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Introduction

Coleg Ceredigion (CC) is a public sector Further Education College located in Mid-West Wales and employs around 180 employees. In 2017, CC and Coleg Sir Gar (CSG) integrated to form one college and together employees approximately 850 employees. The integration has resulted in the college having seven campuses within the Ceredigion and Carmarthenshire counties (Coleg Ceredigion, 2022). The College’s main stakeholders are the current and potential learners. It is crucial that CC attract and recruit excellent lecturers to ensure effective delivery and outstanding education. To ensure this, the HR department rely on a robust, streamline recruitment and selection process.

The formal hierarchical structure of the college results in decisions being made with the top-down leadership approach and information is communicated to staff downwards from senior management.

The purpose of CC’s 2020 HR strategy is to enable people, support operations and protect the college (Coleg Ceredigion, 2022). One of four strategic priorities of the HR department is excellent recruitment.

Following the National Lockdown in 2020, the use of technology within the college increased drastically, and many practices became digitalised. 

This report is written for the attention of the Executive Team at CC and will discuss the increasing use of technology in the recruitment process.

The report aims to evaluate the increasing use of technology within talent management and how CC can apply technology to improve current talent management approaches.

The objectives will be to establish the advantages and disadvantages of using technology within recruitment, critically analyse the HR systems and processes adopted at CC, and determine the appropriateness of these practices with the challenges of future work.. 

An assessment of internal and external factors, as well as current literature, will be considered throughout the report in order to conclude with recommendations on how CC can improve its approach to talent management, with a detail action plan to support. 

A PEST (Political, Economic, Social and Technology) analysis will be completed to effectively examine the external environment. The purpose of this analysis is to identify the external factors that may impact on the resourcing and talent management of at CC (CIPD, 2020a)






2. Literature Review


The CIPD identify resourcing and talent management as being an obvious yet crucial area of HRM (Human Resource Management), sitting under the CIPD Professional Map (2021b) as a specialist knowledge. 

Resourcing is an activity undertaken by an HR professional and plays a substantial role in meeting the six HRM objectives which are, administration, staffing, performance, change management, reputation-building and employee wellbeing (Taylor, 2019).

There are known to be various definitions for talent management (Sparrow et al 2014, Collings et al 2017), with the CIPD (2021c) defining the term as a “systematic attraction, identification, development, engagement, retention and employment of individuals with high potential”. Although Wellins et al (2006) agrees with the CIPD (2021c) definition in terms of the activities, they focus on the importance of aligning the processes with the current and future organisational goals. Similarly, Silzer and Dowell (2010) agree that talent management is a set of organisational processes used to “attract, develop, deploy and retain talent” in order to reach the business’ strategic objectives and goals.

2.1 Internal Factors

There are a number of internal factors that can impact on the resourcing and talent planning of an organisation. These factors can include, organisational policies and procedures, such as flexible working and family friendly policies, training and development and career progression opportunities, technology, geographical constraints, organisational culture and workforce demographics including salary and age. 

Internal factors impacting resourcing and talent management at CC are the outdated policies that don’t support remote working. Due to the type of establishment, many job roles within the college cannot be undertaken remotely, therefore for parity and fairness across the board, everyone is required to work on site. This however, narrows the pool of talent available both internally and externally. If the role was offered remotely, it may appeal to a higher number of candidates.

Since the pandemic, working remotely has become a priority for employees and according to People Management (2020) it has known to increase work life balance by 61%. Therefore, with CC not actively offering this type of working, it has affected the retention of staff resulting in increased resignations. During 2020 – 2021, CC received 60 resignations, which is a huge increase from the previous year when only 36 resignations were received. 

Another factor affecting CC currently is the workforce culture. Despite having newly adopted organisational values and behaviours, (Ceredigion, 2020) these are not clearly advertised on our website or job adverts and descriptions. Therefore, we are potentially recruiting employees who do not align with the values and behaviours expected at the college which can result in a negative and conflicting culture; leading to retention difficulties. Having a workforce and culture which aligns to the organisational strategy, values and behaviours is known to positively impact on employee satisfaction, engagement and retention which results in greater organisational performance (CIPD, 2014).

