5HR02 – Talent management and workforce planning
New entrants to the parcel delivery market and other labour market competitors have adversely affected ParcelCare’s ability to compete in labour markets. Explain how ParcelCare can strategically position themselves in competitive labour markets. (AC 1.1)
ParcelCare is struggling to attract and retain staff due to increasing competition in the labour market, particularly from newer, more flexible delivery companies. To respond effectively, ParcelCare must strategically position itself as an attractive and distinctive employer, drawing on internal strengths and adapting to external market conditions.
A key step is competitor analysis. Taylor and Woodhams (2022) emphasise that understanding competitors’ offers - such as pay, flexibility, and development - is vital for strategic positioning. ParcelCare should benchmark its reward structures, working conditions, and job roles against rivals, identifying ways to differentiate, such as offering secure employment and clear career paths.
Undertaking a SWOT analysis will help ParcelCare understand its internal strengths and weaknesses alongside external opportunities and threats. Internally, its long-standing national presence and brand recognition can be considered key strengths; however, outdated systems, rigid working patterns and a lack of modern engagement practices may represent significant weaknesses. Externally, ParcelCare operates in a highly competitive labour market where economic pressures and worker expectations are influencing job choices. According to the CIPD Labour Market Outlook (2025), employers, particularly in sectors such as transport and logistics, are continuing to face significant recruitment challenges. The report notes that many are responding by improving job quality, offering flexible working arrangements, and focusing more on retention through enhanced benefits and career development. 
ParcelCare’s organisational positioning involves clearly defining its place in the labour market and articulating what makes it an employer of choice. This means aligning its employment offer with workforce expectations, such as flexibility, wellbeing, and development opportunities, and promoting this consistently across regions. As Taylor and Woodhams (2022) suggest, regional labour dynamics should inform tailored recruitment strategies.
Employer branding reinforces this positioning. According to the CIPD (2024a), a clear, authentic brand helps organisations stand out, attract aligned candidates, and retain talent. ParcelCare should share employee success stories and visibly promote its culture, values, and development pathways.

Explain the impact of changing labour market conditions on resourcing decisions at ParcelCare. (AC 1.2)
Resourcing decisions are influenced by changing labour market conditions. Understanding whether the organisation is operating in a tight or loose labour market is essential when planning recruitment and workforce strategies. As Taylor and Woodhams (2022) explain, a tight labour market occurs when there are more vacancies than active jobseekers, often leading to skills shortages. This forces employers to compete more aggressively for talent. In contrast, a loose labour market is when there is an oversupply of candidates and fewer roles available - making it easier to recruit but potentially harder to retain top talent.
Currently, ParcelCare is facing the conditions of a tight labour market, especially in operational and delivery roles. According to the CIPD Labour Market Outlook (2025), employers in transport and logistics continue to struggle with recruitment due to competition, a limited talent pool, and changing workforce expectations. This environment is forcing ParcelCare to rethink its resourcing approach - particularly its employer branding, job design, and retention strategies.
In a tight market, ParcelCare must act creatively and invest in a mix of resourcing solutions. Taylor and Woodhams (2022) recommend strategies such as reorganisations, where tasks are redistributed to reduce reliance on hard-to-fill roles, and development initiatives that focus on upskilling internal staff or recruiting individuals with potential rather than fully developed skill sets. Resourcing decisions may also include investing in new recruitment methods, such as targeting underrepresented groups or using digital platforms to widen the talent pool.
A PESTLE analysis can support this process by assessing wider external factors that may impact resourcing decisions. It is a broad fact-finding activity that helps organisations identify political, economic, social, technological, legal, and environmental factors that may present risks or opportunities, ultimately supporting better-informed and more agile people strategies (Hayden, 2025). For example, economic conditions such as inflation may drive wage expectations up, while social changes are influencing demand for flexible work. ParcelCare must respond to these external shifts by enhancing their employee value proposition, redesign job roles, and engage in long-term workforce planning, such as working with local colleges to build a pipeline of future talent.
In summary, changing labour market conditions, especially in tight markets, have a direct impact on how ParcelCare plans, recruits and retains its workforce. Resourcing strategies must now be more agile, forward-thinking and aligned to external labour dynamics.

