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Task  
You work for a large organisation that has just completed a restructure of its people function. You work in the resourcing team having previously specialised in employment relations. Your new manager is an experienced resourcing specialist and is delivering a webinar at a forthcoming CIPD branch event. The event is popular, with many bookings made. When participants make a booking, they are asked to include questions they would like answers to.  

Your manager is keen to develop your knowledge of talent management and workforce planning and has asked you to prepare full written answers to the 15 questions the participants have raised. The questions are varied, and you want to impress your new manager with your answers as well as your ability to independently research any areas you are unfamiliar with. The questions will be answered during the webinar, so it is important your answers are focused, clear and concise.  

In addition, you should make appropriate use of academic theory and practical examples to expand your responses and illustrate key points. Please ensure that any references and sources drawn upon are acknowledged correctly and supported by a bibliography. To help the reader, please make use of headings and assessment criteria references to signpost the assessment criteria being addressed. 

1. How can organisations strategically position themselves in competitive labour markets? (AC 1.1) 

According to Kernez (2024), competitive advantage is what makes an organisation stand out from its opponents which enables increased sales and customer retention.  

Taylor and Woodhams (2022) say employers are “obliged to complete with each other to secure the services of a workforce in labour markets that are continually evolving”, meaning that competition is necessary to attract and retain. When it comes to the labour market, an organisation’s ability to recruit employees is dependent on the state of the market within that specific time – whether the market is ‘tight’ or ‘loose’ ultimately impacts the availability of talent and competition for it (Taylor and Woodhams, 2022). 

Taylor and Woodhams (2022) advise employers to consider embracing their creative side by developing their brand to compete. Employer brand is how an organisation “differentiates themselves in the labour market” which contributes to success in finding and retaining talent (Peters, 2023). Employer brand goes beyond a logo, it encompasses how a place feels and how it is perceived as a workplace. As Windley (2022) highlights, brand is important as it is the “reputation among future and current employees.” Peters (2023) advises employers need to understand employees’ experiences to ensure company values are actively practiced. 

Additionally, organisations could carry out a competitor analysis to consider who their competitors are within the market and understand what they need to do to compete – this involves analysing the employment packages offered by competitors (Taylor and Woodhams, 2022). Furthermore, a SWOT analysis can be used alongside this method to better understand a develop strategies to maximise talent and retention (Haan, 2024). 

2. What is the impact of changing labour market conditions on resourcing decisions? (AC 1.2) 

As described by Boys (2024), the economy influences the way in which organisations recruit, develop, and retain talent as the economic state will determine how an organisation needs to plan to meet workplace pressures and demands. Taylor and Woodhams (2022) define the labour market as “the market for potential employees” which can be subjective to the economic position. A ‘tight’ or ‘loose’ market will ultimately determine whether it will be able to recruit new employees (Taylor and Woodhams, 2022). 

A ‘tight’ labour market means there is a high demand for supply, yet low rates of employment and thus, many vacant job opportunities (Boys, 2024). In this scenario, organisations tend to increase their offerings to compete for talent, which we explored in AC 1.1. A ‘loose’ market refers to a high supply of labour, with little jobs available, thus many job seekers competing for fewer opportunities (Boys, 2024). CIPD’s Spring Labour Market Outlook (Cockett, 2024) shows that the UK market is still seen as relatively ‘tight’ with a high number of jobs – the research shows 37% of employers reported they have ‘hard-to-fill’ vacancies, meaning that employers will need to make conscious efforts to compete in the market. Cockett (2024) advises looking at strengthening employee value proposition to attract new talent.  

In addition to the economy, the following impacts can also either ‘tighten’ or ‘loosen’ the market (Taylor and Woodhams, 2022): 
· Pandemics
· Covid-19 had a significant effect on the market in a short space of time. employment rates decreases yet unemployment and economic stillness increased (Francis-Devine, Powell and Clark, 2022).
· Technology developments 
· Developments such as AI are changing the way people work by reducing repetitive tasks, creating new opportunities, and improving quality of current jobs (Mohdzaini, 2021). 

3. What is the role of government, employers and trade unions in ensuring future skills needs are met? (AC 1.3) 

Crowley (2023) states that ‘essential skills’ are significant for people to work effectively in collaboration within teams, external stakeholders, and customers. According to Crawley (2023), these essential skills are valuable for economic growth and wealth, so by optimising people’s skills and implementing practices to enhance them improves productivity, furthering the economy. The government have an interest in this, so their role involves implementing strategies like apprenticeships, funding university fees, and more. A recent development in England is the Skills and Post-16 Education Act (2022), which influences what is taught within the education system to prepare students by providing practical skills, particularly in areas where there are skills gaps (Burghart, 2022). 

