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Understanding Resourcing and Talent Planning
1. Key contemporary trends in both the UK and French labour market 
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The trends for average wages, employment rate, hours worked and long-term unemployment rate for the UK and France can be seen in the charts above.  

The average wages for France are steady and follow the OECD average from the year 2001 to 2020 whereas the UK attracts wages higher than the average for the first part of that period.  This then drops significantly to become more in line with those paid in France.

The chart below provides a better comparison as this focuses on the labour compensation per hour worked which shows that between 2000 and 2008, employees in the UK attracted a higher hourly rate which then fluctuated between 2008 and 2015 when for the majority of the time the hourly rate was less than that attracted in France.  From 2015 the rate appears to have recovered resulting in the hourly rate generally being in excess of the French rate.  
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When taking into consideration the higher cost of living in France, this would equate to a significant reduction in the value of the salary attracted.  An example of the differences in costs for essentials can be seen in the table below:

	Cost of Living

	Expenses
	France
	UK

	Bottle of Wine
	£5.83
	£7.00

	Cigarettes
	£8.33
	£11.70

	Bottled Water
	£1.39
	99p

	Bread
	£1.25
	98p

	Rice
	£1.87
	£1.56

	Eggs (Dozen)
	£2.55
	£1.94

	Cheese (Local)
	£13.03
	£5.61

	Potatoes
	£1.44
	£1.06

	Beef (per KG)
	£15.21
	£8.23

	Men’s Leather Business Shoes
	£91.47
	£62.32

	Fuel
	£1.66
	£1.53



The hours worked over the year per employee (excluding abstractions) are significantly lower than the OECD average of 1687 with UK working 1367 hours and France 1402 as illustrated in the chart below.
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Venturi (2014) addresses the myth of ‘France, the land of the 35 hour workweek, long lunches and even longer vacations’. In reality, both France and the UK work an average 40 hours per week but what could be seen at that time was the growing trend in the number of people working part-time hours with France averaging 23.3 hours compared to the rest of Europe of 20.1 hours (Dares, 2013). 

Women are responsible for the majority of part-time working in both countries.  In 2014, France had a 67.1% participation rate for women of whom 31% worked part-time compared to a participation rate of 68.7% in the UK (ONS) with 32% working part-time (Roantree and Vira, 2021).  The participation rate for both countries increased in 2020 to 67.6% (Statistica, 2022) and 72.2% respectively with the percentage of part-time working also increasing to 33% and 38% respectively in 2020 (Irvine, 2022).  

The overall employment rate in the UK (Q1 2017 – Q4 2021) is significantly higher at 75.5% compared to France with the employment rate being 67.9%.  This is due to the fact that France has a significantly higher long term unemployment rate of 36.7% (2001-2020) when compared to the UK’s rate of 20.1%.

The approach taken to the pandemic by the respective governments differed significantly.  This would have an impact on the unemployment rate as France focused on temporary measures around paid leave, working hours and rest days where staff could be forced to take leave and did little to protect paid employment, whereas the UK government focused on a job retention scheme which saw staff being furloughed to protect jobs (KPMG, 2020). 

2. Workforce Planning 

2.1. Key Principles
The key principles of workforce planning is to have the right number of people with the right skills employed in the right place at the right time, for the right cost and on the right contract.  
Workforce planning is particularly important when the market is tight ie the supply outstrips the demand for work and a more focused approached is required to target and recruit suitable staff. 
Focusing on forecasting the supply and demand of labour and developing plans to reconcile any future gap between the human resources an organisation needs and those it has access to. 
Typically it is looking longer term at the workforce (3-5 years) for strategic workforce planning which Britnell (2019) considers should be driven by Senior Business Leaders 

2.2. Tools 

All the tools used for Workforce Planning are designed for the same purpose – to provide detailed analysis on which decisions can be made.  These include:

PESTLE analysis – This provides the bigger picture in which the organisation operates by considering: political, economic, sociological, technological, legal and environmental aspects of the external environment

HR Analytics – HR analytics is a data-driven approach to managing people at work. HR analytics revolves around analysing people problems using data to answer critical questions about the organisation which enables better and data-driven decision-making.  The data can include data from the payroll/HR/performance systems but can also include external data relevant to the labour markets as described by Vulpen (2021). 

