	
	
	






Executive Summary
The following business case outlines the internal and external factors of the challenging climate and a critical analysis of HR systems, practices and processes to meet the challenges of the future of work. 
The business case, looks through and identifies suitable areas to either progress or develop work, to met future requirements allowing for South Wales Police to continue meeting its vision and values. 
The recommendations are aligned with the research that has been gathered and through other organisations practices. They are foundations for South Wales Police to begin meeting the challenging climate in order to be able to continue meeting any future challenges that may also arise.
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South Wales Police (SWP) is a public sector organisation whose vision is “to be the best at understanding and responding to our communities to help achieve their mission of keeping South Wales safe” (South Wales Police, 2022). Throughout the years the way that the force adapted to keeping South Wales safe was through changing crime such as tackling the rising knife crimes and organised crime groups. At the start of 2020, the force was getting itself ready for the impacts of BREXIT setting up working groups and introducing additional riot training and strategic plans ready for any protests and rising tensions within communities. Little did it know that it would then be facing a change that would impact not only the communities but the internal dynamics of the force. 
Emphasising the importance of the People and Organisational Development strategy, “the right people doing the right thing in the right way” (SWP Intranet). 
The challenging climate being the impacts of the labour market and changing perceptions of employees and candidates on organisational strategy with the emphasis on resourcing and talent management which forms the fundamental functioning of the workforce (Taylor, 2019).
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The Office of National Statistics in December 2021, saw an increase of 409,000 pay rolled employees since February 2020 across the UK and a rise in the number of part-time workers but job vacancies rose to a new record of 1,247,000 (Office of National Statistics, 2022a). 
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What has this meant for recruitment on organisations? The CIPD reported through their Resourcing and Talent Planning survey 2020(a), that 32% of organisations (that answered) have decreased recruitment; 57% put it on hold and 39% predicted that there will be a reduction in their recruitment budgets in 2020-21. However, they also reported that public sector organisation had increased their recruitment whereas SWP had halted their Police Officer, Special Constable and PCSO campaigns and any staff recruitment that had already started to be processed.
Covid-19 on the labour market has caused several alterations mainly the impact that has happened to employment with the introduction of furlough and the loss of jobs due to businesses having to close and secondly the earnings of those that have maintained their roles (Cribb, 2021). The labour market is what ultimately determines how many people organisations are required to recruit, retain, and develop to meet customer demand.
Through use of the PESTLE framework (CIPD, 2020b), political, economical, sociological, technological, legal, and environmental, the two selected to highlight the external factors that have been impacting on South Wales Police will be economical and sociological. 
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The Government in 2013 instigated a project to understand what the changing demographic (ageing population and an increase in population) will mean for changes on areas such as pension and education (Government, 2016). For this case, the difference of the ageing population is the concern for SWP. With the project finding that by 2040 nearly one in four people could potentially be over the age of 75, there are concerns raised about how to adapt the workplace to encourage the older generations to remain in work. This is backed up by Ilmarinen et al (2006), who recommended that an ageing workforce was a factor that Occupational Health had to consider and prepare for. 
SWP is currently facing difficulties with the officers who have come through at the same time and have completed their 30 years' service which means that they are eligible to retire. The challenge is the loss of skill, experience and knowledge of staff and officers. 
In a recent study by Pit et al (2021) 28% of their respondents, aged between 50-60, stated that they would still consider changing their career or alter their working hours, in line with Harris Poll, where 16% reported delaying their retirement date. Although this poll also found that during Covid-19 people retired earlier and therefore took the hit on their finances (Frisch, 2020). Providing a benefit such as flexible early retirement (Bromley London Borough, 2014) will allow for individuals to have the option of changing their hours, having a lump sum of money and still able to share their knowledge, skills, and experience. 
Although, an ageing workforce does also bring with it the increased costs of sickness especially if in a physical role and mental health related concerns, as reported by Kitty Ussher (2022) people aged 50-64 have reported that they are unable to return to work due to long-term sickness. Some illnesses could be combated by ensuring that there are sufficient processes for reasonable adjustments to be made and a fair and ethical process for redeployment to a more suitable role should the need be required (Hall, 2019). 
On the other hand, you also have the influx of the younger generation also known as “generation Y and Z” the definitions of them being tech savvy, confident, ambitious, demanding, not afraid to question those that are in more senior positions and wanting everything immediately (Iberdrola, 2022).
