[bookmark: _Toc321147149][bookmark: _Toc318188227][bookmark: _Toc318188327][bookmark: _Toc318189312][bookmark: _Toc321147011][image: ]
The New Talent Economy
Resourcing and Talent Management (BMHR7010)
Lisa Marie Allen | Student Number: 2009569 | Word Count: 4927

[bookmark: _Toc94870883]Executive Summary 
In this report there will be an analysis of the external and internal factors that have impacted on G D Harries & Sons Ltd (GDH) talent management processes. There will be an analysis of GDH’s current HR systems, processes and practices in relation to talent management with particular reference to how we currently develop skills in-house. Based on this analysis recommendations were put together to have a greater focus on upskilling in-house to decrease the impact on the organisation caused by the external/internal factors. 
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1.0 [bookmark: _Toc94870884]Introduction 

Gerald D Harries & Son Ltd (GDH) is one of the leading aggregate, tarmac and concrete suppliers in West Wales which also has a strong arm in civil engineering which consists of around 215 employees (G D Harries & Sons, no date). In September 2020, GDH was fully acquired by a corporate entity called SigmaRoc Plc that operates over 6 platforms throughout Europe to invest in and develop the organisations within their group (SigmaRoc Plc, no date). GDH strategy is mostly centred around growth and expansion, we will expect to see a steady increase in recruitment and a change in the skills we will require as we continue to adapt and change. The HR department had only been introduced as of September 2020 and change in relation to policies, procedures and practices is set to increase. 
Throughout the pandemic we have experienced difficulties when recruiting for specialist roles when trying to attract talent from the external market as the construction industry face skill shortages and increase in demand (Partington, 2021). We are seeing a change in the skills we require in future to align with the organisational strategy around growth, as we advance in technology and learn to nurture people, we require training/progression opportunities to help workers to become adaptable to the future of work (Lund et al, 2021). 
[bookmark: _Toc94870885]2.0 Literature Review
Within this section of the report there will be an analysis of the external and internal factors affecting talent management within GDH. Following this there will be an evaluation of GDH’s HR systems, processes, and practices to assess how effective they will be in meeting the future challenges of work. 
[bookmark: _Toc94870886]2.1 External and Internal factors affecting talent management within gdh 
[bookmark: _Toc94870887]2.1.1 Covid-19 Pandemic 
The Coronavirus pandemic has had a major impact on organisations which has pushed businesses to be forward thinking and to adapt to unpredicted change (Jackson, 2020). The pandemic has had a direct impact on the labour market within the UK as we witnessed an increase in unemployment and a decrease in the level of self-employment, although we are now seeing the levels are slowly shifting back to pre-pandemic levels there is still uncertainty as we are set to see the effects of the ending of the Coronavirus Job Retention Scheme (Powell and Francis-Devine, 2021). Staff returning from furlough would require re-engagement when they return to the workplace, one way that employers can ensure the re-introduction is smooth and that employees are provided with development to keep up with any changes could be through mentoring with a non-furloughed employee to ensure effective employee integration (Baska, 2020; Stewart, 2006). 
Organisations shift from focusing on spending on recruitment to setting aside higher budgets for investments into learning and development as a result of the pandemic as it highlighted the importance of engagement, lowering costs and retaining employees to build internal mobility programmes by challenging employees to integrate new knowledge (Maurer, 2021; Lopes and McKay, 2021).  Businesses should have a budget set aside to develop staff through in-person or virtual training, although investing in virtual training may be beneficial as a way for management to encourage the digital experience of their employees in light on the Covid-19 pandemic and as a way for senior managers to model desired behaviours (Kshirsagar et al, 2020). 