The employer’s role involves developing these essential skills in the workplace to prevent unemployment in the future (Faragher, 2022) which could influence the organisation’s turnover and the economy. As part of their workforce planning strategies, employers may offer apprenticeship schemes which helps to develop young people and also plan ahead by ensuring these future employees have the necessary skills to carry out relevant work (CIPD, 2022a). 

Trade Unions have a key role in advocating for “skills to improve the life chances of their members and to strengthen the union voice at work” (TUC, 2021). Union learning representatives (ULRs) aid members with their learning and skills in the workplace and ensure the organisations they work with provide adequate training (TUC, 2021). Trade unions in Wales work closely with the government to ensure future skills are met; a funded programme called Welsh Union Learning Fund was introduced to help essential skills development, as well as specialist courses, to improve their chances of employment and produce a skilled workforce (TUC, no date).

4. I am new to people practice and have heard that workforce planning is important. Before I try to convince others of this, I welcome the views of someone with more experience. Could you analyse the impact of effective workforce planning? (AC 2.1) 

Workforce planning is described as “the right people, with the right skills, in the right places at the right time” (Taylor and Woodhams, 2022) which will benefit your chances of meeting future needs more effectively (CIPD, 2019). However, as we recently experienced, it is not always possible to plan for everything; the pandemic was an unexpected environmental influence that impacted the way in which everyone worked and how companies operated (Kirby, 2020). 

Workforce planning can help by forecasting demand for future skills, by looking at what duties will need to be carried out, how they can be organised into specific roles and what specific skillsets are required for the roles (Taylor and Woodhams, 2022). They can forecast supply for your organisation meaning they can accurately predict “composition of the current workforce, the skills of this workforce and the proportion” expected to retain for the period you are planning for (Taylor and Woodhams, 2022). Addressing gaps is an effective way of ensuring your organisation has the acquired skills and talent for the demand and supply. By working in collaboration with workforce planning specialists from the CIPD, Network Rail were able to create robust plan to guarantee “they had the right person at the right time” for Signaller roles (CIPD, 2022b). Results from this collaboration included clear career pathways, better internal talent management, a 50% reduction from attraction to training of these roles and an estimated saving of £1.2m over 3 years after removing money spent on agencies (CIPD, 2022b). 

Turner (quoted in Syedian, 2010) describes the workforce plan as a “bedrock document. How would you know where you are going without it?" so it is clear to see workforce planning plays a crucial role in the delivery of organisational goals. 


5. I want to introduce workforce planning in my organisation but I’m unsure which technique/s to use. Could you evaluate the techniques used to support the process of workforce planning? (AC 2.2) 

Forecasting demand can help to determine the future needs of your workforce and predict the period you that have, to put strategic plans in place to meet both demand and supply (George, 2023). As this is a form of scenario planning, it facilitates the requirements of your future workforce and contributes to a contingency plan which we expand on in AC 2.3 (George, 2023). Managerial judgement is a form of forecasting demand which has both strengths and weaknesses. Managers who are advising on this will be experts in their field and knowledge to make decisions is relevant to your specific company, however, bias may appear here. CMI (2015) highlights how managers may be prone to biases in decision-making due to their own experiences and background. An example may be confirmation bias which supports information to confirm existing beliefs, which may not be trustworthy information to be able to forecast demand (CMI, 2015). 

Using turnover rate data to forecast supply helps to anticipate staffing needs and levels accurately (Taylor and Woodhams, 2022). By measuring this data to estimate supply and costs, you will gain insights to themes that may be causing your workforce to resign, ensure a positive work experience once the issues are identified and it contributes to building a credible base case to implement retention initiatives (Peters, 2024). Although, it is possible to experience accuracy challenges with this data. Employees may be reluctant to participate in an exit interview for example, as they want to refrain from being critical and give their honest opinions, meaning less accurate information could be provided (Peters, 2024).   

6. Could you explain two approaches to succession and contingency planning aimed at mitigating workforce risks? (AC 2.3) 

Succession planning is preparing for when key vacancies arise like senior roles, by working closely with potential individuals or developing talent pools (George, 2024). A contingency plan refers to a ‘back up plan’ to help an organisation respond to unexpected situations (Leonard, 2023). 