A third factor affecting CC is the salary offered. Although the college offers the same salary for qualified lecturers as other FE sectors, the salary cannot compete with that offered in industry. There are some hard to fill areas within vocational subjects due to competitive salaries; specialists are aware they can earn more money in industry. Remote working is permitting candidates to apply for jobs in areas they would not have previously commuted too. This can lead to individuals taking up work for city-based companies on a higher salary, whilst living in rural areas such as Ceredigion where they would have been on a reduced salary. 

The college strongly promotes the learning and development of all staff, although the risk of investing time and money into individuals, is that they may decide to leave the organisation for competitors, taking their qualification and experience elsewhere. However, development is a candidate attraction, thereby advertising the organisational investment and priority of learning and development may lead to an increase in applicants.

With the increasing use of technology within recruitment processes (CIPD, 2020a), an internal factor impacting this could be the skills and ability of the employees. In order to progress with the recruitment and technological changes, employers must insure that they upskill their staff accordingly to guarantee high standard of service to its customers. Despite financial investment in providing employees with the training and development required, the output gained will exceed the input.

2.2 External Factors

In order to develop an effective understanding of what external factors can affect organisation’s (Stewart and Cureton, 2014), a PEST analysis has been undertaken, as seen in Appendix 1.

2.2.1 Economic

It is an obvious assumption that the current economic state impacts the recruitment, selection, development and retention of staff. It is important that HR and organisations show interest in the labour market and economic conditions as these are the backbone for the day to day running of HR (CIPD, 2021d). The state of the labour market determines how organisations will recruit, develop and retain staff in terms of the supply and demand of labour. 

The current labour market is known to be ‘tight’. In this instance there are high employment levels with little expertise or specific skills available. This means employers are competing against competitors, giving employees greater bargaining power. By having greater autonomy, this can lead to demands on an organisation such as competitive salary, better development opportunities, better working conditions and types of working, such as flexible and hybrid working (Taylor, 2019).

With employees and job seekers having more control over whether they obtain employment with an organisation, this can lead to difficulty. With more workers preferring remote or hybrid working (McKinsey, 2021), organisations such as CC are put at risk by not offering this type of working and keeping in line with similar organisations. Skill shortages are affecting businesses globally, a specific area would be catering and hospitality. This has been highlighted in CC whereby roles within this area are becoming difficult to fill.

Skills shortages are not only a result of the high number of vacancies demanding specific knowledge, but also the impact of leavers taking their expertise with them when they leave. Although there is an ageing workforce, and employees work longer, when retirement becomes reality, they are taking a vast amount of irreplaceable knowledge with them. It is important that organisations strategically plan for the retirement of their workforce, to ensure effective delivery maintains. At CC the largest age profile is of those ages 51 and over, currently there are 278 employees aged between 51 – 55, 56 – 60 and 61 – 65. 

With the aging population and the increasing use of technology within recruitment processes, it is important that processes are accessible and easy to use in order to avoid discrimination against those who can and those who cannot use technology as easily. It is reported that millennials are more tech savvy than other generations (Forbes, 2019) and could potentially have greater accesses to online recruitment platforms than baby boomers. Therefore, technological recruitment packages must remain inclusive to all.

Covid-19 has added financial pressure to all sectors, resulting in greater focus on budgets and how to use effectively when cutting back (McKinsey, 2020a). Budget cuts will impact on how organisations can improve and develop their talent management packages. With the increasing use of technology within recruitment (CIPD, 2020a) it is important that business can invest in equipment that support online interviews and assessments, however, with budget cuts, this can lead to difficulty and a decline in candidate attraction. 