[bookmark: _Toc94870888]2.1.2 Labour Market Changes 
Many skilled who workers who were self-employed prior to the pandemic have switched to another occupation, as numbers of self-employed workers within the UK have dropped since 2019 following the Covid-19 outbreak (Office for National Statistics, 2021). This could be attributed to the need for secure employment during the Covid-19 pandemic to ensure financial stability, as those without the support of an employer faced financial struggles and poor mental health (Gray et al, 2021). These moving to more secure employment can be utilised by recruiters, but they may require an element or upskilling (Randstad, 2020). The labour market is expanding as a larger percentage of women are in employment, in 2017 78% of women between 25-54 years of age were in employment and 44% were in full-time employment (Roantree and Vera, no date). In comparison to 2020 in 2021 we have seen a steady increase in the number of workers under fixed term contracts or doing agency, casual or seasonal work within the UK (Office for National Statistics, 2021). For organisations it would be important to utilise different ways of working whether that is through altering recruitment strategies to include opportunities for part-time work, casual or fixed term contracts as a way to bridge gaps in the labour markets and to offer learning opportunities alongside to develop the in-demand skills (Noteboom, 2013). Throughout 2020 and 2021 further pressure was placed on recruiters as we witnessed higher resignation rates most particularly within the middle-aged category (Cook, 2021) which created a candidate led market. Some of these rates could be attributed to retirement/caring responsibilities, this has highlighted the importance of proving benefits and development opportunities (Christian, 2021). These rates were also higher within high-stress areas such as healthcare as a negative impact on wellbeing resulted in higher attrition rates (Norkiene et al, 2021). However, the Office for National Statistics 2 (2021) showed that unemployment rates have fallen since the end of 2020 which suggests that more people are within the labour market. 
[bookmark: _Toc94870889]2.1.3 Skill Shortages Within Construction Industry  
The construction industry faces challenges such as an ageing workforce and many workers re-thinking their career due to Covid-19 (Green, 2021), which highlights that GDH should have a stronger focus on developing skills in-house to combat these issues in future and be less reliant on external candidates to fill essential skill gaps. Some construction companies within the UK had faced skill shortages in 2020 as access to European workers became constrained after Brexit which created a slight decrease in employment within the construction industry in 2020 (Preston, 2021). There are some occupations in particular within the construction industry that are experiencing shortages throughout the UK which include civil engineers and welders (Gov.uk, 2021). For businesses it’s important to take initiative when faced with skill shortages to improve their practices as they can become overly reliant on recruitment agencies or temporary workers to fill gaps (CIPD 2, 2021). One option for recruiters to combat skill gaps could be through investing in apprenticeship programmes to look to build the necessary skills internally, as they face concerns over employee turnover if they are not proactive in relieving pressure from those affected by the skills gap (Page et al, 2020). 
[bookmark: _Toc94870890]2.1.4 Increase in Competition for Talent 
Talent shortages have caused competition for talent as organisations struggle to attract suitable candidates, as a result other ways to fill skill shortages and become attractive to candidates have been explored by organisations such as developing skills in-house, offering flexible working and developing programmes to those returning to their career (CIPD 1, 2021; Thompson et al, 2015). The pandemic has accelerated the rate in which workplaces are adapting and as many are undergoing an element of digital transformation as well as understanding the need to make use of their learning assets to help their employees develop their skills to manage the frequent changes (Bennett and McWhorter, 2021). As GDH is an SME we have been able to quickly identify the need to address the skill gaps which presented themselves within our organisation while avoiding being overly dependent on external talent due to the heightened competition for talent (Bostock, 2021). Shaki (2021) reiterated the importance of recruiters focusing less on seeking key skills externally and upskilling those in-house. Although, management recruitment decisions do tend to be based on knowledge/previous experience displayed through CV’s (Humburg and Velden, 2015). 
[bookmark: _Toc94870891]2.1.5 Ageing Workforce Within the Construction Industry 
Providing upskilling for student learners throughout employment is an effective way to build on transferable skills alongside the professional competencies they are learning (Fletcher and Harrington, 2018), organisations could manage this as a way to build their ideal skill set to fulfil gaps in high skilled roles that are left behind by those who retire, although many older workers tend to work for as long as they can (Hill, 2017). However, Grimshaw et al (2002) found there to be little evidence that providing workers with training to develop their skill will result in their career progression. This could be a result of the fact that learners tend to lose most of the skills that they had acquired a few weeks after the course, they need company support to successfully integrate these skills into their roles (Hughes, 2007). 
Older workers require meaningful work just as much as the younger generation as they seek opportunities for learning, mentoring and career development (Silkin, 2020). Retired employees are seeking other options to continue their career progression, for instance they could re-enter the organisation taking up a mentoring role to pass knowledge on to interns at the start of their careers, which can also reassure them that they are still valued to the organisation (Hirsch, 2019). 