Utilising talent pools is one approach that can mitigate workforce risks. Talent pools consist of a group of individuals who may be potential successors of key roles within an organisation; it adopts a ‘grow your own’ approach which aims to retain staff by encouraging them to develop internally (George, 2024). However, there are criticisms of talent pools as they can be seen as too exclusive to seniors and, as Pirri (2017) argues, “talent isn’t defined as leadership” implying that talent pools could be limiting you and not focusing on the right people. Despite this, they provide a ‘readily available’ supply of qualified individuals who are prepared to step into key roles in a seamless manner. 
Contingency planning is slightly different as it involves responding to unpredicted circumstances. Multiple members of staff phoning in sick could be applied to this situation, as some organisations may have to resort to using temporary staff, such as agency workers, to ensure a smooth service delivery (Leonard, 2023). Planning for these scenarios is beneficial as it speeds up the recovery time by providing predefined policies to tackle and mitigate unexpected disruptions effectively (Leonard, 2023). 
7. I tend to advertise all vacancies on our organisation’s website, then managers interview applicants. I would like to consider other recruitment and selection methods. Could you briefly assess the strengths and weaknesses of these methods as well as one other recruitment method and one other selection method? (AC 2.4)
Recruitment involves seeking new employees to work for your organisation, whereas selection refers to the method used to determine who is the best candidate for the role (Taylor, 2022). The table below provides an overview of the strengths and weakness. 
	
	Type
	Strength
	Weakness

	Recruitment method
	Advertise vacancies on corporate website 
	Inexpensive as hosting advert and application internally (Taylor, 2022).
	Candidates would need to be actively seeking employment to come across the vacancies, so you may be limiting your talent scope (Taylor, 2022). 

	
	Using social media 
	Reach a larger audience and connect with well-qualified candidates regarding upcoming opportunities (Taylor, 2022)
	Bias and discrimination may rise if personal social media accounts can be accessed, which may form a biased opinion (CIPD, 2021). 

	

	Selection method
	Managers interview applicants 
	Gives an indicator of an applicants’ experience and competence by asking them job and company related questions (McCartney, 2023a)
	Research shows several bias effects that have risen in interviews, such as the “similar-to-me effect”, which refers to managers hiring candidates based on their similarities (Taylor, 2022)

	
	Assessment centres 
	Involve realistic, job-based scenarios that bring out candidates’ knowledge and skills through various activities which enables the assessor to examine their behaviour, as well as talent (Open, 2024). 
	They can be costly due to their lengthy process from organisation to the delivery (Taylor, 2022). Some include an overnight stay, according to Taylor (2022), which increases the cost to include expenses for candidates in addition to the price of the preparation and activities. 



Reflecting on both strengths and weaknesses, it is important to the methods you choose are effective and relevant.
8. I am aware employee turnover rates vary from one organisation to another but what turnover and retention trends exist and what factors influence why people choose to leave or remain? (AC 3.1) 

The ‘Great Resignation’ refers to the current momentous number of employees resigning and difficulties in retaining talent (Chugh, 2021). According to Fuller and Kerr (2022), it has been intensified by the pandemic, and there are numerous influencing factors that have contributed to its magnitude. Early retirement contributed to many resignations during the pandemic, with people choosing to change their lifestyle and focus on their personal lives, as work was becoming “too stressful” and personal finances meant this was possible (Parliament. House of Lords, 2022). Migration is another trend that has affected turnover and retention rates notably. The UK has seen a decrease in the number of EU workers joining our workforce which is resulting in staff shortages and is therefore causing employers to rethink the delivery of their services (Parliament, 2022). 

Involuntary turnovers are dismissal or redundancies (Peters, 2024), so understanding voluntary turnover is critical to improve your retention. There are many factors that influence a person to leave or stay. “Pull factors” could influence an employee to resign after being drawn to employment elsewhere due to better opportunity regarding salary, benefits, development (Taylor, 2022). It does not mean this is a negative to your organisation, as it could be that the employee wishes to work with said employer to gain different experiences (Taylor, 2022). Alternatively, “push factors” such as a negative workplace culture or job dissatisfaction drive employees to resign and seek employment elsewhere for the sake of leaving their current organisation (Taylor, 2022). To improve retention, employers can focus on reward strategies, growth opportunities and management relationships (Taylor, 2022). 

