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AC 1.1 As part of an initial review of ParcelCare’s workforce challenges, consideration has been given to current labour market conditions and the organisation’s position within an increasingly competitive logistics sector. CIPD (2025a) highlights ongoing labour shortages, rising pay expectations and continued competition from flexible and gig-economy work, particularly within operational logistics roles. These conditions mean organisations such as ParcelCare must adopt more strategic approaches to attraction and retention.
A core element of strategic positioning is competitor analysis. Armstrong and Taylor (2023) emphasise that organisations should assess their strengths and weaknesses as an employer, including pay, benefits, working conditions, training, career prospects and job security. Understanding how competitors structure workloads, manage shift patterns and support employee development enables employers to benchmark their offer and identify areas for meaningful differentiation. This is especially relevant in parcel delivery, where newer entrants may compete on flexibility or incentives rather than long-term employment stability.
Employer brand also plays a significant role in labour market competitiveness. Armstrong and Taylor (2023) describe employer brand as the organisation’s image, shaped by fair treatment, development opportunities, management quality and overall organisational reputation. CIPD (2025b) guidance reinforces that employer brands must be authentic and aligned with the real employee experience in order to attract and retain staff. For ParcelCare, placing greater emphasis on secure employment, supportive management and realistic workload expectations would help strengthen its position compared with less secure, gig-based alternatives.
Career progression is particularly important in high-turnover operational sectors. Research within the transport and logistics industry identifies job satisfaction, organisational commitment and workplace structures as key influences on employee retention, with job security and career development highlighted as major retention factors (Sishuwa and Phiri, 2020). Industry experts further support this, noting that logistics employers who provide visible development opportunities and internal progression routes are better placed to retain experienced operational staff (Northen, 2023). From the organisation’s perspective, clearly defined pathways from driver or warehouse roles into supervisory or management positions would enhance the employee value proposition (EVP) and support long-term workforce stability.
Employee wellbeing also contributes to labour market positioning. CIPD (2023a) identifies job quality, including manageable workloads and supportive working conditions, as central to employee satisfaction and retention. In physically demanding logistics roles, industry guidance highlights the importance of protected rest breaks to reduce fatigue and prevent injury (LinkedIn, 2025). Embedding these practices into shift design would reinforce ParcelCare’s reputation as a responsible and ethical employer.
By combining competitor insight, a credible EVP, investment in progression and a strong approach to wellbeing, ParcelCare can position itself more effectively within a highly competitive labour market.
AC 1.2 Changing labour market conditions significantly influence ParcelCare’s resourcing decisions by affecting labour availability, pay expectations and the level of competition needed to secure talent. These shifts not only alter how the organisation approaches recruitment but also have wider implications for long-term workforce planning (CIPD, 2025c).
A key factor is the tightness of the labour market. In situations where vacancies outnumber available candidates, recruitment becomes far more challenging, and skills shortages are more likely to occur (Taylor & Woodhams, 2022). For ParcelCare, such conditions may restrict the supply of applicants for operational roles, prompting the organisation to adopt more flexible and competitive resourcing approaches. This may require ParcelCare to reconsider how roles are structured, explore alternative labour pools or adjust its recruitment processes to remain competitive in a restricted labour market.
Labour shortages also have a clear impact on recruitment methods. Evidence from CIPD (2025c) indicates that when labour supply is restricted, employers often broaden their sourcing strategies, target alternative labour pools and adjust job advertisements to emphasise security, development opportunities and flexibility. In ParcelCare’s context, this may involve reaching out to underrepresented groups, older workers, or candidates seeking part-time or flexible work. Increased competition may also require faster hiring processes or the adoption of digital screening tools to avoid losing candidates to rival employers.
Changing labour market conditions also influence retention and development decisions. Employers operating in tight markets frequently place greater emphasis on retention initiatives, development pathways and reorganising roles to reduce reliance on hard-to-fill positions (Taylor & Woodhams, 2022). Improvements to shift design, managerial support and career progression pathways can reduce turnover pressures and help maintain operational stability during periods of labour shortage.
