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Talent Management and Workforce Planning

1.1 Competitive Labour Markets

With the introduction of new and innovative businesses with fresh ideas aiming to attract the best talent, it could negatively impact other businesses that have outdated strategies within the labour market. The labour market refers to the availability of people for employment (Armstrong and Taylor, p.59) and is when employers want to attract the best talent and employees want to work for the best employers. Businesses such as ParcelCare are currently facing the challenge of retaining and attracting new talent, so it is crucial to stay competitive. It would be beneficial for ParcelCare to complete a PESTLE analysis to assess the surrounding business environment so that it can strategise to stand out from competitors. A PESTLE Analysis looks at the external factors in the labour market such as the political, environmental, social, technological, legal and environmental factors (CIPD, 2024). This analysis would also help to identify organisational change and employment trends to identify whether new jobs are needed, job reduction or skill gaps (CIPD, 2024a). 
Parcelcare could look at the current labour market to complete a competitor analysis to see the strengths and weaknesses of businesses recruiting similar talent to improve their compensation packages (Taylor and Woodhams, 2016, p.61). This could cover benefits, holidays, sickness, flexible working, training and career progression opportunities. All these elements make the offer for new candidates more appealing and staying competitive with this helps to retain existing employees. This would benefit ParcelCare as they adopt strategies that competitors have already trialed and use them to improve their own strategy and also tap into niche areas to get that competitive edge against other businesses. 
According to the CIPD’s Resourcing and Talent Planning report (2024b), the perception of the employer was important when attracting candidates. ParcelCare could work on its employer branding as a ‘long established business’ to stand out as the goal is to be seen as an ‘Employer of choice’. This also involves paying employees well and having a positive culture (Taylor and Woodhams, 2016, p.61). A strong employer brand should represent the organisation’s key values, people and its policies and special care should be taken to ensure that the business’s branding impacts society positively (CIPD, 2023a). Employers should ensure that their values are reflected in the experience that they wish for their stakeholders and employees, and this could be present within the organisation’s marketing, employee lifecycle and reward and performance management (CIPD, 2023a). This title is the result of the business consistently working at their branding to become more attractive to new recruits. 
1.2 Resourcing Decisions
The ability in which organisations find resource is highly dependent on the labour market, which can change dramatically due to supply and demand. Since the COVID pandemic, the UK economy is slowly improving, reducing the tight labour market (ONS, 2024; CIPD, 2024c). A tight labour market occurs when there are more jobs in the market than there are active job seekers, so it will be harder for employers to recruit (Taylor and Woodhams, 2016, p.53). Due to the challenge to find employees to fill positions, the overall costs for ParcelCare would increase during this type of labour market due to the competition with other organisations to obtain the best talent (CIPD, 2024d). ParcelCare could look at improving their recruitment strategies to attract candidates with their preferred qualities (Birca and Sandu, 2022). Improving reward packages creates an attractive offer to entice recruits to join and amending recognition processes may help to retain employees. 
On the other hand, a loose labour market is the opposite and occurs when there are numerous job seekers but less jobs available in the labour market (Taylor and Woodhams, 2016, p.53). The overall costs to employ recruits in this type of market is a lot lower in a loose labour market due to the increased demand for labour, there is not a need to compete with other organisations (CIPD, 2024d). ParcelCare’s overall wages could remain the same as there is less pressure on wages due to high levels of supply, recruits may accept a role at a lower rate due to the competition with other recruits.  As there are less roles available, individual mays ‘quiet quit’ during this type of labour market and be disengaged in their role whilst searching for another job role (People Management, 2022). ParcelCare could implement engagement and retention strategies to prevent these employees from leaving the business, as quiet quiting could affect their operational success. 
Due to the drastic shifts of the labour market, it would be beneficial for Parcelcare to use a PESTLE analysis when making their resourcing decisions to respond to the market and the organisation’s needs (CIPD, 2024a). Currently, there are political changes that could directly affect employers with the introduction of the Employment Rights Bill which could be more costly and risky for organisations (CIPD, 2024). ParcelCare could decide to change current probation process practices to improve the quality of the process to set better expectations for employees. They could also work on retention tactics to retain their current employees depending on the final outcome of the bill. 
