easily found so businesses need to plan how they will fill critical roles (Gamba-Quilliam, 2021).

Once roles that require succession planning have been identified, an organisation can seek to pool the roles into groups of similar skillset so that talent can be developed for multiple potential roles (Weeks, 2020). Talent pools of individuals can be implemented to identify and develop individuals who could progress into critical roles are they arise (Gamba-Quilliam, 2021). Individuals can be identified through informal approaches like conversations with managers or formal approaches like performance reviews (Weeks, 2020). A competencies framework can be used to assess an individuals ability to carry out a role and used to scaffold their development towards the desired skill level (Weeks, 2020). Whilst there are benefits to this approach organisations should be mindful that they may be too rigid (Weeks, 2020). Ordine’s typology can be used to assess an employees performance and potential in order to assess whether they fit into the talent pool (Taylor, 2021). This needs to be continually reviewed as employee motivation and engagement can change so someone may not stay in a category for long (Taylor, 2021). When areas for improvement have been identified, a development plan can be created to guide the development of the individual towards a competency, knowledge or skill acquisition (Weeks, 2020).

Progression and development of skills may not be linear as traditionally viewed, and there may be benefit in lateral movement to gain experience in other roles as organisations shift away from hierarchical structures (Weeks, 2020). Secondment opportunities are a way of developing an individuals’ skillset through lateral movement and this benefits the employee and the organisation (Weeks, 2020).

Whilst developing internal staff and promoting them is good for staff motivation and has benefits such as staff knowing the organisation well, over reliance on internal staff to fill critical roles is problematic (Weeks, 2020). Over reliance on internal staff can lead to being blind to issues and a lack of desire to bring positive change to the organisation (Weeks, 2020). However, it can be argued that staff need some experience within the organisation before being appointed at board level in order to understand the culture (Weeks, 2020). Contrastingly, it can be beneficial to recruit externally into board positions as some businesses need radical changes and these ideas may come from candidates with external experiences (Weeks, 2020).

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)

A talent pool is a group of employees that have been identified as people that could succeed an individual in a role based on their performance and potential (Taylor, 2021). People can be identified informally through discussions or formally through reviews (Taylor, 2021). Organisations tend to formally succession plan and regularly review their plan in order to keep it up to date with supply of talent and demand for role fulfilment (Taylor, 2021). 

Diversity should be considered when recruiting and succession planning as there are several benefits (CIPD, 2019b). Benefits include diversity of thoughts, ideas and ways of working that people have and they bring different experiences and cultures to the organisation (Ali & Green., 2021). Being seen to be an inclusive employer can support the brand of the organisation as employees want to work somewhere they perceive to be fair and inclusive (Ali & Green., 2021). Organisations should ensure that the tools they are using are carefully developed to support diversity such as ensuring that competency frameworks are inclusive (CIPD, 2019b). In an attempt to make their recruitment more fair and inclusive, the Body Shop have implemented open hiring across entry level roles which means that instead of formal interview processes, candidates have an informal discussion with a manager in order of application date (Body Shop, date unknown). They highlight that this has been successful and enabled them to appoint loyal employees (Body Shop, date unknown). Blind auditioning is similar in that it enables people to show their ability in an in role assessment and this has been shown to increase the success of women and ethnic minorities to secure a role compared to formal interviewing processes (CIPD, 2019b). 

Neurodiversity can be of benefit in the workplace as these alternative thinking styles can have unique strengths in trend spotting, processing speed and data driven thinking (Thompson, 2018b). Organisations need to ensure they support neurodivergent employees through simple adjustments which are universal in order to make the workplace environment a suitable place for neurodivergent people to succeed (Thompson, 2018b). 

Reverse mentoring can support organisations to retain younger employees and foster inclusivity (Wingard, 2018). Senior leaders can learn technology skills and learn about diversity issues (Wingard, 2018). Cisco have implemented reverse mentoring successful and found that the shared learning enabled both the mentor and mentee to develop (Pearce, 2012). It can enrich perspectives and combat barriers such as when Procter and Gamble found that their internal videos were inaccessible to employees with hearing challenges and were able to adapt them to include captions as a result of reverse mentoring between disabled employees and senior leaders (Wingard, 2018). If organisations do not look at their talent pool and how they developing things such as diversity then they risk retention and recruitment issues in the future (Thompson, 2018b). HDdUHB have used reverse mentoring in a recent pilot and it allowed senior members of the Board to understand the operational job roles of staff whilst also giving them perspective of minority groups such as ethnicity, age or gender (Thomas, 2022). The reverse mentoring experience also gave the mentors development opportunities by putting them in new situations (Thomas, 2022).

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’.  (4.1, 4.2)
a). Assess how different employment types can meet workforce needs and 
Employers must clearly communicate to the worker or employee what the relationship is from the outset as employment rights differ depending on what the employment status is (Siff, 2021). Being familiar with contractual arrangements enables an employer to ensure that they do not breach any laws or terms of employment (CIPD, 2022b). Employees have a comprehensive range of rights whilst workers have a limited number of rights such as circumstantial sick pay, automatic enrolment to a pension scheme and to the national minimum wage and working time regulations (Shoosmiths, 2022). Whereas self-employed people have very limited statutory protection and would reply mainly on the terms between them and the hirer (Shoosmiths, 2022). Zero-hours contracts provide flexibility to provide no work rather than providing a minimum number of weekly hours, but they should only be used when other arrangements such as flexible working would not work (Davies, 2021). These contracts can suit roles where workload fluctuates unexpectedly and where work cannot be guaranteed (Davies, 2021). In Hywel Dda University Health Board zero hours contracts or contracts with very low contractual hours are used to build a bank of staff which can be called upon when there is demand such as higher patient numbers or staff absence.
The gig economy involves engaging with temporary work or work which is paid per piece of work completed, rather than working for an employer (CIPD, 2017). Gig work can provide a means of earning additional income additional to a primary role which is flexibly engaged with (CIPD, 2017). There are ethical issues surrounding gig work for employers to consider such as if they are classed as self-employed or a worker as this determines the level of rights the contractor has (CIPD, 2017).
b) Explain the main contractual terms used in contracts. 
Contracts are legally binding agreements and are used to lay out the terms of employment (Siff, 2021). Rules surrounding contacts of employment differ from country to country and whilst employers from the UK must ensure they follow UK laws, global employers are able to select which countries rules they adhere to (Siff, 2021). Contracts can comprise of express and implied terms of employment (Siff, 2021). Express terms are verbal or written and can be communicated through a range of organizational documents not limited to the contract itself (Siff, 2021). Express terms must meet minimum legal requirements such as minimum wage, paid holiday and the right to rest breaks (Siff, 2021). Reviewing my own contract, express terms are clearly evident such as remuneration above the minimum wage and in line with the Agenda for Change (NHS Employers, 2021) terms (Shared Services, 2021). Parental entitlements are also covered by express terms and detailed within the Agenda for Change document (Share Service, 2021).
Implied terms are those which are covered by agreements with trade unions, whole workforce agreements, and those covered in statute (Siff, 2021). Harassment and dignity at work is an implied term in my own contract as part of a duty of mutual trust and confidence as well as a whole workforce agreement to uphold the organizational values at all times (Shared Services, 2021). 
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