[bookmark: _Toc94870892]2.1.6 Lack of Development & Technological Skills Within GDH 
Within GDH we are introducing new IT systems throughout the business to help our operations run more effectively, but this has highlighted to us that we have significant skill gaps in terms of using technology, which we should have addressed and discussed with employees prior to the training roll out to work towards tackling the challenge (Panth and Maclean, 2020). Technology literacy is essential for organisations to keep up with change (Rogers, 2020), which highlights the importance of developing and re-skilling individuals to become better able to adapt to change after the pandemic (Agrawal et al, 2020). A report by the Work Institute (2018) predicted that we would see an increase in employee turnover as employees are more likely to take up new opportunities that offer them career development, which was also reflected by Kraimer et al (2011). For recruiters this would suggest that in order to attract, recruit and retain workers they would need to provide them with opportunities to develop and provide them with challenging work projects to help them to utilise their skills and knowledge instead of focusing on using remuneration to attract skilled candidates (Hiltrop, 1999). 
[bookmark: _Toc94870893]2.1.7 Acquisition of GDH 
When GDH were acquired by Sigma Roc in September 2020, the primary strategy for GDH was and still is growth which has increased the need for recruiting and retaining talent as we aim to grow further into West Wales and require specialist skills/knowledge to drive the change (Shepherd and Macaulay, 2021; Hanushek and Woessmann, 2008). As the needs of the organisation change the desired skills and knowledge may alter which would require HR to regularly be assessing the future needs of the organisation in terms of recruitment or development as a way to work towards the organisations long term strategic goals (Lauby, 2018). Providing these development opportunities for existing staff can also be a way for GDH to retain employees during the uncertainty of an acquisition (Chao et al, 2020).
[bookmark: _Toc94870894]2.2 Analysis of HR systems, processes and practices within gdh 
[bookmark: _Toc94870895]2.2.1. Learning & Development 
At present GDH do provide learning and development opportunities within particular roles or departments where it fulfils business need, however, an effort should be made by us to create equal opportunities for development across the board as it can be key to retainment and a way to combat the threat of an ageing workforce and the lack of desired skills in the younger generation (Cole, 2015). Career progression within GDH has been useful to build on skills and qualifications for supervisory/management roles to be filled internally and has in the past persuaded skilled employees to stay as long as the development was valued by the employee (D’Amato et al, 2008). However, HR and management have previously failed to appropriately follow up after training has been provided to ensure that the skills are being applied within the workplace which suggests that appropriate practices need to be put in place to support the development (Longenecker, 2004). GDH do invest in learning and development by encouraging apprenticeships/traineeships/courses to further develop careers, this is particularly essential for us in terms of developing the younger generation to ensure they have the knowledge/skills to fulfil high skilled roles (Anonymous, 2007; SHRM, no date). 
[bookmark: _Toc94870896]2.2.2 Identifying Skill Gaps/Training Needs Analysis  
Upskilling and focusing on development in-house could be a way for organisations to retain and engage their current workforce, attract new talent, and speed up the process of change within the organisation (Elfond, 2020) and as GDH has gone through significant change since they were acquired this may be effective to retain current employees. For recruiters this may mean adopting a skills-based approach to recruitment to focus more on skills sets (Roslansky, 2021). To date a training needs analysis has not been performed within GDH due to priorities going to the general HR operations with the acquisition and significant change caused by the pandemic, however, it would be important for GDH to conduct one identify skill gaps and to implement effective training programmes (McCarron, 2018; Mukerjee, 2019) as skill gaps have naturally been identified throughout recruitment. Implementing a training needs analysis would be important for our HR department to help us to retain staff as they feel valued and empowered through investment into their personal development (Denby, 2010). Once development opportunities have been identified and its clear which skills, we need to expand on to fill skill gaps, we can introduce a range of developmental techniques to implement the development whether that is through mentoring, coaching or appraisals (Taylor, 2019, p.424). 
