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Understanding Resourcing & Talent Planning
1.1 Describe key contemporary labour market trends
United Kingdom (UK) vs United States (US)
The UK employment rate is at a record-high at 76.6%. Recent increases are largely driven by women whereby, the employment rate for women is also at a record high of 72.7% whereas, employment amongst men is mostly unchanged (ONS, 2020). However, CIPD (2019a) notes a slight decrease in demand for labour although, the biggest demand for labour being in healthcare, construction and the voluntary sector. 
The UK’s unemployment rate is 4% for all people which is largely unchanged from the previous year. The unemployment rate for men is 4.2% whereas, the unemployment rate for women was 3.7%; both are largely unchanged. Economic inactivity is at a record low of 20.2%; men and women rates are down compared to the previous year and quarter (ONS, 2020).
In comparison, in the US, nonfarm payroll (excludes agricultural work, some government workers and private households) increased by 273,000 in February 2020 and the unemployment rate was 3.5% which was mostly unchanged. Similar to the UK, labour demand was greater in healthcare and construction among other sectors including technical, financial and food and beverage (BLS, 2020a). 
In the UK, between January to March 2020 there was an estimated 795,000 vacancies which is 52,000 less than the previous year and being the tenth consecutive annual decrease (ONS, 2020). Employers report professional, technical, managerial and directorship roles being hard to fill; furthermore, the public sector report more vacancies that have not been filled, compared to the private and voluntary sector (CIPD, 2020a). In the US, BLS (2020b) cite 6.9 million vacancies in February 2020 with 5.9 million hires made. BLS (2019a) projects a decline in retail, utilities, federal government, manufacturing and production sales/admin roles. 
Pay growth in the UK is greater in the private sector at 2% compared to 1.5% in the public sector (CIPD, 2020a). Whereas, in the US, civilian and private workers saw a pay increase of 2.7% in 2019 (BLS, 2019b). The average UK wage is $41,770 per annum compared to $63,093 in the US (OECD, 2020a). OECD identifies low pay as the share of those earning less than two-thirds of median earnings; the UK share of low pay full-time employees is 19% compared to 24.1% in the US (OECD 2020b; OECD 2020c). 
The UK has a poor work-life balance compared to international standards; 54% of UK employees reported to have worked flexibly in the last year however, 1 in 5 employees report that they have no flexible working available in their current role (CIPD, 2019a). 57% of United States workers had some degree of flexibility within their roles with 25% of workers being able to work from home occasionally (BLS, 2019). 
1.2 Describe the principles of effective workforce planning and tools used to carry it out
CIPD (2019b) describes workforce planning as “getting the right number of people with the right skills employed in the right place at the right time, at the right cost and on the right contract”. It is a core process to align changing organisational needs with people strategy. Workforce planning identifies gaps between the current and future workforce by analysing the current workforce and determining the shape of the future workforce; strategies are implemented to close the gap helping organisations achieve its objectives and people strategy. 
The process must be organisation wide, requiring input from a range of stakeholders. Quality information delivered from internal and external sources are crucial in workforce planning. Effective communication is key, with HR communicating to the entire business and supporting managers. Effective workforce planning processes can bring many benefits such as; improved retention, productivity and work-life balance; identifying and responding to changing customer needs; and reducing labour costs through redeployment and flexibility. Furthermore, the processes will inform HR practices such as; succession planning; recruitment and selection; job design; reward and recognition; and organisational design and development (CIPD, 2019b). 
Wilkinson and Taylor (2016) advises four stages to follow in workforce planning: 
Forecasting demand considers what tasks need to be completed in the future with what job role and skills. This is done either; systematically looking at past trends or working backwards from the desired output; managerial judgement based on knowledge and experience of senior management; and working backwards from costs, determining what workforce can be afforded against the specified budget. 
Forecasting supply profiles the composition and skills of the current workforce, considering the proportion that is likely to still be with the organisation at the time of the forecasted period. General trends in employee turnover are analysed such as the amount who will likely resign or retire. 
Identifying gaps by completing a skills audit to determine the gaps between the current and future workforce. A competency framework is completed for common job roles by listing all the required role competencies and the level needed; each employee is audited, ideally by their line manager using observation, personal judgement and a discussion with the employee. The results are summarised highlighting the total skills currently available and how that aligns with future requirements. 