You are aware that workforce planning has not been carried out in the past and decide to persuade the senior leadership team that this activity is worth doing.  Analyse the impact of effective workforce planning, making clear how ParcelCare could benefit from this activity. (AC 2.1)
Workforce planning can be defined as “the process of balancing labour supply (skills) against the demand (numbers needed). It includes analysing the current workforce, determining future workforce needs, identifying the gap between the present and the future, and implementing solutions so that an organisation can accomplish its mission, goals, and strategic plan” (CIPD, 2024b). Workforce planning is not just a theoretical HR concept - it’s a practical tool that ensures we have the right people, with the right skills, in the right place, at the right time and cost (CIPD, 2024b). 
As ParcelCare faces high turnover, skills shortages and increased delivery demands, workforce planning could have a signification positive impact. One major benefit is improved productivity and sustained performance. Billot (2025) highlights that organisations with active workforce planning are better positioned to respond quickly to change, reduce skills mismatches, and maintain service levels. Referring to ParcelCare, this could mean ensuring they are not caught short during peak periods, like the Christmas period, where last-minute recruitment tends to drive up costs and compromise delivery quality.
Another key benefit of workforce planning is the potential to reduce labour costs. As the CIPD (2024b) explains, hard workforce planning - through the analysis of workforce data and trends - enables organisations to forecast demand more accurately and avoid both understaffing and over-recruitment. This helps to minimise unnecessary expenditure and improve resource allocation. At the same time, soft workforce planning, which focuses on people’s skills, abilities, and development needs, can support retention by helping managers anticipate workforce challenges and proactively engage, support, and develop employees through clear career pathways (CIPD, 2024b). 
Workforce planning also plays a vital role in succession planning and development. By identifying internal talent and addressing future skills gaps early, ParcelCare can reduce reliance on costly external recruitment and build a strong internal pipeline of skilled employees. As Taylor and Woodhams (2022) explain, succession planning involves developing pools of talent who are prepared to step into key roles as they become available, rather than reacting at the last minute. This improves continuity, reduces disruption and ensures that individuals are aligned with the organisation’s culture and values. Development tools such as mentoring, job shadowing, and cross-departmental projects support this process while also strengthening engagement and retention (Taylor and Woodhams, 2022). For ParcelCare, succession planning offers a proactive way to meet future needs, strengthen leadership capability, and create clearer career pathways - benefiting both the organisation and its people.
The CIPD have a workforce planning model which gives ParcelCare a structured, repeatable approach to planning workforce needs effectively (see below).
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Workforce planning would allow ParcelCare to take control of its staffing challenges, rather than constantly reacting. Workforce planning is not just about numbers - it’s about making smarter, future-focused decisions that build resilience and drive long-term success.

To strengthen your argument to introduce workforce planning, evaluate techniques that can be used to support the process of workforce planning. (AC 2.2)
When it comes to workforce planning, several techniques can support ParcelCare, each with pros and cons. One common method is managerial judgement, where senior managers use their experience and insights to estimate future workforce needs based on business plans and anticipated changes. As Taylor and Woodhams (2022) explain, this approach is flexible, fast, and low-cost, making it useful for a dynamic environment like ParcelCare’s, where delivery demand can fluctuate quickly. However, managerial judgement can be subjective and inconsistent across departments, and without supporting data, it risks bias that could lead to uneven staffing decisions.
In contrast, data-driven approaches offer a more objective way to forecast workforce needs. ParcelCare can analyse internal data such as employee turnover and promotion rates to understand current workforce supply and identify gaps. Supplementing this with external labour market data - like local availability of drivers - can improve recruitment planning. The CIPD (2024b) recommends using such structured data to reduce guesswork and build a clearer picture of future needs. Skills for Health (2024) highlights that data-led workforce planning enables “smarter, faster, and more sustainable” staffing decisions, helping spot early warning signs like rising attrition or skill mismatches. However, this method relies heavily on accurate and up-to-date HR data, which can sometimes be a limitation if systems are not fully integrated or maintained.
Another technique is working backwards from costs, where staffing levels are planned based on budget constraints. While this can help ParcelCare control labour costs, there is a risk of focusing too narrowly on short-term savings, which could undermine long-term workforce stability and impact delivery quality.
Finally, scenario planning offers a strategic, long-term perspective by imagining alternative futures - such as technological changes or shifts in labour supply - and assessing their potential impact on skills and staffing (Armstrong and Taylor, 2023). Although time-intensive, this technique builds resilience and encourages proactive planning, which would benefit ParcelCare by preparing for various possible market or operational changes.
Overall, a blended approach is best. ParcelCare should combine managerial judgement with robust data analysis, budget considerations, and scenario planning. This mix will provide a flexible, evidence-based workforce strategy able to meet both immediate operational demands and longer-term challenges.