Taylor and Woodhams (2022) advise there is also a notable impact on workforce planning. Workforce planning frameworks emphasise the need to forecast future demand, assess internal supply, identify gaps and decide how to address them. Shifts in demographic trends, reduced migration and rapid technological change will influence the types of skills ParcelCare requires. For example, developments in automation may lead to greater demand for digitally skilled employees, while demographic changes may reduce the availability of labour (Garrity, 2025).
Finally, broader PESTLE factors create further resourcing considerations. Economic pressures such as rising living costs influence wage expectations, legal requirements shape staffing decisions, and social trends towards greater flexibility affect job design (CIPD, 2025c). These external forces mean ParcelCare must review its resourcing strategy regularly to remain competitive.
AC 2.1 Effective workforce planning has a significant impact on an organisation’s ability to ensure it has the right skills, capacity and capability both now and in the future. The absence of structured workforce planning increases the risk of reactive recruitment, skills shortages and rising labour costs, particularly during peak delivery periods. Workforce planning enables a more strategic and evidence-based approach by forecasting labour demand, analysing workforce supply, identifying gaps and developing targeted strategies to address them (CIPD, 2025d).
One of the key benefits of effective workforce planning is the ability to better anticipate future labour demand. By analysing parcel volumes, seasonal peaks, long-term business plans and productivity targets, ParcelCare would be better positioned to anticipate when additional drivers, warehouse operatives or support roles are required. Hirsh (2019) highlights that workforce planning is about preparing for future scenarios rather than reacting to immediate pressures. This forward-looking approach reduces last-minute recruitment, reliance on agency staff and operational disruption.
Workforce planning also improves understanding of internal and external labour supply. This includes analysing workforce demographics, turnover trends, skill levels and local labour market availability (CIPD, 2025d). Larder (2025) notes that many organisations continue to ‘fly blind’ without structured workforce planning, making it difficult to align skills with operational needs and increasing the likelihood of capability gaps. Analysing supply would support ParcelCare to make informed decisions about whether skills should be developed internally or sourced externally.
A further impact is the ability to identify and analyse workforce gaps. Mapping current capability against future operational requirements allows organisations to pinpoint where shortages are likely to arise. Britnell (2019) highlights that many organisations lack visibility of their existing capability, leading to unresolved skills risks. Identifying these gaps early would allow ParcelCare to intervene through development, recruitment or role redesign before service delivery is affected.
Once gaps are identified, workforce planning supports the development of targeted strategies to address them. Evidence suggests that reskilling and capability development are increasingly critical as organisations face ongoing labour shortages and skills change (Soliman, 2025). ParcelCare could invest in training, clearer progression pathways, improved shift allocation or the use of automation to supplement labour where shortages persist.
This approach reflects workforce planning practice within Carmarthenshire County Council, where workforce planning is used to forecast service demand, analyse workforce supply and identify critical roles and skills gaps before they impact service delivery (Carmarthenshire County Council, 2024). Applying similar principles would enable ParcelCare to move away from reactive recruitment and towards more structured, evidence-based resourcing decisions.
AC 2.2 Workforce planning relies on a range of techniques to help organisations anticipate future labour demand, assess internal capability and determine how best to address workforce gaps. Where workforce planning has not previously been undertaken, ParcelCare risk relying on reactive recruitment, leading to staffing shortages, increased labour costs and operational pressure during peak delivery periods. Using a combination of techniques allows leaders to make more informed and sustainable resourcing decisions rather than relying on short-term fixes (Orgvue, 2024).
One commonly used technique is managerial judgement, where managers draw on their operational experience to forecast staffing needs. Armstrong and Taylor (2023) highlight that managers often have valuable insight into working patterns, service pressures and seasonal fluctuations. ParcelCare could forecast delivery surges, such as seasonal peaks or promotional periods. However, reliance on judgement alone is limited by subjectivity and inconsistency. CIPD (2025d) caution that judgement-based forecasting can overlook wider labour market trends or emerging skills risks if it is not supported by data.