Spreadsheets are very often used in HR analytics in the absence of a specific system as they allow data to be presented in rows and columns so mathematical formulae or functions may be applied to manipulate and store the data.

Analysis of current workforce – data can be used to analyse the skills and abilities of the current workforce which will identify gaps in future planning.

Trends and patterns – having a greater understanding of trends and patterns both internal and external to the organisation provides a greater insight into what is likely to happen so measures can be taken to account for this.

Talent profiles and Training needs analysis -  this identifies the skills gap which can be addressed within the workforce plan to help develop staff in terms of succession planning.

Exit interviews are a good source of information as this identifies the reasons why people are leaving and where they are going to which provides information that can be used within HR analytics. 

Employee engagement surveys are another good source of information as this is the employer’s opportunity to ask staff for their views on how the organisation is functioning and to provide ideas for improvement.

2.3. Developing a Basic People Plan (incl. succession planning)

The first step in developing a basic People Plan is to understand the external environment which impacts the organisation, with the use of a PESTLE analysis.  This helps to identify risk and to inform the decision making process.

The next step would be to understand the labour markets, both internal and external, and identifying those critical roles that may prove problematic recruiting in to.  

To understand the internal market, consideration should be given to the following:
· Where current staff live 
· How far they travel to work
· What role they were doing before and for whom
· Where people have moved onto when leaving the organisation

To understand the external market, consideration should be given to the following:
· Identify your competitors
· Establish whether changes that competitors are making with impact demand for resources
· Establish whether better terms and conditions of employment are being offered
· Consider the demographics of the recruitment pool for changes that may impact the size ie age/retirement
· Consider changes to the education system which might impact possible recruitment sources
· Research reports for skills gaps or recruitment shortages (current/future)

Understanding the organisation’s operating model is the next step in the process of creating a plan as it is important to ensure the People Plan is fit for purpose and therefore needs to fit well with the roles, skills, processes, assets and technologies that enable an organisation to meet its strategic objectives.

The strategic plan will inevitably have a direct impact on the people plan which will be needed to deliver on the strategy so consideration should be given to the following:

· Whether the organisation is to grow, contract or remain the same
· Budgetary constraints
· Change that will impact the level of resource required (ie technology)
· Length of strategy – short, medium or long-term
· What the structure looks like now and in the future
· Changes expected to processes
· Outsourcing 

Once the organisation and its environment have been analysed, the current and potential workforce must be analysed.  This incorporates the following:

· Workforce segmentation:
· Identify the knowledge, skills and abilities within the organisation
· Group together job families, functions, roles and competencies
· … or segment according to value or role to focus on critical roles
· Workforce analytics:
· Identifying where these skills are geographically/departments
· Demographic differences
· Contract types
· Identifying  correlation with level of investment vs productivity
· Identifying natural wastage
· Potential transfers to fill future gaps

The final stage of the People Plan is to use the ‘Right’ Principle to determine the future workforce needs.  The 5 ‘Rights’ of workforce planning as given by CIPD (2018)
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By completing the above exercise this will then determine the gaps within the organisation and help to identify whether the organisation needs to reduce/increase the level of its workforce or investment needs to be made in up-skilling its current workforce to ensure it is future ready through succession planning.  This aims of succession planning is to identify and develop future leaders, consider business critical roles, develop talent pools and balance internal development with the need for external ‘new blood’ so any transition is a smooth as possible.

3. Attracting and Retaining Talent 

3.1. Different Approaches

Culture
According to O’Callaghan (2021) there are nine ways to attract and retain talent. By developing a strong culture that people want to be a part of will naturally attract talent to the organisation.  It is therefore important to ensure the reputation of the organisation is nurtured and protected particularly as it is easier than ever to discover what a company is really like to work for given the use of technological, specifically in relation to social media.  

Understand why people leave
In terms of workforce planning it is important to abstract and analyse data and this is true when it comes to understanding why people are leaving the organisation and where they are going to.  Exit interviews are a good source of information which can help stop the flow of people exiting the organisation if the root cause can be identified and resolved.