In order to compete within a tight labour market, organisations must overcome the consequences by devising sophisticated recruitment packages that widen the talent pool and attract old and new candidates. To improve retention figures, it is important that effective exit interviews are undertaken and analysed to avoid losing employees for the same reasons. With skill shortages being at a 10-year high (Forbes, 2021a), it is crucial that organisations hold on to the expertise they have in house by reorganising job tasks to ensure experts are using their knowledge and qualifications appropriately, to improve efficiency and support the individuals to feel valued. By undertaking a skill mix review, organisations may identify areas or employees that need further development, through investing in your employees to upskill and in turn, reach organisational strategy. 

2.2.2 Technology

Although the use and development of technology is rapidly growing, the Covid-19 pandemic expedited the rate of which technology was being implemented and used within organisations (Mckinsey, 2020b).

The use of technology within recruitment processes is increasing and can be used through social media advertisement, online application tracking systems, gamification, assessment centres, ability testing and virtual interviews. 

One of the five trends shaping the current world of work is technology, and how this is enabling more employees to work from a location that suits them (Morgans, 2016).

With this in mind, the increase in desire for remote and hybrid working opens up the candidate pool, allowing applicants nationwide to apply. This could be beneficial to the employer in terms of the talent that they attract. However, if organisations are not offering flexible working then this may deter candidates from applying as the organisation may appear as rigid and uncontemporary; possibly resulting in existing staff leaving for organisation’s who do offer different ways of working.

Since the pandemic, and with support of the IT Development, online learning and development has strengthened. E-learning allows individuals to share knowledge and skills in a virtual space (DeRouin et al, 2005). Undertaking online learning will not only develop their knowledge of the topic, but the IT ability of an individual will also improve. This is crucial with the implementation of sophisticated technological platforms such as Artificial Intelligence (AI) and Virtual Reality (VR).

According to McKinsey (2020c), 50% of organisations have introduced AI into at least on business function. The idea of AI is to streamline processes and undertake administrative tasks whilst allowing professionals to focus on strategical duties. However, With AI being introduced more and more, this can impact on recruitment levels and staffing needs potentially resulting in recruitment freezes and redundancies. It is predicted by 2030, 30% or jobs will be replaced by automation (Taylor, 2019).

CC focus on social media handles to promote employer branding and job opportunities. Technology has enabled the organisation to improve candidate reach, and being a rural employer in Mid-West Wales, it is important that employer branding is meaningful. The better the branding the less advertising campaigns are required as the organisation will be well established within the labour market. 

Enhancing employer brand is not only successful in attracting and recruiting candidates, but it can also promote positive perception from employees, on the organisation. This is as significant as attractive external candidates (Backhaus and Tikoo, 2004). 


2.3 HR Systems, Processes and Practices

Within the HR department at CC, there is a recruitment team. Following the creation of the 2020 HR Strategy (Coleg Ceredigion, 2020), this has been implemented. Previously, recruitment processes have been quite archaic, however, the intention with the new department is to create a sleek positive candidate experience.  

Prior to advertising, HR and managers work closely together on a job analysis. This activity allows an in-depth examination of the position to identify the skills and experience required to successfully undertake the role (Petzall, 2013). 

Once a job pack is created, which includes a detailed job description and person specification, the recruitment team liaise closely with the marketing department to ensure attractive marketing campaigns on CC social media platforms, such as LinkedIn, Facebook and Twitter. It is reported that these social media sites can attract over 2 billion users globally (CIPD, 2017a). Using social media as a recruitment strategy, assists with promoting positive employer branding whilst attracting and maintaining contact with potential candidates. 

The government reported in 2002 that a vast amount of recruitment was a result of informal recruitment methods. 30% male and 25% females approach an employer for a job vacancy after speaking with a current employer, and 14% – 17% applying directly through walk ins. Despite no recent survey, the CIPD (2017b) suggests that informal recruitment remains; CC can support this as during 2020, 53% of the casual employees hired were through word of mouth and informal methods. 

However, social media and online job boards proved to be the most popular for candidate attraction at CC with 83% of applications in 2022 coming through these channels. 