2.1 Workforce Planning
Workforce planning is used by organisations to analyse their current workforce to identify gaps in the future compared to the present and then introducing strategies so that the organisation can achieve its goals (CIPD, 2024e). It combines organisational strategy with people management strategy and can look at recruiting, deploying and investing in employees to align with the organisations’ needs.
ParcelCare could benefit from using workforce planning practices as it ensures that organisations have the right employees with certain skillsets in the right place at the right time and at the right cost (Hurst, 2010). By forecasting, ParcelCare would ensure that they have the right staffing levels during peak times and are not overstaffed during quieter times of the year. Reilly (1999) also identified that using workforce planning helps businesses to conduct long-term thinking for the business and it reduces the chances of making bad decisions as the planning identifies potential resourcing problems that could arise.
Retention within the organisation can be improved with workforce planning by succession planning and providing internal progression opportunities (CIPD, 2024f). By linking this with labour market trends, ParcelCare could implement recruitment strategies based on tight and loose labour markets to attract and retain talent. It is suggested that employers should focus on improving employee’s flexibility and resilience through training (CIPD, 2018). If workplace planning is completed correctly, it becomes a cost saving exercise as practices could utilise existing employees’ skills by identifying training gaps rather than spending money on recruitment and agency employees (Ono et al, 2013). These employees have the specific organisational knowledge and experience and would benefit from training opportunities to progress their careers (CIPD, 2024f), in turn retaining the employee and planning for future senior roles. 
Workforce planning can also contribute to overall employee engagement (People Management, 2010), the future planning for employees, especially, with career progression, can provide employees with a sense of belonging and purpose. It can also help to increase work-life balance initiatives to improve employee wellbeing and improve employee’s productivity (CIPD, 2024e). Employers can also deploy employees to an area or role matching their capabilities or completely remove them from the business with performance management (CIPD, 2023b). This can help to upskill or remove employees that are not performing well and affecting business operations. 
2.2 Workforce Planning Techniques
There are numerous techniques that ParcelCare can use to support their workforce planning needs to forecast the demand and supply needed. I am going to go into further detail regarding action planning and managerial judgment techniques.
The managerial judgment technique relies on senior management’s opinion and expertise of their department to predict the future resourcing needs for the business (Taylor, 2018, p.102). This technique uses senior managers’ knowledge of their area of expertise to gain a deeper understanding of the supply and demand required for the business. This technique has been heavily criticised for its subjectivity and biases from managers (Bratton, 2020), and most of this is unavoidable due to relationships that are made in the workplace between colleagues and workplace politics (Taylor, 2018, p.103). Armstrong and Taylor (2020) suggest organisations to use forecasts from both ‘bottom up’ and ‘top down’ approaches so that there are differing opinions from line managers, the human resources department and senior management. This also supports the CIPD’s Workforce Planning Guide (2023b) by giving opportunities to others in the organisation to gain beneficial opinions. This could also present a challenge when forecasts are being discussed at the senior management level with challenging beliefs and differences in opinions arising. The final decision would be for the owner of the business, but the human resources department would need to facilitate the conversation and manage conflicts to enable effectiveness.
Another technique of workplace planning that could be implemented is action planning. Action planning involves identifying gaps between the supply and demand of employees and then establishing how to best close this gap (CIPD, 2023b). This could involve recruiting external talent, developing internal talent, outsourcing, retention and removing unwanted employees. This technique outlines a clear plan of action to follow and it could also be cost saving due to utilising existing talent. However, organisations are unlikely to fulfil their resourcing needs by utilising existing talent alone and they could look to use shorter term arrangements (Armstrong and Taylor, 2020, p.295). Action planning is most effective when it is used in the shorter term and if it is flexible to change – it is hard to forecast firm predictions for the long term due to the everchanging labour market. This accuracy of actioning planning could be affected if there are structural or policy changes within the organisation (Rothwell, 2015), so flexibility is important.