Currently, vacancies are advertised on ParcelCare’s website. Line managers then interview shortlisted applicants. You feel that these are suitable recruitment and selection methods to use but want to broaden the methods used. Evaluate the strengths and weaknesses of two different recruitment methods and two different selection methods. (AC 2.3)
One strong recruitment method is the use of external recruitment agencies. According to Randstad (2025), agencies remain the most commonly used route for job seekers, with 43% using them to search for a job and 28% successfully changing employer through this method. Recruitment agencies provide access to large, pre-screened talent pools and are especially valuable for filling specialist or hard-to-fill roles, whether on a permanent or temporary basis. They typically have strong knowledge of current market trends and can respond quickly to urgent hiring needs. However, there are drawbacks to consider. The cost of using agencies can be significant - especially when relied on frequently - and the organisation may have less control over how its employer brand is communicated (BBC, 2025; CIPD, 2024c). Additionally, not all candidates sourced externally may align with the organisation’s culture or long-term goals.
Although Randstad (2025) highlights LinkedIn as the second most common method for job seekers overall, the report also notes that operational talent tends to rely on it less frequently. In the context of ParcelCare, employee referral schemes could be a valuable addition to the recruitment strategy. These schemes encourage existing staff to recommend friends or professional contacts they believe would be suitable for open roles. According to Armstrong & Taylor (2017), 33% of candidates reported using a referral scheme during their job search. A key advantage of this method is its cost-effectiveness and potential to attract candidates who already have some understanding of the company through personal connections (CIPD, 2017). However, there are limitations. Candidates are likely to have a favourable opinion of the organisation if the referrer enjoys their job, though they’re unlikely to recommend it as a workplace otherwise (CIPD, 2017). Referrals often come from similar social or demographic groups, which could unintentionally narrow the talent pool and also limit diversity.
In terms of selection methods, one widely used and evidence-based approach is the structured interview. Unlike informal interviews, structured interviews follow a consistent format - typically with pre-agreed questions focused on job-relevant competencies. According to McCartney (2024a) this method offers higher reliability and fairness, as all candidates are assessed against the same criteria. For ParcelCare, this could improve the quality of hire while reducing bias in decision-making. However, one limitation is that structured interviews may not always allow space to explore an individual’s personality or adaptability in unexpected situations, which can be particularly important in fast-paced operational roles (Armstrong & Taylor, 2017).
Another selection method to consider is the use of assessment centres. These involve a combination of exercises - such as role plays, group tasks and presentations - designed to assess a range of skills and behaviours. As outlined by McCartney (2024a), assessment centres are highly effective at predicting future performance, especially for team-based or leadership roles. They provide a more rounded picture of a candidate’s abilities than interviews alone. For ParcelCare, this approach could be particularly useful when recruiting for roles for graduates or candidates requiring strong interpersonal or problem-solving skills. However, assessment centres can be resource-intensive, requiring time, trained assessors, and planning (Armstrong & Taylor, 2017). 