Engagement
Assessing the level of employee engagement is critical to success as this provides the temperature of the organisation, with engaged staff more likely to bring the whole of themselves to work and contribute to the success of the company by providing innovative ideas, enthusiasm and the motivation required to perform well. This is particularly true of Millennials and, to a certain extent Zoomers (Gen Z) who are just entering the workplace,who’s view of the workplace is different from that of the previous generations (Rykun, 2022) with greater focus placed on work-life balance, money, diversity, technology, continuous development and an ethical culture. 

Development
Investing in their development not only shows your commitment to them but allows them to pursue a career as opposed to just performing a job which will help to retain them in the long term and specifically applies to Millennials as detailed above.

Monitor the numbers
Through the use of HR analytics, it is possible to keep an eye on staff turnover to help to identify trends within particular parts of the organisation so these can be reviewed to curb the flow of those exiting by effective problem-solving. 

Referrals
As existing employers are ambassadors for the culture within an organisation, these are the best people to recommend the company to friends and family so referral scheme which reward successful referrals should be encouraged.

Self-promotion
When advertising for new positions it is important to remember to include the benefits of the organisation, not just giving the detail of what the role involves.  It should clearly describe the culture of the organisation to entice the person to apply in order to be part of that culture.

Networking
This is a good way to promote the organisation, using every opportunity presented to seell the benefits of the company to like-minded people during professional and social events.

Be diverse and inclusive
Being diverse is good for business as it reflects the demographics of the people it serves.  Hunt et al (2015) found in a McKinsey study that organisations who were more gender-balanced and racially diverse saw better overall performance.  Inclusivity is about backing up your diversity promises and accepting individuals for who they are which helps retention as the workplace is more of a welcoming place.



3.2. The strengths and weaknesses of each approach

	Approach
	Strengths
	Weaknesses

	Culture
	Runs as a golden thread through everything that the organisation does and is supported by senior leaders through the strategic objectives
	The culture may not be a positive one
The culture can vary across the organisation so individual experiences may be very different
Takes time to build a strong positive culture

	Understand why people leave
	Provides a foundation on which to improve the organisation to prevent others leaving


	There is very little that can be done to retain the individual at that stage
Requires time to go through the exit interviews and explore the root cause so this can be addressed
This requires honest feedback but mentally the person has already moved on so there’s a lack of buy-in to the process

	Engagement
	Provides a sense of belonging that nurtures the psychological contract between employer and employee
	Lack of engagement can create disharmony and unrest between staff members 
Relies heavily on managers to engage their staff

	Development
	Investment is made in the individual which encourages them to pursue a career with the organisation as opposed to them just having a job
Provides them with the skills required to perform well and equips them for promotion
Often cheaper to develop in house than to recruit into specialist posts externally
	Requires financial investment and equity amongst staff so individuals are treated fairly
Increases the abstraction rate which could effect productivity in the short-term
An increased expectation by Millennials for continual development

	Monitor the numbers
	The ability to prevent a wave of people exiting the organisation
Helps to identify and rectify problem areas
	Staff turnover is expensive so prevention is better than cure
Strong link to culture
Requires dedicated HR resource to monitor all areas of the organisation

	Referrals
	Cheaper to refer friends and family than to advertise
Quicker process 
	Cost implication 
Some organisations are prevented from giving incentives
Strong link with engagement
Could be seen as nepotism

	Self-promotion
	Informs applicants of all benefits available to provide a more rounded picture of the reward on offer as opposed to just the salary
Presents the culture at an early stage to ensure a good fit between employee and employer thus reducing wasted effort
	Some organisations are better than others at self-promotion
Could see a decline in applications if T&Cs are better elsewhere

	Networking
	Promote a positive image of the organisation
Wider spread of promoting the organisation amongst individuals with similar skill sets/specialisms
	Promote a negative image of the organisation

	Be diverse and inclusive
	Performance is increased if there is a more diverse workforce
More chance of attracting new business if it reflects the demographic it serves
People are more engaged as they don’t feel excluded
Likely to promote new ideas to aid improvement
	Can be difficult to achieve
A tough stance is required to stamp out discrimination
Pockets of the organisation may not be in compliance with the overall aim




4. Recruitment and Selection

4.1. Job Descriptions, Person Specifications and Competency Frameworks 
The key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks are to detail what the job actually involves and the qualities required to fulfil the role to a good standard.  
This information then provides the basis on which to write the advertisement for the job to ensure consistency.  This is then used by recruitment and perspective candidates to determine a good fit for the job where the individual is then assessed against the required abilities and attributes during the shortlisting process.
The competency frameworks can either be used alongside the job analysis or as an alternative and can be used to analyse people in relation to the attributes that they have, matching these to the core values of the organisation.  This method can help to create a profile of what top performers look like and the key characteristics they portray. 
Along with the job descriptions and person specifications, competency frameworks can also be used by agencies, job adverts and for shortlisting. 