A more evidence-based technique is trend analysis, which examines historical data such as turnover, absence, vacancy rates and recruitment timelines. This approach enables organisations to identify recurring workforce pressures and emerging risks. Data like driver turnover, agency spend, or absence rates, means ParcelCare can assess where staffing pressures are most acute. However, trend analysis assumes that future conditions will reflect past patterns. As Roper (2024) notes, recent labour market uncertainty means historical data may be less reliable if used in isolation.
Scenario planning offers a more strategic technique by modelling multiple future workforce scenarios based on economic, technological or labour market uncertainty. This approach allows organisations to test assumptions and explore the workforce impact of different outcomes. Scenario planning could support preparation for sustained labour shortages, rising operational costs or increased automation. While highly valuable, this technique requires analytical capability and time investment, which may present challenges for organisations new to workforce planning (CIPD, 2025d).
A further technique is the use of skills audits, which assess current employee capability against future requirements. This enables organisations to identify skills gaps that may be addressed through development rather than external recruitment. For ParcelCare, this could support internal progression into supervisory or planning roles, strengthening retention while reducing recruitment risk. However, skills audits rely on accurate role definitions and consistent performance data to be effective (Nemcova, 2025).
Overall, no single technique is sufficient in isolation. For ParcelCare, combining managerial insight with data analysis, scenario planning and skills audits would provide senior leaders with greater visibility, reduce resourcing risk and support more proactive, cost-effective workforce planning decisions
AC 2.3 ParcelCare currently advertises vacancies on its website and relies on line manager interviews as its primary selection method. While both approaches are widely used, evaluating their strengths and limitations is essential before expanding the organisation’s recruitment and selection strategy.
Advertising vacancies on the organisation’s website is a low-cost method that allows ParcelCare to retain full control over employer branding and job messaging. This approach is particularly effective for attracting candidates who are already familiar with the organisation or actively seeking work (CIPD, 2025e). However, a key limitation is its restricted reach. Website-only advertising depends on candidates finding the site themselves, which can significantly narrow the talent pool and limit access to passive jobseekers. This is increasingly problematic in tight labour markets where competition for operational roles is high.
To broaden attraction, social media recruitment, such as LinkedIn or Facebook, offers a useful additional method (Personnel Today, 2016). Social platforms allow organisations to target specific audiences, promote organisational culture and enhance employer brand visibility (CIPD, 2025e). However, this approach has notable disadvantages. Social media recruitment requires regular content management and monitoring to remain effective, and algorithm-driven visibility can limit who sees job adverts. It can also generate high volumes of unsuitable applications, increasing administrative workload (Moore, 2023). These limitations mean social media should complement, rather than replace, other recruitment channels.
Turning to selection methods, interviews remain a common and valuable tool. Interviews allow managers to explore candidates’ experience, motivation and communication skills. However, Armstrong and Taylor (2023) caution that interviews are vulnerable to bias and inconsistency unless they are structured and supported by objective assessment criteria. Unstructured interviews, in particular, have relatively low predictive validity and may encourage decision-making based on intuition rather than evidence, reducing fairness and reliability.
In comparison, work trials provide a more robust selection method by assessing candidates’ ability to perform actual job tasks. Armstrong and Taylor (2023) highlight that work sample tests replicate key aspects of the role and demonstrate high predictive validity, particularly where specific and measurable skills are required. This makes them especially suitable for ParcelCare’s delivery and warehouse roles, where safe driving, manual handling and time management can be observed directly (Lewis, 2021). CIPD guidance supports this, noting that work samples are among the strongest predictors of future job performance (CIPD, 2024a). However, work trials must be carefully designed to avoid legal risks, as unpaid or extended trials may breach minimum wage legislation (Solo, 2025).