2.3 Recruitment and Selection Methods
ParcelCare currently advertises vacancies directly on their website, this is beneficial use of technology as it can reach a wide range of people and the recruitment process is simple (Armstrong and Taylor, 2020, p.309). This is cost effective and is a faster way to communicate quickly and efficiently (Waite et al, 2021, p.107). However, there could be a high volume of unqualified applicants and reviewing these could be exhaustive and use valuable resource that is needed elsewhere (Armstrong and Taylor, 2020, p.309). Another recruitment method that ParcelCare could adopt is using employee referrals, this is when existing employees refer somebody into the business. This is a free way to ‘spread the word’ and some businesses use this as incentive, especially for hard to fill vacancies. However, it could also work against the organisation as they do not have any say in what information is shared and could deter potential candidates (Waite et al, 2021, p.110). This can be an effective way to recruit specific job roles that require certain skills or to recruit somebody from a marginalised group (CIPD, 2024g).
Interviews are widely used to select candidates and can be completed flexibly, face to face, over the phone or over a video call, bringing in a wider scope of candidates (Waite et al, 2021, p.118). Interviews can be subject to individual biases that could affect the direction of the interview (People Management, 2017). This could lead to stereotyping and discrimination of a candidate and could affect the objectivity of the interview. On the other hand, an applicant could perform well in an interview but not be competent for the role. If the interviewer lacks the skills to hold the interview, it can also negatively impact the direction of the interview (Armstrong and Taylor, 2020, p.316). Another selection method that is used is assessment centres, these can be completed flexibly and can include multiple candidates with numerous activities and assessments to evaluate the fit of the candidate (Armstrong and Taylor, 2020, p.320). Providing an objective and fair selection whilst reducing biases as candidates are scored fairly against set criteria (CIPD, 2024h). It also provides a full comprehensive insight and real-life skills and employers can see how they would fit into the organisation. These can be complex to conduct due to the number of participants and interviewers needed and can be costly due to the resource needed (Taylor and Woodhams, 2016, p.67).
3.1 Turnover Rates
When an organisation has a large number of employees leaving the business this corresponds to their turnover rates, high turnover rates can have a detrimental effect on performance and should be addressed and understood to improve retention levels (CIPD, 2024i). It is important for ParcelCare to understand why there are high levels of turnover within the organisation.
Avoidable turnover occurs when an employee leaves an organisation due to factors within the organisations’ control, this makes up 90% of all employee departures (Taylor and Woodhams, 2022, p.100). Some examples of this include poor management, lack of development, lack of work-life balance and being unable to cope with job (Armstrong and Taylor, 2020, p.362). The above examples are voluntary but there are involuntary ways an employee could leave an organisation through means of redundancy, capability or dismissal (Armstrong and Taylor, 2020, p.363). On the other hand, unavoidable turnover refers to departures that are down to the individual and are out of the organisation’s control. This could be due to the employee’s ill-health, retirement reasons, relocations and life changes (Taylor and Woodhams, 2022, p.100). These cannot be prevented but organisations use workforce planning forecasting to ensure that they have the resources needed. 
There may also be factors that drive the employee to depart from the business which are ‘push’ and ‘pull’ factors. Push factors are associated with the negative reasons as to why an employee wants to leave an organisation and essentially refer to the employee being ‘pushed out’. Employees could be unsatisfied, being bullied or have a bad relationship with their manager (CIPD, 2024i). Research shows that marginalised groups leave their employment due to push factors, including women and LGBT+ employees (PWC, 2021). Push factors link with avoidable turn over as organisational improvements could aim to prevent this. Pull factors refer to more positive reasonings that attract the employee towards other prospects and job roles (CIPD, 2024i). These opportunities could be too good for the employee to pass up so would also be unavoidable for the employer to prevent. Both factors could drive the employee to leave the business. 
Avoidable and unavoidable turnover shows how an organisation influences an employee to leave and push and pull factors outline the drivers for the departure. By capturing and understanding the reasonings behind the departure, ParcelCare could gain insightful information on how to better their organisation for employees and ways in which they can improve. Also, by implementing retention strategies they are looking at the issues and dealing with them accordingly (Armstrong and Taylor, 2020, p.353).