On examining employee turnover rates, you feel the rate is higher than it should be, and higher than internal targets. To try to understand this further, discuss differences between avoidable and unavoidable turnover and differences between push and pull factors. (AC 3.1)
ParcelCare needs to understand the difference between avoidable and unavoidable turnover and weigh up ‘push’ versus ‘pull’ factors, to address its higher than target attrition rate. Avoidable turnover stems from internal, controllable issues such as poor leadership, low pay, limited development opportunities, or a disengaging culture - factors HR can actively influence (Taylor & Woodhams, 2022; CIPD, 2025b). Unavoidable turnover, by contrast, arises from external circumstances like retirement, illness, or relocation - events that are largely outside the organisation’s control (Thomas, 2019). While some level of turnover is expected, high avoidable turnover can negatively impact performance, morale, and operational cost-efficiency (CIPD, 2025b).
To respond effectively, ParcelCare must address both push and pull factors. Push factors are internal frustrations that drive employees away, such as poor line management, limited progression, lack of recognition, or excessive workload (CIPD, 2025b). The CIPD emphasises that many of these causes are preventable through better pay structures, clearer development pathways, and improved management practices. On the other hand, pull factors stem from external opportunities - like better pay, flexible working, or more appealing job roles at other companies (CIPD, 2025b). While harder to control, organisations need to remain competitive to retain talent.
Investing in “care-driven leadership”, where managers show empathy and support, can significantly reduce turnover by tackling core push factors (Thomas, 2019). When employees feel heard and supported, their loyalty and engagement increase - even in the face of external pulls. It’s also important to recognise that certain groups, including women and LGBTQ+ employees, are more likely to face push-related challenges such as exclusion or discrimination (CIPD, 2025b). Without intervention, these groups may leave at disproportionately high rates.
To understand why people are leaving, ParcelCare should conduct confidential exit interviews - ideally via neutral parties or external providers - to gather honest insights (CIPD, 2025b). Combined with regular engagement surveys and internal data analysis, this will help pinpoint whether exits are driven by push or pull factors and allow for targeted retention strategies to be implemented.

Retention of warehouse staff is an issue, as there are many labour market competitors. Compare the following retention approaches: realistic job previews; induction; job enrichment; and reward. (AC 3.2)
Comparing different retention strategies can help us identify what really makes a difference. One useful approach is the use of realistic job previews (RJPs). This involves being upfront with candidates about both the positive and more demanding aspects of the role. The North Yorkshire Police case study provides a great example of this in practice - when they introduced RJPs, they saw a noticeable reduction in early leavers, because expectations were aligned from the start (Hogarth, 2021). For ParcelCare, this could mean being honest about physical demands, shift patterns and warehouse conditions before day one, helping avoid disappointment and quick exits.
Another retention approach is induction. A positive induction can have a strong impact on how new employees feel about their role and the wider organisation. If handled well, it can increase early engagement, build confidence and help new starters feel like they belong, which is essential in fast-paced warehouse environments. According to McCartney (2024b), a well-structured induction improves retention by laying a solid foundation from the beginning, especially when it includes key information, access to support, and early role clarity, therefore positively affecting employee turnover. 
Job enrichment is a longer-term strategy that enhances the design of the role itself. When employees are given more variety, autonomy and a sense of ownership, their motivation and overall job satisfaction can significantly improve. According to Young (2024), enriched roles not only make work feel more fulfilling but also support career development, healthier workloads, and long-term organisational sustainability. For ParcelCare’s warehouse staff, this might mean introducing responsibilities like overseeing stock accuracy, participating in quality checks, or leading small shift teams, therefore increasing engagement by helping employees feel trusted and valued.
Reward plays a central role in retention, particularly when it goes beyond just base pay. A total reward approach - one that combines financial elements like salary and bonuses with non-financial aspects such as recognition, career development, wellbeing support, and flexible working - is far more effective in building loyalty (CIPD, 2025c). The CIPD continue to state that then employees feel recognised and fairly rewarded, they’re more likely to remain committed to the organisation. For ParcelCare, introducing or improving benefits like shift flexibility, peer recognition schemes, or development pathways could help warehouse staff feel more appreciated and supported. It also gives ParcelCare a competitive edge by offering a more well-rounded employee value proposition - something that’s becoming essential in attracting and retaining talent in today’s tight labour markets.
Taking cost, resource and effectiveness into account, the most balanced and impactful approach for ParcelCare would likely be to prioritise a strong induction process combined with realistic job previews. These approaches are relatively low-cost to implement and don’t require significant ongoing resources, yet they can have a big effect on early retention by managing expectations and creating a sense of belonging from the start. While job enrichment and total reward strategies offer longer-term benefits, they will require more investment and change. Starting with realistic onboarding and expectation management gives ParcelCare a solid foundation to reduce early turnover and improve retention, while gradually developing more resource-intensive strategies like reward and job design over time.