AC 3.1 Where employee turnover exceeds internal targets, it is important to look beyond headline figures and understand why employees are choosing to leave ParcelCare. Turnover data alone does not indicate whether exits were preventable or driven by factors outside organisational control. CIPD (2024b) shows that average UK employee turnover has remained elevated in recent years, reinforcing the need for organisations such as ParcelCare to analyse turnover more critically rather than treating it as inevitable.
A key distinction is between avoidable and unavoidable turnover. Unavoidable turnover includes exits that are largely outside organisational control, such as retirement, long-term ill health or relocation. While this type of turnover still requires monitoring for workforce planning purposes, it does not usually indicate organisational failure. In contrast, avoidable turnover refers to resignations that the organisation could reasonably influence, for example through improvements to leadership, workload design, pay, progression or wellbeing support (CIPD, 2024c). High levels of avoidable turnover are particularly costly, as they often involve the loss of experienced employees whose departure may have been prevented. This is supported by Rusi and Viollet (2024), who identify job satisfaction, organisational commitment and working conditions as key predictors of voluntary turnover.
This distinction is especially relevant in logistics and delivery environments. ONS (2023) data shows that transport and storage remain a sector characterised by relatively high workforce movement, reflecting the physically demanding nature of roles and the availability of alternative employment. Industry experts further highlight that feeling undervalued, workload pressure and limited progression are common contributors to avoidable turnover within logistics organisations (Hi Lo Staffing, 2024).
Turnover can also be analysed through push and pull factors. Push factors are internal aspects of the organisation that drive employees away, such as excessive workloads, insufficient rest breaks, weak leadership or lack of development opportunities. Thomas (2019) identifies unsupportive leadership and poor employee wellbeing as significant drivers of disengagement and voluntary turnover. In operational roles like those at ParcelCare, unmanaged workload intensity may therefore act as a strong push factor.
Pull factors, by contrast, attract employees towards external opportunities. These may include higher pay, improved work–life balance or clearer career progression elsewhere. Research from the Bevan (2023) suggests that employees are often pushed out by dissatisfaction before being pulled by external opportunities, particularly during periods of labour shortage.
Distinguishing between avoidable and unavoidable turnover, alongside analysing push and pull factors, enables ParcelCare to focus retention efforts on areas within its control, rather than accepting high turnover as an unavoidable feature of the sector.
AC 3.2 Retention of warehouse staff presents a significant challenge for ParcelCare due to intense labour market competition and the physically demanding nature of roles. A range of retention approaches can be used, including realistic job previews, induction, job enrichment and reward, each addressing retention in different ways.
Realistic job previews (RJPs) aim to provide candidates with an honest picture of the role before appointment, including workload, physical demands and shift patterns. Research suggests that RJPs reduce early turnover by aligning expectations and minimising job shock (Robson, 2024). For warehouse roles, this may include explaining manual handling requirements or peak-period pressures. While RJPs may deter some applicants, they tend to improve retention by attracting candidates who are better suited to the role, making them particularly effective in high-turnover operational environments (Armstrong and Taylor, 2023).
Induction focuses on supporting employees once they join the organisation. Effective induction helps new starters understand organisational values, health and safety requirements and performance expectations, supporting early engagement and confidence (CIPD, 2023b). For ParcelCare, a structured warehouse induction could reduce early exits linked to uncertainty or lack of support. However, induction alone is often insufficient for long-term retention unless reinforced by ongoing development and supportive management.
Job enrichment addresses retention by improving the quality of work itself. This approach involves increasing autonomy, task variety or responsibility, which can enhance motivation and job satisfaction (Armstrong and Taylor, 2023). In a warehouse context, this might include multi-skilling across picking, loading and inventory tasks or involving employees in problem-solving activities. While job enrichment can strengthen engagement and retention, its impact may be limited where roles remain physically demanding or tightly controlled.