Retention Approaches (AC 3.2)
A realistic job preview refers to the employer setting expectations with the candidate if they wish to join the business. This could include information on working conditions, traveling, setting work standards and working hours (Armstrong and Taylor, 2020, p.543). Both positives and negatives are explained and the applicant decides whether they feel that they are a good fit (Seldom & Orenstein, 2011). This is beneficial to the applicant as they understand the expectations of the role and it also helps the employer to reduce turnover, saving recruitment costs (York & Warton, 2020). Once the organisation develops the information for realistic job previews, the information can be shared in other interviews. 
An induction program introduces new starter to all areas of the organisation so that they get a good first impression and settle into their role (Waite et al, 2021, p.98). Depending on the size and the number of activities incorporated, the induction could be a large and could be quite costly due to the resource needed. Local inductions include both social and physical orientations for the new starter including a tour of the building and their workstation and meeting the team. They would need to cover certain information such as health and safety by law but would cover general information such as working pattern, times, policies and role information (CIPD, 2023c). An induction is an effective way of retaining employees as it reduces turnover and absenteeism and increases employee engagement (CIPD, 2023c). 
Job enrichment is a way of retaining employes by providing the opportunity for personal growth (Hertzberg, 1968). It can include numerous strategies such as defining tasks, giving more variety and decision-making responsibilities and providing direct feedback on performance (Armstrong and Taylor, 2020, p.227). These help to increase interest and control and provides employee’s with more challenging work. By changing the job design it can be beneficial to employees as it creates good quality jobs which are more meaningful to employees and increasing their satisfaction at work (CIPD, 2024j), this in turn increases employee retention and engagement. 
Employers also use rewards as a way of retaining employees and can include transactional and relational rewards or total rewards (Waite et al, 2021, p.188). The reward strategy could include performance and recognition, culture, work-life balance, development and progression opportunities (CIPD, 2024k). Depending on the benefits available to employees this can be costly, especially competing with other organisations providing transactional rewards. There will also be an increased amount of resource to maintain the administrative tasks of the rewards. Reward packages lead to retention and competitive advantages for organisations (Alhmoud et al, 2019), however, unfairness of rewards can have the opposite effect and lead to resignations (CIPD, 2024k). 


Dysfunctional Turnover (AC 3.3)
Employee turnover is inevitable within organisations but it can be extremely difficult when high performing employees decide to leave, this type of turnover is dysfunctional turnover and has negative and detrimental effects on the business (Waite et al, 2021, p.99). This type of turnover can impact an organisation in numerous ways, one of which being the costs directly and indirectly. Some direct costs include administrative and recruitment resources, new starter costs, training costs and costs to temporarily cover the role (Taylor and Woodhams, 2022, p.70). These employees have more in demand skills that are attractive to competitors and they are looking to recruit them (CIPD, 2024l). This loss can be damaging to the organisation due to the time, resource and costs used to train the employee, additional costs will be needed to re-recruit and train another internal or external employee to the same high standard. These costs can be addressed and calculated by organisations’ data, however it can be difficult to distinguish between functional beneficial turnover and dysfunctional turnover (CIPD, 2024m). 
Dysfunctional turnover can also have indirect effects on an organisation which could relate to its operations and efficiencies. When an employee has decided to the leave the business it could create a loss of morale and productivity (Taylor and Woodhams, 2022, p.70). The quality of work and efficiencies could be affected as the employee is disengaged, this could also affect the surrounding team as it could cause frustrations due to the increase workload. This is also apparent when a new starter joins the business as they are skill training within the first few weeks and the workload will affect others in the team. The operations could also be affected due to the loss of skills and knowledge that the leaving employee holds (Taylor and Woodhams, 2016, p.99). This could be detrimental to the business if the employee had access to crucial company information as if the employee leaves to join a competitor, they could have access to this (Taylor and Woodhams, 2022, p.70). 
It is important to address employee turnover and understand the organisation’s turnover rates, these could highlight issues within the workplace and contribute to creating a better workplace for employees to retain them within the business (CIPD, 2024l), avoiding losing years’ worth of investment into employees and losing them to direct competitors. 