To influence the senior leadership team to accept that employee turnover should be addressed, explain the impact of dysfunctional employee turnover. (AC 3.3)
Dysfunctional turnover occurs when high-performing, experienced, or hard-to-replace employees leave the business (Maertz et al., 2022). Unlike expected or routine turnover, this kind of loss is far more damaging and disruptive, especially for a company like ParcelCare, where operational consistency and skilled staff are essential.
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As the table above shows, there are many direct and indirect costs of dysfunctional turnover. The direct costs associated with dysfunctional turnover are immediate and measurable. Every time a strong employee resigns, organisations incur costs linked to processing the resignation, advertising the role, using agencies or assessment centres, and inducting a new starter (CIPD, 2025a). As Taylor and Woodhams (2022) point out, these roles are more likely to be filled externally, increasing recruitment spend further. In a high-turnover area like logistics, the financial burden adds up quickly.
Beyond these upfront costs, the indirect costs often have longer-lasting consequences. When experienced staff leave, they take with them vital knowledge, relationships, and workflow efficiency. According to CIPD (2025a), this creates a productivity dip - not just from the leaver, but also from their replacement, who will need time to get up to speed. There is also the risk of reduced morale and engagement among remaining team members, particularly if turnover stems from unresolved internal issues like poor leadership, unclear progression, or a lack of recognition.
Taylor and Woodhams (2022) also emphasise the loss of return on investment when a trained, high-performing employee departs. The time and resources spent on developing that person end up benefitting another organisation. This is particularly damaging in roles where skills are built up over time and cannot easily be replaced.
Finally, there’s the reputational risk. High turnover, especially among strong performers, may suggest deeper issues with culture, leadership, or reward (CIPD, 2025b). Over time, this damages ParcelCare’s employer brand, making it harder to attract quality candidates and fuelling a cycle of recruitment challenges.
If ParcelCare wants to remain competitive and sustainable, tackling the causes and impacts of dysfunctional turnover should be seen as a business-critical priority. 

ParcelCare employs the majority of employees on permanent, full-time contracts. You feel these contracts have their place, but it is time to consider whether other types of contractual arrangements could be beneficial to the organisation, especially when demand for delivery services increases and decreases. Assess the suitability of permanent, full-time contracts for delivery drivers as well as two other types of contracts. (AC 4.1)
A permanent full-time contract is one of the most traditional forms of employment, where an individual works a set number of hours per week - usually between 35 and 40 - and remains employed on an ongoing basis unless either party ends the agreement. According to Daniels (2022), these contracts provide the clearest legal structure, setting out key express terms (such as hours, duties, and pay) and supported by implied terms like mutual trust and confidence. As noted by Ayling (2024), permanent full-time contracts offer predictability and long-term workforce stability, which can benefit ParcelCare in planning rotas, maintaining consistent delivery standards, and building staff loyalty over time. From an employee perspective, they provide job security and full statutory rights, including sick pay, holiday entitlement, and protection from unfair dismissal (GOV UK, 2025). However, there are downsides to consider - especially in operational contexts like ParcelCare’s. Daniels (2022) points out that permanent contracts can reduce flexibility and make it more difficult to adapt staffing levels in response to changing business needs. This can be a challenge in sectors like logistics, where workload fluctuates significantly during peak seasons. Furthermore, when roles need to be restructured or removed, employers face higher legal and financial responsibilities, such as notice periods and redundancy payments (Ayling, 2024).
A flexible alternative to full-time permanent contracts is fixed-term contracts (FTCs), which can be especially useful during periods of seasonal demand or short-term cover. For ParcelCare, this provides a way to manage peaks in delivery without long-term commitment. As Daniels (2022) explains, FTCs allow organisations to bring in additional support for a specific period or task, helping manage costs and capacity effectively. According to GOV.UK (2025), fixed-term employees are entitled to the same rights as permanent staff - such as pay, pension contributions, and holiday entitlement, which ensures fairness. This is also protected by the Fixed-Term Employees (Prevention of Less Favourable Treatment) Regulations (2002), which make it unlawful to treat someone on an FTC less favourably than a comparable permanent employee unless there’s a justified reason. The CIPD (2023) emphasises the importance of managing this carefully, as FTC staff can acquire permanent status after four years of continuous service if not otherwise explained. The main benefit of FTCs is the flexibility they offer to scale resources without permanent costs. However, Daniels (2022) highlights that FTC workers may feel less secure or less valued, which could impact motivation and retention. To avoid this, fixed-term employees should be properly onboarded, communicated with and included within teams.
Finally, the use of agency workers offers an additional route for achieving short-term flexibility, especially during peak periods or when unexpected staff shortages arise. Agency staff are employed by the agency itself but work within the business. Daniels (2022) notes that this approach allows employers to access pre-vetted workers quickly and efficiently. For ParcelCare, this would be particularly useful during busy periods like Christmas or to cover sudden absences. That said, legal obligations must be considered. According to GOV.UK (2025), once an agency worker completes 12 weeks in the same role, they are entitled to the same basic terms and conditions as comparable employees under the Agency Workers Regulations (AWR) 2010. This includes pay, annual leave, and rest breaks. As CIPD (2024d) outlines, although agency staff help cover short-term gaps, over-reliance can reduce team cohesion or consistency. There’s also the potential for higher overall costs due to agency fees and increased hourly rates. Still, when used appropriately and with clear communication, agency workers can offer ParcelCare the agility to respond to variable demand while avoiding the longer-term commitments tied to permanent hires.