Once the advertisement of job adverts is underway, CC reverts to a manual process of collating applications, shortlist assessments, interview invitations and unsuccessful notification letters. There is no online application tracking system, candidates are asked to complete and return an application form by post or email. Although application submission is the most common way of applying (Steiner, 2012; CIPD, 2013; Cook, 2016), by not applying a technological package to this process, it leaves the HR department open to an unknown amount of applications due to lack of tracking, and a large volume of administrative work.

Prior to Covid-19, all interviews were conducted face to face on the base campus of the post. However, CC are now equipped with the resources and ability to conduct online interviews which is more inclusive to those applying from a distance. It is also beneficial to the organisation, with the college being spread over 7 campuses, it allows for the panel members to join together without having to travel up to 2 hours from one campus to another. It is reported that 86% of recruiters are now conducting online interviews (Bayern, 2020) with 74% finding online interviews to be an easier method of recruitment and selection (Lazic, 2021).


2.4 Advantages and disadvantages of using technology within recruitment 

The CIPD (2020a) report identifies advantages of using technology within recruitment processes. Organisations that use technology increase the visibility of their job vacancies, making job opportunities easier to find for applicants. 

Not only is social media a free platform, the advertisement boosts the employer brand; the wider the audience reach, the greater the exposure of the organisation. Social media platforms welcome communication between recruiters and candidates, with both parties interacting, this promotes customer engagement. 

However, the transparency of social media opens up opportunity for negative comments to be shared publicly, as well as allowing competitors to adopt an organisations idea and claim them as their own. This can be costly in terms of reputational damage and individuality. 

Gamification is a recent development in the recruitment process and has yet to prosper, therefore there is little evidence on how effective this method can be. (French, 2019). Nonetheless, despite this, those who have used this employee selection method have found that candidates are more comfortable about the selection process due to being immersed and distracted by the enjoyable game experience, allowing them to be themselves (Hawkes et al, 2018). 

Assessment centres have received a wealth of positive attention, they are becoming more popular as an employee selection activity due to studies highlighting them as being reliable and predictable (Povah and Thornton, 2011). The use of assessment centres reduces workload for HR professionals by eliminating unsuccessful or unsuitable candidates before proceeding with lengthy formal interviews. 

It is important to acknowledge that this style of assessment may demonstrate bias due the preference and perceptions of the specialist assessors. As well as this, the preparation and administration of assessment centres can be expensive therefore organisations must weigh up the cost benefits of implementing this employee selection method.  

An application tracking software is a digital program used by recruiters that track candidates progress throughout the recruitment and selection process. A negative outcome of online recruitment is the amount of unsuitable applications received (Parry and Tyson, 2008). As the system is easy to navigate, it unintentionally welcomes inadequate applications. 

However, due to the advancement of the system, it has the ability to deselect candidates that do not meet the criteria, therefore saving HR professionals valuable time by only advancing relevant candidates for interview. When used correctly, application tracking systems can accelerate and improve the quality of hire and the candidate experience. 












3. Conclusion

The literature and analysis of internal and external factors as well as HR systems and processes adopted at CC have identified that the use of technology within talent management is continuing to increase (CIPD, 2020) This is not only a result of the growth in automation, but an outcome of the Covid-19 pandemic whereby technology was a vital instrument with the continuation of work.

The benefits and drawbacks of using various technology within talent management have been analysed and have identified that the use and introduction of technology within recruitment, selection, development and retention is an overall positive experience, due to assisting with administrative tasks; allowing HR professionals to focus on more strategical aspects of talent management.

The future ways of working will impact the HR function and how talent management is approached. If the continuation of skill shortages and tight labour market remains, employees will be able to influence better working conditions for themselves, such as competitive pay and flexible working. 

Organisations such as CC will need to embrace the increase in technology within recruitment in order to contend with their competitors Recommendations will explore the development of home or hybrid working policy, as well the implementation of an applicant tracking system. 



4. Recommendations


· Analyse and map trends from exit interviews

· Implementing application tracking system

· Implement a hybrid working policy to attract more candidates and to retain current employees. 
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