Reward is still a key consideration when seeking to retain staff, particularly in competitive labour markets. Competitive pay, shift premiums and attendance bonuses can help retain warehouse staff by addressing financial pull factors (CIPD, 2023c). However, evidence suggests that reward alone does not sustain long-term retention if working conditions or progression opportunities are weak (Taylor and Woodhams, 2022). For ParcelCare, reward strategies are most effective when combined with development and wellbeing initiatives.
While reward may address short-term retention pressures, approaches such as realistic job previews and induction help prevent early turnover, and job enrichment supports longer-term engagement. A blended approach is therefore most effective for retaining warehouse staff in a highly competitive labour market.
AC 3.3 Dysfunctional employee turnover occurs when organisations lose employees whose exit creates operational, financial or capability-related harm. This type of turnover is particularly problematic where employees hold valuable organisational knowledge, established skills or experience that cannot be quickly or easily replaced. While some employee turnover is unavoidable, such as retirement or long-term ill health, dysfunctional turnover represents a preventable risk that can undermine performance if not actively managed (CIPD, 2024b).
One of the most significant impacts of dysfunctional turnover is financial cost. Direct costs arise from recruitment advertising, agency fees, interview time, onboarding, induction and initial training of replacement employees (Price, 2025). Research indicates that replacing an employee can cost a substantial proportion of their annual salary, particularly where specialist or experienced roles are involved (O’Reilly, 2025). ParcelCare may experience this through repeated turnover in warehouse or driver roles which increases recruitment frequency, placing ongoing pressure on budgets and HR capacity.
In addition to direct costs, dysfunctional turnover generates considerable indirect costs. When experienced employees leave, productivity often declines as work is redistributed or remains unfilled. New starters typically require time to reach full operational effectiveness, during which errors, inefficiencies and service delays are more likely (Walker, 2024). This can have a direct impact on customer satisfaction and operational reliability, particularly in time-sensitive delivery environments.
The loss of skills, knowledge and experience is another critical impact. Employees who have developed role-specific knowledge, route familiarity or informal problem-solving skills take this expertise with them when they leave. CIPD highlight that such losses weaken organisational capability and reduce the return on investment in training and development (CIPD, 2024b).
Dysfunctional turnover also affects employee morale and organisational culture. High levels of turnover can increase workload pressure on remaining staff, reduce team stability and impact the fostering of psychological safety in the workplace (CIPD, 2024d). Cholteeva (2022) suggests that sustained turnover is associated with declining trust, lower morale and increased intentions to leave among remaining employees, creating a self-reinforcing cycle of attrition.
Finally, dysfunctional turnover undermines workforce planning and organisational resilience. Constant replacement of experienced staff limits the organisation’s ability to build internal talent pipelines, develop future supervisors and plan effectively for growth or change (ThriveTech, 2025).
AC 4.1 ParcelCare currently employs the majority of its delivery drivers on permanent, full-time contracts. These contracts remain appropriate for the organisation’s core delivery operations, as they provide stability, predictability and a clear employment relationship. Permanent employees are subject to stronger mutual obligations around attendance, performance, conduct and availability, which supports service reliability, customer satisfaction and compliance with health and safety requirements (ACAS, 2025). Daniels (2022) highlights that permanent contracts offer employers greater managerial control, clearer reporting arrangements and stronger behavioural expectations, all of which are particularly important in operational, safety-critical roles such as delivery driving.
However, permanent full-time contracts also create fixed labour costs. Where delivery demand fluctuates significantly, this can result in inefficiencies, including overstaffing during quieter periods or excessive overtime during peaks. Daniels (2022) notes that traditional employment models can become misaligned with business need where work volumes vary, increasing cost pressure and operational risk. For ParcelCare, reliance on permanent contracts alone may therefore limit flexibility and responsiveness.
One alternative arrangement is the use of fixed-term contracts. Fixed-term employees retain employee status, meaning ParcelCare can apply the same work practice standards, sickness absence procedures and performance expectations as for permanent staff (CIPD, 2024e). These contracts are particularly suitable for predictable surges in demand, such as Christmas or promotional periods, allowing capacity to be increased without long-term commitment. From a financial perspective, fixed-term contracts support cost control by aligning labour spend with known operational need. However, Daniels (2022) cautions that repeated use of short-term contracts can weaken employee engagement and increase training and induction costs if turnover is high.