Addressing the gap by identifying how to best utilise the current resource, including; training and moving employees into other areas of the organisation; implementing a coaching/mentoring environment; retain valued employees; and removing employees who do not match the organisation’s future needs. External resources are considered by; assessing the local labour market; collaborating with other organisations; contract employment; recruiting from further afield; or outsourcing the required activity. 
1.3 Explain how to develop basic people plans and succession plans
Succession planning identifies and develops future leaders, managers and non-managerial roles to fill critical roles. Succession planning can take form in a range of activities which aim to ensure an organisation has enough employees with the right skills, abilities, attributes and knowledge required to undertake different crucial roles when they become vacant, potentially through resignation or retirement. It no longer focuses on only the highest levels of the organisation using top-down succession schemes, instead extending to the entire workforce. Specific job roles or individuals are no longer targeted, instead focusing on developing a talent pool to fill internal vacancies when necessary (CIPD, 2020b; Wilkinson and Taylor, 2016).
People and succession plans provide a framework for employees to develop their skills, knowledge and experience in order to progress at their organisation, either filling existing roles or making lateral moves. People plans should align with business planning and reflect future skills requirements therefore, knowledge of how the organisation will evolve, future strategies, recruitment needs and what capabilities are required for business-critical roles is crucial (CIPD, 2020b). 
Plans can be developed through a variety of activities formally and informally. Informal activities can be conversations with managers discussing employee aspirations, work shadowing, on-the-job training, and mentoring schemes. Formal activities include performance reviews to measure performance identifying development areas, training programmes, ownership of important projects and assessing competencies to evaluate past performance against another role (Wilkinson and Taylor, 2016; CIPD, 2020b; CIPD, 2019c). 
When developing people or succession plans, fair access to opportunities must be available. Fair access to opportunities can be achieved by; communicating opportunities to all employees; fairness in selection; regular performance reviews with development goals reflecting aspirations; positive action to assist those disadvantaged; and working with management to highlight the importance of equality (Wilkinson and Taylor, 2016). 
2.1 Assess the strengths and weaknesses of different approaches to attracting talent to the organisation 
Competitor analysis identify major competitors and what they are doing, determining their strengths and weaknesses of the employment deal offered such as salary, benefits, opportunities, and working environment. Understanding competitors highlight what the organisation is doing well or poorly, providing an opportunity to stand out and offer a better employment deal. However, organisations must ensure they are focusing on labour market competitors as opposed to product market competitors, as potential talent may apply for similar skilled roles across different industries. Furthermore, a competitor analysis is only valuable if completed frequently as competitors and labour markets can change (Wilkinson and Taylor, 2016; White, ND). 
Organisational positioning can determine the type of talent the organisation attracts. Higgs (2004) developed a model based on two factors; reward being the amount of money paid to employees; and culture which is the extent employees are respected and treated. Higgs’ model identified 4 approaches:
1. Employer of cash treats employees harshly such as expecting excessive working hours however, compensating through good pay.
2. Employer of values are unable to pay well however, they treat employees very well.
3. Employer of churn generally pay poorly and treat employees harshly. 
4. Employer of choice will pay well and treat employees well.
Employer of values or choice is advantageous, as it provides intrinsic rewards such as a sense of accomplishment and professional growth and establishes a positive psychological contract therefore, the employee feels valued and trusts their employer. Furthermore, it can build a positive reputation as the employer may feature in ‘best company’ listings and through word of mouth. Comparatively, employer of cash or churn tend to have a higher turnover rate which is only viable in loose labour markets, increased recruitment costs, commonly attracts a lower skill level and affects morale (Wilkinson and Taylor, 2016; CIPD, 2020c; Tucker, 2017).  
Employer brand differentiates organisations in the labour market, with the organisation’s corporate website being the most effective attraction method. Effective employer brand helps organisations compete for the best talent, builds credibility and promotes employee value proposition defining what the organisation stands for such as their values and culture (CIPD, 2017; CIPD, 2019d). However, employer brand must reflect reality and avoid making false claims as new and existing employees will be disappointed and cynical therefore, the reputation and morale will suffer (Wilkinson and Taylor, 2016). 
2.2 Assess the strengths and weaknesses of different approaches to retaining talent
Measuring turnover helps an organisation understand their turnover, including; costs; dysfunctional and functional levels; comparison to other companies; identify turnover ‘hot spots’ internally; and to gain commitment from senior managers for retention strategies. Only 15% of employers calculate turnover possibly due to calculation difficulties however, the ability to provide strong cost calculations will strengthen a business case to implement retention strategies (Wilkinson and Taylor, 2016; CIPD, 2015a).