[bookmark: _Toc94870897]2.2.3 Job Enrichment 
Throughout significant changes through the Covid-19 pandemic and the acquisition of the company, we have experienced a change in culture which provides employees with greater autonomy over their working environment which has allowed them to develop themselves (Parker, 1998). Mastercard invested into job enrichment as they provided employees with programmes that they can utilise to support their own personal development and to develop their career alongside the needs of the business, but they also found that this would include having to support a change in company culture to support innovation (Kolostyak, 2020). With changes such as implementation of a new system and the implementation of new technology to allow users to personalise their part of the process, which so far seems to have created greater work engagement and satisfaction as the resources have helped them to create more successful outcomes (Koekemoer at al, 2020). As these changes and implementation of new resources to develop employees has so far been successful it prompts our HR department to incorporate job enrichment into our HR strategy to increase job satisfaction (Alias et al, 2018) and aid in retention (Flowers and Hughes, 1973). Although we are offering more opportunities for job enrichment, we are still seeing the same attrition rates which could suggest it is not having a huge impact on retention. This could suggest that GDH are not doing enough at present to create job enrichment as this can help with employee engagement and organisational commitment (Putri and Setianan, 2019; Putri and Setianan, 2019).
[bookmark: _Toc94870898]2.2.4 Peer Mentoring 
GDH to currently incorporating peer mentoring into skill development as a way for employees to learn from other employee experiences for them to learn how to combat future challenges and to come up with effective strategies to do so (Rastegar et al, 2020). Peer mentoring is utilised from either mentoring of an apprentice or through mentoring to better understand a policy, procedure, or system, this shows that development can occur throughout any stage of their career and that peer mentoring can be key during periods of transition (Kuhn and Castana, 2016). Peer mentoring should be further incorporated into GDH’s HR strategy as we go through significant change following the acquisition, if we do not invest into employee’s development and provide career growth then we could face higher levels of attrition (Hayes, 2021). For GDH it has been particularly beneficial to utilise peer mentoring with a level of supervision in order to monitor progress of the learner and to ensure that the skills/knowledge they are developing are in line with the qualities of the role we are looking to fulfil (Burton et al, 2021). Although we do use peer mentoring for other aspects of development within GDH we do predominately use it for apprentices/trainees as this is beneficial for them as they develop essential career skills to enhance their professional knowledge and it can be a way to develop their leadership skills (Gafni Lachter and Ruland, 2018). Due to being a part of an industry which has an ageing workforce (Green, 2021), peer mentoring would be an effective strategy for GDH to introduce young people into the organisation for development to enable them to eventually fill high skilled roles (CIPD 3, 2021).  However, there are risks associated with this in terms of investing in development as younger individuals do tend to have lower organisational commitment (D’Amato et al, 2008) which can make them more difficult to retain. 
[bookmark: _Toc94870899]2.2.5 Apprenticeships/Traineeships 
GDH have begun to introduce more apprentices/trainees to the organisation in the last year as a way to fill skill gaps as we have faced difficulties in recruiting skilled workers for particular roles, which is an approach taken by many UK organisations even before the pandemic as in 2017 87% of businesses struggled to recruit to fulfil the needs of their businesses (City & Guilds, 2017). However, employing graduates through traineeships can take up significant time for management as many graduates do not possess the necessary skills for the workplace (Work Institute, 2018). At present in GDH, all apprentices would have a full-time mentor who would help them effectively develop their skills to suit our business needs, which helps us to ensure that the apprentice can remain motivated, and it can help them to develop the understanding of how to mentor themselves in future if required (Daniel et al, 2020). Although apprentices are likely to be sourced externally, it is a good way for GDH to bring in fresh ideas and to become a more diverse organisation as an over reliance on internal recruitment can only amplify existing imbalances (Taylor, 2019, p.232). GDH would want to ensure that they provide a clear framework for the apprentices/trainees in future to ensure that they feel sure of the direction that their career is heading in as when this is not clear it can result in a decrease in motivation and dedication towards their development as they need to see their impact on the organisation (Daniel et al, 2020; Heyward, 2020). 
[bookmark: _Toc94870900]3.0 Conclusion
At present there are some elements of upskilling throughout GDH, but it isn’t sufficient enough for us to internally fill the gaps that an ageing workforce will leave behind, which enhances the need for a HR strategy which reflects internal development initiatives and a focus on filling gaps internally where possible instead of having a dependence on the external market due to the fierce competition and lack of desired skills (REC, 2021). It would be essential for GDH to find different methods to develop their staff in order to keep them motivated, ensure they feel valued (Denby, 2010) and in order to improve our chances of retaining them (Flowers & Hughes, 1973). 