4.2. Methods for Recruitment and Selection
Different methods can be used for recruitment and selection.  These methods as described by Taylor (2018), together with the strengths and weaknesses can be seen in the table below:

	Method
	Type
	Strengths 
	Weaknesses

	Internal
	Promotions
Transfers
Job Rotation
Rehiring Former Staff
	Cost effective
Creates a strong internal market labour market
Enhances motivation /commitment
Shorter recruitment process
	Perpetuates current thinking/working – doesn’t challenge the status quo
Smaller recruitment pool means it is likely that the best person for the job has not been employed
Does nothing for equality/diversity

	Media
	Job Boards
Social Media
Direct Mail
Local Radio
Newspapers
Trade & Professional Papers
Professional Journals
Billboards
	Reaches a wide audience
Costs vary but provides options to match budget
Can attract large numbers of applicants
	Takes longer than recruiting internally
Extensive administration to process applications


	Specialist Expertise
	Conferences
Headhunters
Employment Agencies
Professional Contacts
Graduate Hiring
	Targets individuals with required skills/abilities
Attracts smaller numbers
Assured quality of applicant
Shortlisting done by others

	More expensive 


	Educational Liaison
	Career Fairs
Career Advisors
Student Services
University Partnering
	Potential to recruit and retain for a long period of time
Ability to shape the individual to fit the organisation
Recruit for innovation

	Lack of experience
Expectations of ‘Zoomers’ (Gen Z) differ from current workforce




4.3. Dismissal, Redundancy and Retirement.

Dismissal - Good practice in relation to dismissal is covered by the ACAS Code of Practice.  ACAS (2021) warns that before an employer dismisses anyone, the following should be considered to avoid a claim of unfair dismissal:
· The reason for dismissal should be valid – based on conduct or capability
· A full and fair procedure should be followed in line with the ACAS Code of Practice on disciplinary and grievance procedures. 
· The decision should be balanced, consistent and as fair as possible
Redundancy – Good practice in relation to redundancy is also covered by the ACAS Code of Practice.  ACAS (2022) provides a step by step guide to redundancy for managers that takes into consideration the reason for the redundancies and size of company, with consultation required for collective redundancies of 20 or more staff.  There is a requirement for a fair selection to redundancy which needs to be communicated well with complete transparency of the process.  
The first step considered by ACAS is to make sure compulsory redundancy is required in the first place with other alternatives being explored prior to the decision being taken.
Retirement – This is considered to be voluntary employee turnover with a scheduled departure.  Good practice in relation to retirement encompasses on-going discussions about future intentions which helps the organisation with succession planning.  It is an emotionally sensitive subject so should be approached accordingly, treating the individual with the utmost respect.  It is now unlawful to retire employees when they reach a certain age and managers should avoid the assumption that older people will naturally perform less. Moen (2007) calls for more flexible job opportunities for older people, jobs that involves them in decision-making, in order to make best use of their experience but with less stressors than associated with higher pressurised jobs.
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Key dimensions of the ‘right’ principle

If workforce planning is about getting ‘the right people, with the right skills, in the right
roles, at the right time and at the right cost’, what does this look like in practice? The
‘right” principle can be applied when translating organisational strategies into what is
required from the future workforce. Companies can adapt the principle by examining the
five ‘rights’ of workforce planning.

Figure 8: Five ‘rights’ of workforce planning

Right shape:
the right workforce
composition in terms
of structure, purpose,
ratio of managers
to professional and
administrative staff, the
right demographic mix

BEO©E®E!

Right size: the
number of

‘You plan to ensure that you have the right human resources to deliver on the
business plan and also to avoid redundancies. If you don’t address these two
challenges, you cost the organisation money, constrain business development
and cause individuals unnecessary hardship.
Andrew Mayo, Professor of Human Capital Management, Middlesex University

14 Determine future workforce needs
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