The difference between generation Y and Z that are coming through the doors in the workplaces is often the technology. They look at technology as the immediate provider, type in one question and get the answer almost instantly (Iberdrola, 2022), what does this mean for attracting them to a vacancy? A change in recruitment strategy is what Jiang (2019) and Iberdrola (2022) highlight throughout their articles, the suggestions are to be fast and innovative in the recruitment advert, use factors such as social media and keep the contact in flow, making them aware of the career and learning opportunities.
Netflix’s recruitment culture could be one example for the different recruitment strategy, showing individuals that through innovation and by having their own freedom to do what they believe is the attractive point (Fuhl, 2020). This however is not something that many employers will be able to do as another one of their principles is to use severance packages when performance becomes to wane (almost four months' worth) (Fuhl, 2020), this not only goes against ACAS conducts but not something that the public sector would be able to afford to do. 
In this challenging climate merging benefits to retain talent and expanding the recruitment strategies to attract a wider pool of talent will enable a positive and upward working culture.
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Economical changes and in this case focusing on funding, impact on every organisation. Private sectors such as those that trade overseas are impacted by the different exchange rates (CIPD, 2020c) or raising costs of transport and fuel, with public sectors being impacted by Government allowances.
One of the current causes of impacts on SWP and in turn other public sector bodies is the rise in the median wage with, the CIPD reporting in the Labour Market Outlook (2021b), that private sectors median pay expectations have increased from 2.2% to 2.5%. Public sector has only had the expectation of an increase of 1%, the effect of this on the recruitment and Talent Management is that it becomes a competition but an unfair one.
With the private sector rising the levels of pay, this not only prices the public sector out of the running for more acquired skill sets but also for retaining the talent that they currently have as the standards of living are constantly increasing with the average cost being £2,548 (Nimblefins, 2021). If the public sector is unable to compete with the rising private sector median wage, then employees will be more likely to jump to a more competitive and financially rewarding role. 
SWP has already felt the difficulties in this for roles such as ICT, HR, and project management roles plus many others. These roles have now become classed as “hard to fill” roles, which the CIPD (2021b) has highlighted as an area that the public sector is increasingly better at upskilling their staff to fill, in practice SWP have a reputation within the force for being too hard on their own staff and choosing other candidates even when an individual is already doing the role. Furthermore, excelling the difficulties with retaining talent.
To retain, attract and recruit during this challenging climate, SWP needs to look to develop and upskill existing staff through practices such as succession planning.
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Although flexibility in the workplace is not a new concept and was demonstrated by Steers in 1975 through the studies of organisational effectiveness studies, the pandemic has placed it in the spotlight (Volberda, 1999). Flexible working is not just to have the ability to work from home, it includes the ability to start and finish work at various times (Gov UK, 2022) with the CIPD expanding this definition to include other forms of flexible working such as location, contract hours and career breaks (2021a).
One of the first legislations that the Government had brought about at the start of the pandemic was that all non-essential workers had to work from home and non-essential businesses such as clothing stores had to close (GOVERNMENT, 2020). This legislative change saw home working rise from 5% (CIPD, 2020a) to 46.6% (ONS 2020) with around 11.7 million jobs having to be placed in the Coronavirus Job Retention Scheme (Gov.UK, 2021a).
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Covid-19 and the increase of flexible working, particularly working from home, raised discussions with individuals' wellbeing and finding the equilibrium in the practice. Ipsen and partners (2021) research study found that there were three themes throughout their analysis that promoted working from home “work-life balance, work efficiency and work control” each relating back to the individual's wellbeing. As with many organisations South Wales Police is now looking to implement a “smarter working” to the slow return of workers to the workplace during the recovery phase, to continue the support to individuals' wellbeing and the home-work life balance, this style of working is being embraced due to the idea that it allows individuals to decide where, when and how they work (Clews, 2021).
However, the approach of flexible working has also had a significant impact on wellbeing especially when it comes to “mental health”, with this absence reason raising to a considerable level (CIPD 2021c). South Wales Police saw almost double the absence rates of mental health in 2021 in comparison to 2020 and 2019. Force survey results revealed that this was due to work pressures and the new way of working having no boundaries and the isolation from either work colleagues or family and friends. 
Organisations such as Admiral have always maintained a level of wellbeing within their company having been recognised for several years for their wellbeing efforts, making them one of the top 30 best companies to work for, awarded number 1 in 2019 for the UK. The pandemic provided them with challenges, but they were able to combat these by embracing the flexible working changes, regular communication of support available and training for line managers to ensure that they were equipped to look after their staff in the way that they required (Admiral, 2021). These results are supplied through the employee engagement questionnaires. 