[bookmark: _Toc94870901]4.0 Recommendations 
The following recommendations are based on the findings of Section 2.0, these recommendations will address how GDH can improve their talent management approach to account for changes in the way people view work/jobs. 
[bookmark: _Toc94870902]4.1 Changes to recruitment strategy 
The pandemic has highlighted the changes in the values that individuals hold when staying in and looking for new employment, such as the need to provide employees with development opportunities to further develop their careers as a way to recruit and retain (Elfond, 2020). One limitation we may face when implementing this change would be that management time is already stretched so when management agree to develop individuals, they must ensure they make integrate this time into their day-to-day operations. One way that GDH could implement development opportunities into their recruitment strategy would be to adopt a skills-based approach to recruitment to focus on the skill sets those individuals have rather than their work experience as this could be a way to develop individuals to adopt the desired behaviours/skills needed to fulfil the skills gaps, this could also help with retainment and engagement (Roslansky, 2021), which could help GDH save money spent on recruitment due to high levels of employee turnover. 
To successfully implement this change it would take consultation between HR and all stakeholders that have active participation in recruitment to effectively create change (Jones, 2016) when screening applicants and interviewing applicants to implement a thought process that allows them to view them for their skills and the potential development opportunities for them as well as convincing them of the benefits to be developing skills to allow them to dedicate themselves to the initiative. 87% of organisations struggle to find candidates with the appropriate skills (City & Guilds, 2017), recruiting individuals on a skills-based approach would enable GDH to work towards filling these skills gaps and developing individuals in-house which could potentially result in developing individuals to a point where they can fill supervisory/management roles (D’Amato et al, 2008). This could also be a way to help GDH to eventually fill skills gaps within management internally which may be left behind by a retiring workforce (Hill, 2017). Ultimately, this method should allow GDH to have less dependence on trying to find the ideal candidate in the competitive external labour market in terms of knowledge/experience and to see candidates for what they have to offer (Shaki, 2021). Overall, GDH should implement this change in recruitment strategy to work to reduce costs incurred through trying to recruit within areas that are experiencing a severe lack of talent and for GDH to work towards decreasing levels of employee turnover. In terms of cost, we would need to consider the cost of HR and management taking time away from their daily operations to implement plans for the change or provide consultation which you could estimate as between £50-80 a week as a cost to the business if 2/3 hours are set aside, there would also need to be a set budget provided by the company to dedicate to employee development programmes. 
[bookmark: _Toc94870903]4.2 Implementation of further development opportunities for existing employees
An importance for organisations to offer development, training, and opportunities to better their careers has become a value for many employees throughout the Covid-19 pandemic as many workers have left their organisations to pursue better opportunities, which has prompted many organisations to set budgets aside to provide this for their employees (Maurer, 2021) which GDH should also implement in future. Pricewaterhouse Coopers made a large investment into upskilling their employees as a way to retain their workforce and ensure that they had the skills required for changing demands such as digitalisation and skills such as empathy (Pwc, no date), which suggests that implementation of upskilling for employees within GDH provided by a set budget will aid in retaining employees. HR and management should conduct a training needs analysis (Denby, 2010) to assess where skills gaps have presented themselves and to understand which areas of the organisation demand an element of employee development to help fill the skills gap. This would cost HR and management time to conduct the analysis and the initiative would need to be backed by an effective budget from the company in order to effectively implement the change, to start the budget could be around £10,000 per annum, we would just need to ensure that the content of this development is effective for the cost (Gough, 2021). Management could identify appropriate candidates internally for development to fill these skills gaps and to offer them a chance to further their own careers which can help us to retain workers (D’Amato et al, 2008), again this would take dedication and time from management which would need to be managed alongside their other duties. GDH conduct a training needs analysis regularly as skill requirements for organisations regularly change to meet adapting labour market demands and changes in social or economic imperatives (Anderson, 1994). This could again provide GDH with a way to identify where they can fill skills gaps for hard-to-fill roles such as management roles in-house to combat the issues presented by the potential gaps that could be left by an ageing workforce (Hill, 2017). 