Engaged employees feel valued, experience job satisfaction and are five-times less likely to leave (SHRM, ND). Furthermore, organisations can see increased productivity, profit and innovation (Bridger, 2018). Engagement activities can range from fun activities to develop social cohesion, to corporate activities such as allowing employees to design their own job descriptions to increase satisfaction and autonomy (Lee, 2016; Ryba, 2018). However, Garrad and Chamorro-Premuzic (2016) warn that highly engaged employees are more at risk of burn-out and engagement activities generally suit extroverts better therefore, risking excluding introverts. 
Flexible working such as job-shares, home working and flexitime systems, can increase retention. Flexible working will; help workers balance work and caring responsibilities; delay retirement; and enhance health and wellbeing reducing the likelihood of leaving to ill health. Furthermore, flexible working retains a broader talent pool, positively impacts attitudes and performance, and increases loyalty. However, poor management attitudes and policies may discourage flexible working amongst the workforce, additionally flexible workers can be stigmatised and perceived as not contributing as greatly to the organisation, therefore could result in hostility and a breakdown of working relationships (CIPD, 2019e; CIPD, 2019f; Kihara, 2020). 
57% of employers increased learning and development opportunities to increase retention (CIPD, 2017), with LinkedIn (2018) citing that 93% of employees are more likely to remain with an organisation if their development is invested in. Employees are more likely to be loyal to the organisation and contribute on a long-term basis, increasing productivity and company reputation; furthermore, learning and development activities can be delivered through different approaches such as coaching and, e-learning therefore, making it an easily accessible retention strategy (David, 2018; CIPD, 2015b). However, a big challenge is getting employees to find time; if conducted during working hours it can be perceived as eating into productive time whereas, if encouraged in employee’s own time it can be perceived as disrespecting boundaries. Furthermore, managers may not invest time to promote learning and development as it may not be deemed important against their other demands (Biro, 2018).
3.1 Explain key aspects of good practice in relation to the development of job descriptions, person specifications and competency frameworks.
To understand the skills and experience needed when a vacancy occurs, a job analysis is undertaken collecting information such as, role duties and responsibilities, performance expectations, experience and education requirements, line responsibilities and where the role fits in the organisational structure. The job analysis will form the job description and person specification which provide criteria for shortlisting (Wilkinson and Taylor, 2016; CIPD, 2020d).
Job descriptions summarises the nature and tasks of the role, reporting lines, performance criteria and areas of responsibilities; job descriptions are commonly used to write advertisements and supports the recruitment process by providing a clear overview of the role. Job descriptions tend to have the same format across organisations including the following information (Wilkinson and Taylor, 2016): 
· Job title
· Salary
· Location
· Supervisor information
· Line management responsibilities
· Job purpose summary
· Brief description of duties 
· Reference to supporting documents
Person specifications focuses on the human attributes which are necessary or desirable for selection; bias wording should be avoided and the specification clear and demonstrable. The information is banded under different headings such as (Wilkinson and Taylor, 2016; CIPD, 2020d):
· Education - referring to specific levels such as GCSE or degree
· Qualifications - generally being vocational 
· Experience - usually in a similar industry or role 
· Skills – such as a certain level of competence in a subject and familiarity with techniques and tools
· Personal attributes – such as interpersonal skills or professionalism
Competency frameworks are different to job descriptions in that they are person-based instead of job-based. Unlike job analysis, the starting point of a competency framework is an analysis of people, identifying who are superior performers. Interview, questionnaires or both are used to identify attributes relating to their superior performance therefore, highlighting attributes that differentiates from other employees. The resulting competency framework informs the recruitment and selection process. Competencies will vary between roles however, broader competencies identified in superior performers such as mental toughness, can then be sought in every role within the organisation (Taylor, 2019). 
3.2 Evaluate different methods of recruitment and selection. 
CIPD (2017) found that the most effective recruitment methods were using their corporate website, professional networking sites, commercial job boards or recruitment consultants. 
Internal recruitment methods such as intranet and noticeboards can see promotions, transfers, job rotations and secondments. Candidates will need less training as they have local knowledge of the organisation, have established relationships, leadership will know their strengths and weaknesses and it can increase the organisation’s reputation by demonstrating career progression; furthermore, the process is simpler and cheaper. However, recruiting internally limits the talent pool by not exploring external talent who could bring new ideas and skills benefiting the organisation, it will lead to further recruitment to backfill the internal candidate’s role and, it can create animosity and loss of moral amongst colleagues if they were unsuccessful (Benstead, 2019). 