The impact of covid-19 on individuals has seen the rise of burnout and stress increase, people strategies are needed to be altered to allow for wellbeing to be built into the organisation, not to just be a standalone strategy that holds no place within the work that is completed (CIPD, 2021c and Segal, 2022). Organisations that do this hold the key to being able to attract and engage talent (Segal, 2022).
South Wales Police has as of this year invested a significant amount of funding and resources to their Occupational Health and Health and Safety Departments, this is because one strand of the Chief Constable’s delivery plan is for wellbeing (introduced in March 2021). The flaw in this (so far) is that it is not built for those that are unable to work flexibly. Take for example the emergency call centres (999 calls) these are workers that are unable to work from home due to the role that they complete and the systems that are required. SWP have recently advertised for these on three separate occasions, through the website and through social media but applicant numbers have remained low, and vacancies have remained outstanding. The feedback that was received from those that had withdrew or did not complete the application was that the strict hours of work and no ability to work from home impacting on childcare and other caring responsibilities was no longer of interest as they now required flexibility in their way of working. This once sought-after role has now become a “hard to fill” position. 
The potential way to build on this and improve attraction as well as retaining staff is through advertising the additional benefits and wellbeing initiatives that SWP can offer, such as the request to change working hours, special leave and development opportunities that it may be able to provide therefore increasing employee engagement and reducing the turnover rates. A step towards combating the challenging climate.
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The challenging climates, through just the few examples above, have highlighted how important it is for an organisation to have a resourcing strategy, one that looks at a planned, evidence-based approach to various HR practices to work in line with the organisational strategy creating a competitive advantage (Taylor, 2019).
Miles and Snow produced three ideal models of strategy, the defender, prospector and analyser with the fourth being the reactor the one that is not ideal (Taylor, 2019).
· Defender: The organisations that compete on price and quality, paying attention to improving their existing operations. 
· Prospector: The pioneers of new products, experimenting with emerging environmental trends
· Analyser: The watch and wait for the defender and prospector to see which ones appear to be the best gamble 
· Reactor: The one that reacts when forced to do so by environmental pressures
(Miller, 1986)
As public sectors are not for profit organisations and any monetary inputs and outputs are controlled by the Government that operate them, the above model does not necessarily apply however using a combination of them it can. As a defender, they would look to traditional HR practices and ways of succession planning, through uses of apprenticeships, extensive training and performance appraisals that are aligned to their business strategy. Prospectors, as HR provide guidance and advice delegating decision making to those involved. But least likely to incorporate is the analyser who is based on the flexible firm model which omits the public sector (Pollert, 1988), however does rely on the need for long-term employees to maintain its more stable core business areas and corporate HQ. By using all three areas of the Miles and Snow models SWP would be able to utilise HR systems through HR Practices and guiding line mangers to understand what the role requires enabling a stable and core business that aligns to organisational strategy and values, retaining talent and improving reputations to attract a wider talent pool. 
From the internal and external factors that have been explored in this business case there are the several implementations that could assist with the resourcing and talent management for the now and the future. 
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Bibb (2016) recognised that developing and providing the best available opportunities allowing individuals to focus on doing what they do best was of importance to an organisation.
An effective performance management within an organisation is through valuing innovation and by aligning contributions from individuals to the business organisations (CIPD 2020), close to the People Strategy of South Wales Police ‘the right people doing the right thing in the right way’ (South Wales Police, 2022). Although this tends to focus on the individual and what they require in forms of development, adjustments and any improvements to ensure the business need is met, it is also important for the employment relationship and the engagements that brings with this. This is through the line manager. 
By having clear systems in place, guidance available and training this could be a key aspect to retaining and resourcing departments and to be shown as to be inclusive. A key argument within this is, is that this could be seen as unfair due to be applied in theory to younger workers as the language of this relies heavily on future talent and future leaders, whereas older workers may still be looking to develop and promote (Simms, 2015). 
South Wales Police, has implemented a performance management system to assist in the conversations for Personal Development Review’s and although this system is useful it has caused issues where the guidance emphasis’ the reliance that this has on development and promotion opportunities, applying to Officers only. Feedback collected has found that if an individual is not interested in promoting or is a member of staff, then they are left with the feeling of “why am I bothering to complete this as it will not assist in my own development” and for others that are not technology focused the system is clunky and difficult to use.