At present, an ad hoc approach is taken to onboarding and typically involves the line manager ensuring new starter forms are completed and health and safety training provided.  You identify that onboarding can be improved but first need to convince others that investment in this area is worthwhile.  Explain the benefits of effective onboarding. (AC 4.2)
ParcelCare’s onboarding process is quite informal, largely focused on line managers ticking basic boxes like completing new starter forms and delivering health and safety training. While these steps are necessary, effective onboarding goes far beyond this and investing in a more structured approach is crucial. Research shows that poor onboarding can lead to high early turnover - Lewis (2024) highlights that 43% of new employees leave within just 90 days, often because they don’t feel properly integrated or supported. This is a massive cost to organisations, both financially and in terms of team morale.
Effective onboarding helps new starters understand not only their role but also the organisation’s culture, values, and expectations, which creates a sense of belonging and purpose from day one (McCartney, 2024b). When employees feel connected to the company’s culture and know what’s expected of them, they settle in faster and become productive more quickly. This directly benefits ParcelCare by reducing downtime and helping maintain consistent delivery standards.
Wyatt (2024) further points out that over half of employees are dissatisfied with their onboarding experience, which can negatively impact motivation and engagement right from the start. Poor onboarding can leave employees feeling disconnected, increasing the likelihood of early exits. For ParcelCare, where retention and consistency in delivery standards are vital, this is a serious risk. According to the Resourcing and Talent Planning report (2024), produced in partnership with Omni RMS, 32% of organisations have already improved their induction process specifically to enhance retention (McCartney, 2024b). This shows a growing recognition that onboarding is a key lever for keeping talent.
Additionally, good onboarding builds mutual trust and confidence between employer and employee, fulfilling implied terms of the contract like providing a safe working environment and clear communication of rights (CIPD, 2025b). This early relationship-building boosts job satisfaction and commitment, helping reduce costly turnover. Beyond retention, investing in onboarding also supports employee wellbeing and development. When employees feel valued and part of a supportive culture, it enhances the employer brand, which is increasingly important in competitive labour markets.
Shifting from an informal to a well-planned onboarding process is an investment that pays off. It accelerates integration, improves performance, strengthens retention, and creates a positive employee experience that benefits ParcelCare both now and long-term.
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Table 2.1 Direct and indirect costs of turnover

Skip table

Direct costs Indirect costs

« HRadministration time re the leaver «  Departingemployee s less productive in final weeks

« Costs of advertising the vacancy « Newemployeeis less productive in first few weeks

« HR administration time re the recruitment and selection «  Loss of morale and productivity in colleagues if sad at departure or annoyed at
process (sifting CVs, etc) increased workload

« Selection expenses « Possible damage to client relationships

« Costs of covering the role while it is vacant « Lackof return on investment in relation to any training and development that

«  (paying overtime to other staff or employing a temp) the departing employee was given

« HRadministration time re the new starter « Company information could be used to the advantage of a competitor

« Newstarter costs (e.g.induction and basic training) «  Damage to company reputation (if individual leaves on bad terms or turnover

level is high)