A further option is zero-hours contracts, which usually create worker rather than employee status. Zero-hours arrangements provide maximum flexibility, enabling ParcelCare to respond quickly to fluctuating delivery volumes, sickness absence or short-notice operational pressures (CIPD, 2024f). These contracts reduce guaranteed wage costs and may appeal to individuals seeking flexible work patterns. Daniels (2022) emphasises that zero-hours contracts reduce mutuality of obligation, meaning workers are less committed to accept work and employers have reduced control over availability. This can create risks around reliability, continuity and workforce engagement, particularly in time-sensitive delivery environments.
These flexible arrangements also reflect wider gig-economy models, where work is delivered through non-standard contracts. While such models can support short-term capacity, they often shift risk from the organisation to the individual and may raise ethical, reputational and legal considerations (Daniels, 2022). For ParcelCare, over-reliance on such arrangements could undermine service consistency and retention.
It would appear that permanent full-time contracts remain suitable for ParcelCare’s core delivery workforce, ensuring stability, accountability and service quality. Fixed-term contracts offer controlled flexibility for predictable peaks, while zero-hours contracts can provide short-term responsiveness. A blended contractual approach would enable ParcelCare to better match workforce capacity to demand while balancing financial control, operational reliability and employee relations.
AC 4.2 Effective onboarding plays a critical role in supporting new employees to integrate successfully into an organisation and perform effectively in their roles (Newhouse, 2022). While ParcelCare currently adopts an ad hoc approach focused on administration and health and safety, evidence suggests that a more structured onboarding process delivers significant organisational and employee benefits (Taylor and Woodhams, 2022).
Onboarding goes beyond completing paperwork or basic induction tasks. It includes pre-employment communication, clear role information, clarification of expectations, socialisation into the organisation and access to ongoing support and development (CIPD, 2023d). Taylor and Woodhams (2022) emphasise that onboarding helps employees understand not only what is expected of them, but how work is done within the organisation, including informal norms, behaviours and standards.
One of the most significant benefits of effective onboarding is improved retention. Poor or inconsistent onboarding increases the risk of what Taylor and Woodhams (2022) describe as an ‘induction crisis’, where employees feel uncertain, unsupported or overwhelmed, leading to poor performance or early exit.
In contrast, structured onboarding helps reduce early turnover by building confidence, clarity and engagement during the critical first months of employment. This is particularly important for ParcelCare, where early turnover among operational staff can be costly and disruptive.
Effective onboarding also accelerates time to competence. When employees receive clear role information, training and support from the outset, they reach full productivity more quickly. CIPD guidance highlights that onboarding improves role effectiveness by ensuring employees understand systems, processes and performance expectations early on (CIPD, 2023d). This reduces errors, reliance on colleagues and operational inefficiencies.
Another key benefit is improved employee experience and engagement. Onboarding supports social integration by helping new starters build relationships, understand organisational culture and feel part of the team. The CIPD Profession Map identifies employee experience as a key driver of engagement, wellbeing and retention, with onboarding shaping employees’ early perceptions of the organisation (CIPD, 2025f). Feeling welcomed and supported increases commitment and discretionary effort.
Technology can further enhance onboarding effectiveness. Digital onboarding tools allow organisations to provide consistent pre-start information, automate administrative processes and deliver learning in a structured way, freeing managers to focus on support and coaching (CIPD, 2024g). Newhouse (2022) also highlights that effective onboarding strengthens employer reputation and supports long-term performance, particularly in competitive labour markets.
Investing in effective onboarding supports faster integration, improved performance, stronger retention and a more positive employee experience. For ParcelCare, a structured onboarding approach would reduce early turnover risks, enhance operational stability and demonstrate commitment to its workforce.
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