Without additional work to make this an inclusive system for generations and the differing roles then development and engagement will decrease impacting on the retention of staff and managing the talent within their teams/department. If developed, then this system could be beneficial to meeting the challenging climate and the future of work.
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The phrase, first impressions count is something that really comes to mind when thinking about the onboarding and recruitment. Onboarding is a part of the process to making the recruitment cycle successful, it shows that the organisation is committed to the candidate and making an investment in their growth and development as well as the organisations future success (Taylor, 2019). At present SWP’s onboarding is lacking in investment, it goes from the recruitment team or shared services to limbo where the candidate does not know who to contact or the details and on the first day it is all checklists of e-learning. 
The process of recruiting and onboarding a candidate can be simplified with the investment of all stakeholders (line managers, HR, Recruitment and Shared Services within SWP) (Howlett, 2020) and using systems it can allow for a more streamlined service (HRMP, 2022). SWP has recently started using a new recruitment system Oleeo, which has streamlined the advertisement process although costly the system can be further developed to align and process specific roles allowing for a synchronized approach and better communication with the candidate (HRMP, 2022). North Wales Police are currently in this phase using the same recruitment system, Oleeo. 
To meet the challenging climate and to work for future challenges, collecting data by resources such as exit questionnaires when a new starter leaves and feedback within the first few weeks or months of starting, HR teams would be able to improve their recruitment and onboarding processes making the organisation more attractive and furthering their ability to retain talent.
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Succession planning is a process that organisations use to anticipate and plan for the replacement of important employees, it is using a combination of workforce planning, replacement planning and the development of employees (Nyberg et al, 2017). And with the current labour market changes it has seen the rise in the use of (CIPD, 2020e). 
The difficulty with succession planning is that it requires the ability to predict the future of the marketplace and to be able to keep up to date with the skills and talents within the organisation itself. SWP, who does not currently practice succession planning, has recently found itself in an inconvenient situation with specialised and crucial roles remaining vacant for example officers are retiring from specialist posts that have taken up to five years to qualify for. Leaving the area of work at a disadvantage as there is no one able to take over the post, costing the force additional money and causing reputational concerns with partners. SWP’s solution this far has been to create over-established posts to bring the officers back as temporary staff to assist with developing other officers a costly expense to an already challenging climate.
What more could succession planning assist with? Roles that are classed as hard to fill posts through succession planning, as mentioned above, organisations who are forward thinking can retain talented individuals improving attitudes to talent management programmes and increasing engagement (CIPD 2020e).
This strategic planning allows for a cost-efficient resourcing exercise engaging and upskilling existing employees that the CIPD (2020e) believe tend to be more successful than those that have been brought in. 
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Through the introduction of strategies such as succession planning and expanding existing practices, processes and systems, it is possible for South Wales Police to be able to meet the current internal and external factors that are impacting the force at this time. With the change in demographics, funding and candidate and employee expectations, this business case has been able to highlight the gaps of the organisation as well as the areas for development. By creating a greater emphasis on the needs of the candidates and employees it will be able to create a culture of value and loyalty.
The recommendations below will have the organisation taking foundational steps forward altering their current practices, systems and processes putting them in better stead to being able to meet any future challenges of work.
[bookmark: _Toc95058039][bookmark: _Toc95059148]Recommendations
[bookmark: _Toc95058040][bookmark: _Toc95059149]Recommendation 1: Policies review and training
Improved guidance and policies that are reviewed regularly will assist with resourcing and talent management especially with the particular emphasis on policies such as special leave and wellbeing. To do this it will require a HRBP to review the special leave policy (and any other impacted policies) so that it can allow for flexibility that staff may require, a great benefit and a tool for retaining staff in work through engagement and remaining in work. By creating guidance this will require a HRA, Occupational Health Nurse in addition to the HRBP.
Time:1 month
Cost: 
HRA = (6/SO1 £26,865 - £31,725) 1 month £2,643.75 working on the top of the scale without pension inclusions. 
HRBP = (PO3 £38,376 - £41,718) 1 month £3,476.50 working on the top of the scale without pension inclusions.
Occupational Health Nurse = (PO1 £33,618 - £36,369) 1 month £3030.75 working on the top of the scale without pension inclusions.
Total = £9,151
Could be increased dependent on the wellbeing initiatives that could be implemented and whether any of this would incur an additional cost to the force.