Online recruitment such as corporate website, job boards and social media can speed up recruitment by streamlining administration, widen the reach of applicants, handle high-volumes of applications consistently and promote the employer brand; candidates interests are piqued when companies promotes their culture, values and opportunities for career growth. However, large number of applications can result in a high-volume of inappropriate applications therefore, lengthening the shortlisting process, a poorly designed website or social media platform can put-off potential applicants and it can be seen as discriminatory if a website is not fully accessible (CIPD, 2017; Randstad, 2019).
Interviews can be used in the selection process such as telephone, group and panel interviews. Interviews are structured with the same questions for consistency and fairness, with many organisations using competency-based questions. Interviews gauge candidates ability and experience, explain the employee value proposition such as benefits and opportunities, and promote being a good employer; furthermore, allows more in-depth information collection and the interviewers can probe for explanations. However, interview can be prone to bias, judgements can be based on reasons not related to the job requirements and some interviewers may make decisions based on whether they personally liked or disliked the candidate (CIPD, 2019g; Wilkinson and Taylor, 2016; Marshall, 2016). 
Ability testing such IQ, numeracy, literacy and job-specific skills tests are used alongside other selection methods to eliminate the poorest applications in shortlisting and to provide additional information for consideration. Personality testing is common in recruitment for roles where less-tangible skills such as emotional intelligence is required; there are no wrong answers but used to determine the candidate’s natural personality and how that aligns to the specific role. CIPD (2015c) cite that testing is predictive of job-performance however, can create a false sense of systemic decision-making. Furthermore, administering and analysing tests is a skilled-process and requires certification and training (Wilkinson and Taylor, 2016; CIPD, 2019g; Jacobs, 2018). 
3.3 Explain key aspects of good practice in relation to dismissal, redundancy and retirement
Dismissal is involuntary employee turnover where the employer terminates the contract for either a conduct or capability reason. The employer must have a valid reason and must follow a fair and proper procedure; the minimum standards are set out the Acas Code of Practice on disciplinary and grievance procedures (Wilkinson and Taylor, 2016). Acas (ND) describes best practice as:
· Having a specific written process
· Promptly deal with issues, avoiding unnecessary delay
· Establish facts through an investigation 
· Inform the employee of the problem so they can answer any allegations, providing reasonable notice before a disciplinary meeting
· Allow the employee to be accompanied at meetings
· Decide appropriate action, giving the employee a chance to improve if appropriate however, dismissal without may occur if the issue is found to be severe
(Acas, NDa)
Redundancy is involuntary employee turnover; employees are dismissed as the job role is no longer viable, this may be due to the business closing or a reduction of work. Compulsory redundancy should be avoiding by considering other options such as voluntary redundancy, temporarily reduce working hours, early retirement or letting go of temporary workers. All employees who are affected must be consulted individually; however, trade unions or employee representatives must be consulted for large-scale redundancies where 20-plus employees are being made redundant within 90 days. Consultations should include; why there are redundancies, number at risk, selection methods, timeframe, and redundancy pay calculation. The selection method must be fair and non-discriminatory basing the criteria on; work standard; skills and experience; and attendance and disciplinary record. Employees should be scored on the selected criteria and allowed to appeal the decision. Employers must be open, fair, transparent and sensitive in their approach throughout which will help employees trust the process and avoid discrimination. Suitable alternative employment must be considered for redundant employees (Acas, NDb; CIPD, 202e).
Retirement is a scheduled departure therefore, voluntary employee turnover. It is unlawful to retire an employee when they reach a certain age unless there is a genuine reason. Many employees prefer to adopt flexible retirement options instead of leaving. Tight labour markets can make it difficult to attract and retain talent therefore, organisations should offer flexibility to attract and retain the older workforce. Employers should have wellbeing and flexible working policies to support employee health and wellbeing and work-life balance. Open conversations should be carried out with all employees, conducted sensitively as retirement can be emotionally sensitive, to understand future intentions and individual needs, and to explain pre-retirement information, pension advice and flexibility options the organisation has available such as, part-time hours, stepping down with less responsibility, gradually reducing hours or providing consultancy work to the organisation. Line managers should be trained and encouraged to deliver these conversations (Wilkinson and Taylor, 2016; CIPD, 2019a). 
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