One method that GDH should utilise to implement the development of existing employees’ skills would be through job enrichment which would require GDH to provide employees with greater autonomy over their working environment which can result in them being able to develop themselves (Parker, 1998). HR and line managers should encourage their staff to take on new projects/workload and manage this how they wish to allow them to develop themselves, this could provide them with greater work engagement and provide the organisation with more successful outcomes (Koekemoer at al, 2020). This would be offered within departments where skills gaps have presented themselves and to those who are impacted with change to allow them greater control, this would have a cost in terms of time taken for development for the employee and for HR and line managers for the time to plan, implement and manage the job enrichment process for employees as they can assess their success of by providing feedback (van Vulpen, no date). 
One limitation we could face would be that to provide our employees with greater autonomy we make require a further change in our company culture to break down the traditional mindset surrounding autonomy and productivity (Winterton, 2020), although employees are slowly gaining more autonomy across our organisation it isn’t necessarily normalised at present.  This would take HR and senior management time and dedication to implement as well as investments into equipment to allow greater autonomy for workers to create their ideal working environments. Further time would need to be set aside by HR or line managers to ensure that they follow up with employees to assess whether they are able to utilise the skills/knowledge adopted from taking on new projects to see if it can be effectively applied to their day-to-day operations (Longenecker, 2004), as this has not been done effectively throughout GDH in the past and it can be an effective way for us to justify the importance of investing in employee development if success can be proven. 
[bookmark: _Toc94870904]4.3 Succession Planning 
As GDH are a part of a sector that faces an ageing workforce and skills gaps across a range of departments they implement higher numbers of apprenticeships/traineeships, with a greater focus on recruiting student leaders to integrate the knowledge that they have adopted while developing the desired skills/knowledge that GDH will require to fill essential skill gaps (Fletcher and Harrington, 2018). Investing in apprentices/trainees would have a benefit in the long-term with money saved from not having to recruit from a sparce talent pool and it can also help with retainment (gov.uk, 2014) which could bring down GDH’s employee turnover rates. Companies such as Amazon have invested in providing apprenticeship programmes as a way to train the next generation of workers to develop the appropriate skills and to gain on-the-job training (Reisinger, 2019), which suggests that it would be an effective source of talent that GDH should utilise. 
One limitation is the quality time that needs to be provided from management to ensure that they have the knowledge and support to develop the effective skills, as many employees who are brought in on an apprenticeship/trainee basis may not have the appropriate skills for within the workplace (Work Institute, 2018). When a training needs analysis is conducted in line with HR strategy, each department could assess the skills gaps and assess how many apprentices/trainees they could manage to take on with their current capacities for HR to then find appropriate candidates. It would be important for HR to emphasise the future benefit to persuade senior management to invest in these individuals and to get commitment from the affected managers to allow for effective development, however, managers should already understand the benefits of apprenticeships/traineeships as within construction this one of the standard training routes (gov.uk, 2014). Ultimately, offering a higher number of apprenticeship/traineeships could help with the retainment of younger employees (Anonymous. 2007; SHRM, no date) and allow GDH to develop individuals to address skill problems identified within particular departments (CIPD 3, 2021).  Ultimately, having a higher number of apprenticeships/traineeships may give GDH some security when succession planning in ensuring that the skills/knowledge is being developed to fill high skilled roles instead of having to depend on a market with a sparce pool of candidates (Preston, 2021).  The cost of implementing this recommendation would be the time from the mentor/equipment needed to support their development but the majority of the time GDH would have funding through grants to help to compensate these costs. 
The cost of failing to implement these recommendations to GDH’s recruitment strategy could be that we fail to bridge the skills gap which results in further costs spent on trying to recruit within a sparce talent pool and that we see higher levels of attrition as a result of putting further pressure onto existing employees (Martinelli, 2017). The cost of recruiting for one role when advertising and the recruitment/onboarding process can cost the business thousands when considering time taken by management/HR along with the risk of recruiting the wrong individual (Thornton, 2021). Through these recommendations we can minimise these costs and reduce the skills gaps presented by developing in-house talent which will combat some of these costs. 
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