Contract Suitability (AC 4.1)
ParcelCare currently employees its delivery drivers on a permanent basis and this provides their employees with stability as the employee may receive benefits such a sick pay, holidays and reward packages. Permanent contracts can include an element of flexibility and can cover part-time hours and flexible shift patterns, ensuring that employers are efficient and organising employees to cover all hours (Taylor and Woodhams, 2022, p.74). Once the terms have been outlined, the employer cannot make any changes until securing an agreement with the employee through consultation or talks with trade unions (Taylor and Woodhams, 2016, p.32). When employees reach over two years of service, they are entitled to receive redundancy pay and can bring unfair dismissal claims against their employer. This could become costly for ParcelCare if they do not have enough work for their current permanent employees as it can become costly to reduce their workforce. 
Another type of contractual arrangement is agency workers, this type of worker is usually self-employed or works through an agency provider. It also includes roles in the ‘gig economy’ referring to roles that work through apps such as delivery drivers (Waite et al, 2021, p.33). These workers are covered by the Agency Workers Relations Act (2010) and the terms are between the worker and its agency not the hiring party. Agency workers have less rights than permanent employees in terms of sickness, maternity/paternity pay and redundancy pay and they cannot bring unfair dismissal claims (CIPD, 2024n). Agency workers can be beneficial for ParcelCare’s needs as they can be used to cover gaps of employment within the business such as during peak and seasonal times or to cover maternity and sickness. However, agency workers tend to be less loyal and less likely to follow workplace policies (CIPD, 2024n). 
Fixed-term contracts are commonly used to cover projects or seasonal work due to their specific length (CIPD, 2023d), including maternity cover. They are covered by the Fixed-Term Employees (Prevention of Less Favourable Treatment) Regulations (2002), covering rights that ensure that these workers are not treated less favourably than permanent employees. When a fixed term contract ends, it is automatically treated as a dismissal and employers need to be able to show that it ended for a fair reason, if not the employee can bring an unfair dismissal claim against them. There is less loyalty and moral with fixed term workers due to the lack of stability, however, these shorter-term roles are more attractive to certain individuals that do not want full time work (Gough, 2014). This will be useful to fill the seasonal vacancies and increased demand for the short term until the workload calms.
Onboarding (AC 4.2)
First impressions are crucial and it is important to give new starters a positive welcome into the organisation. An effective onboarding/induction is used to welcome the new starter into the organisation and for them to understand the culture and working arrangements of their role. It covers practical information about the working environment and health and safety elements that are required by law (CIPD, 2023e). If the onboarding process is ineffective and gives the new starter a negative experience, it could lead to an early departure (Armstrong and Taylor, 2020, p.347) and wastes the organisation’s valuable resource to restart the recruitment process again. There are many benefits with an effective onboarding process which will be discussed as follows.
An effective onboarding process helps the new starter integrate into the business and to understand the organisation’s structure and culture (Smith et al, 2022). The new starter learns key parts of their role and is introduced to others around the organisation that they can reach out to if they need help within their role. These local and corporate inductions can bring the new starter up to speed regarding the organisation’s history and their overall values and mission so that they can align to this from their start (Waite et al, 2021, p.98).  The success of the onboarding experience is highly dependent on the quality and information provided, helping to create a psychological contract between the employer and the employee which sets up both parties expectations. This also helps to welcome the new starter as they are aware of what is expected of them. 
Having an effective onboarding experience is beneficial as it can help to reduce turnover rates and absenteeism, in turn increasing the new starter’s satisfaction and commitment to the organisation (CIPD, 2023e). When employees are provided with the correct tools to succeed and are given the time, effort and training from their employer to adjust to their role, they will work more effectively within the role (Armstrong and Taylor, 2020, p.347). This helps the new starter to be more productive and efficient at an early stage and they have the knowledge and skills to work effectively, this essentially reduces the training time needed in the long run. The induction process can be tailored to the organisation to become effective based on feedback from existing employees to understand what works well and what can be improved upon (CIPD, 2023e). This helps to create even more engagement and success for the organisation. 
An induction process has been proven to provide many successes for organisations and I feel that ParcelCare would benefit from investment into their induction. By investing into this process and gaining feedback from existing employees, an induction with a higher quality and numerous activities can help with retention of new starters and to improve engagement within the organisation.
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