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Effectively gather data to allow for an evidence-based strategy using exit questionnaires, improved and inclusive performance and development systems and the recruitment/onboarding system as a start. 
Exit questionnaires
Why: through this data gathering there will be a better understanding of where the development is required in the role/department which will allow for an improved retention and employee engagement as it allows for continuous enhancements to the culture and welfare of the roles.
Costs: Surveys can be utilised through Microsoft forms which is already a part of the Microsoft 365 package that has been brought.
Time: Two months
Cost:
HRA = (6/SO1 £26,865 - £31,725) 1 month £2,643.75 working on the top of the scale without pension inclusions. 
HRBP = (PO3 £38,376 - £41,718) 1 month £3,476.50 working on the top of the scale without pension inclusions. 
Analyst = (6/SO1 £26,865 - £31,725) 1 month £2,643.75 working on the top of the scale without pension inclusions.
Total cost for two months = £17,528
Performance Systems
With improving the performance system, it will give line managers an understanding of where the gaps are to develop individuals in their roles without the emphasis being on promotions for officers or the younger workers. Changing the language and the guidance to being inclusive and showing the different uses of these systems allows for a better inclusivity and success rate. 
Cost: Enhancing the system that is already in place and developing the language will incur a cost, but this will be a part of the package that has already been brought.
Time: Four months
Cost: 
Organisational Development Officer = (SO1/2 £29,793 - £34,578) 1 month £2881,50 working on the top of the scale without pension inclusions.
Performance and Organisational Development Officer = (PO5 £43,860 - £47,058) 1 month £3921.50 working on the top of the scale without pension inclusions.
Total cost for four months = £27,212
Recruitment and onboarding
Oleeo (recruitment system) is currently being brought into force and has been used for the last year however its full capabilities have not yet been utilised. This system has the capabilities to take in aspects of the documentations to complete for example vetting and health check, allowing both the line managers and individuals to see where they are in the process as well as communications being increased between the recruitment and line manager. 
Already developed in the system requirement to train and learn on this would be around 1 month for all the users to be trained on it. 
Cost of two recruitment officers: (6/SO1 £26,865 - £31,725) 1 month £5,287.50 working on the top of the scale without pension inclusions.
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Succession planning although it goes against the grain of the standard processes of South Wales Police i.e., long term over-established posts that have been purposely recruited for, it allows for the development and retention of skills as well as experience. Although not assisting with retaining staff or officers it allows for the specialist posts to continue meeting the expectations required from partners and communities. 
Take the example mentioned in the section above, the two officers yearly salary was £41,130 what SWP has had to do is create two over-established posts for the retiring officers who took five years to promote to this post. The posts were graded at 6/SO1, please bear in mind that staff would be unable to do part of the role as it requires a warranted officer. 
Loss = £63,450
Secondary loss = partnership difficulties, inexperience, and further difficulties in the technicalities of the role.
If succession planning had been implemented, then the additional cost of £63,450 per year would not exist.
Therefore, furthering the evidence that hard to fill and specialist posts should be considered for succession planning discussions to effectively resource and retain knowledge and development. 
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Together with succession planning, SWP will be able to plan how they recruit to achieve their people strategy of the right people, doing the right things in the right place. They will be able to understand how they need to recruit, where they need to recruit and have the time to recruit the right talent and inclusively allowing for the best talent to be in place.
Time: 1 month in total to allow for any alterations that might be required.
Cost: 
Recruitment Officer (6/SO1 £26,865 - £31,725) 1 month £2,643.75 working on the top of the scale without pension inclusions.
HRA (6/SO1 £26,865 - £31,725) 1 month £2,643.75 working on the top of the scale without pension inclusions.
HRBP (PO3 £38,376 - £41,718) 1 month £3,476.50 working on the top of the scale without pension inclusions.
Recruitment Manager (PO3 £38,376 - £41,718) 1 month £3,476.50 working on the top of the scale without pension inclusions.
Communications officer (SO1/2 £29,793 - £34,578) 1 month £2881.50 working on the top of the scale without pension inclusions.
Further cost dependent on the department and the line manager involved in the process.
Total for one month = £15,122
Further costs would be Golley Slator (SWP’s recruitment agency) an example of recent charges for advertisement:
Wales Online promoted online article £1,497
Timewise Standard listing £528
Reed premium job advert £234
Totalling an additional cost of £2,259
Plus, each recruitment strategy at this point will also require Chief Officer sign off.
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