9. I want to compare different approaches to developing and retaining talent on an individual and group level? Could you give me some pointers? (AC 3.2) 

According to CMI (2014), developing talented employees should be “fostered and nurtured” through a variety of mechanisms. Individual levels of developing and retaining talent emphasise personalised growth. One-to-one performance reviews are tailored to each employee provide opportunities to identify areas for improvement, which enables managers to provide adequate resources and guidance for employees to be able to perform better (Gifford, 2024). Performance reviews would be offered on organisation-wide as part of the performance management strategy but are bespoke to an individual. On the other hand, a group approach, such as fostering a collaborative culture, accentuates collective development. Creating a culture of collaboration can be done by “implementing effective communication strategies” to keep teams connected, particularly through technology (Philogène, 2022). According to Fisic (2022), a collaboration in the workplace increases engagement and job satisfaction, which helps to retain your workforce.  
Flexible working is another approach that could retain talent. There are a variety of flexible working arrangements that could be offered on an individual basis, as outlined by McCartney (2024), which are personalised to individual needs. In comparison, team-based approaches can also be applied. Dale (2024) highlights the importance of multi-skilling within teams to enhance the possibilities of flexible working, which will feed into the personalised development plans we touched on earlier. Research (CIPD, 2022c) shows 68% of organisations that offer hybrid or remote working, a form of flexibility, have seen a benefit in attracting and retaining their talent.  
Personalised reviews focus on growth and career planning and individual working provisions focus on both can enhance retention by addressing unique needs, whilst team-based learning and flexibility contributes to a collaborative culture and solidity, both contributing to overall talent development and retention. 
10. Could you evaluate approaches that an organisation can take to build and support different talent pools? (AC 3.3) 

Talent pools help employers choose from a wide range of talent to fulfil their managerial roles “for current market conditions and for the future” (CMI, 2014). 
Inclusive recruitment approaches invite more diverse and skilled individuals which broadens the potential talent pool by eliminating biases that may affect marginalised groups (CIPD, 2022d). Imbedding inclusivity into recruitment processes, such as targeting marginalised groups, has a positive impact on the working culture as well as a benefit to the economic context (Guadiano, 2020). However, according to CIPD (2022), it can be “a very subjective process” that requires complex decision-making in a short timeframe. This not only heightens the risk of limiting your talent pool, but increasing the chances of potential discrimination due to unconscious bias that could unintentionally appear during the process (CIPD, 2022d). 
Coaching and mentoring can support and build talent pools through personal support to help employees develop, they are used interchangeably but are separate (Hayden, 2023):
· Coaching: provides support to reach best performance, focusing on certain skills and aspirations
· Mentoring: experienced colleagues share their knowledge with junior employees to support their development 
These approaches nurture emerging talent in the workplace by learning from experts and obtaining feedback, which contributes to a continuous flow of capable leaders (Bashir, 2023). However, coaching and mentoring relies on healthy relationships and trust plays a big role – Hayden (2023) highlights that sometimes individuals “may not respond well” if it does not suit their learning needs, so extra time would need to be planned to ensure an individual is suited to this approach.  
Balancing these strengths and weaknesses will actively help to build and support diverse talent pools which will benefit organisational performance. 



11. Could you evaluate two benefits of diversity in building and supporting talent pools? (AC 3.4). 

Ali (2022) states equality, diversity and inclusion workplace creates a culture “where every individual can feel safe and a sense of belonging”, emphasising on the fact that embracing and encouraging diversity in building and supporting talent pools has a positive influence on employees, therefore lowering employee turnover. Smith (2021) expands on this, highlighting the positive effect EDI has on reduced turnover if it is embedded into the organisation from the very beginning such as the talent pool. The reason for the low turnover is because employees feel happier working in an organisation that embraces their authenticity, and therefore less likely to seek employment elsewhere which further benefits minimising recruitment costs (Smith, 2021). We explore this further in AC 3.5. There is also a clear link between this and the psychological contract, with research showing people choose to work for organisations with good, ethical practices (Ali, 2022).  
Research (McKinsey&Company, 2015) also shows organisations with a more diverse workforce perform better than those do not, please see image A below.	 
[image: ]Image A








Ali (2022) explains that being open to and embracing diversity attracts talent, meaning your organisation could benefit from having a significantly skilled workforce which benefits performance, therefore giving your organisation a competitive advantage. 
From employee retention and satisfaction, being an employer of choice, cost savings and furthering your chances in the labour market, it is clear to see that widening and diversifying your talent pool is a critical factor to the overall success of your organisation. 
12. I am trying to persuade managers in my organisation to take employee turnover more seriously but have been unsuccessful. Could you explain the impact associated with dysfunctional employee turnover? (AC 3.5)

Dysfunctional turnover is described as “when good performing employees leave” (Park, Ofori-Dankwa and Bishop, 1994). This may have a negative impact on performance, so it is important for your manager to understand why people are leaving as it could provide insightful information that could reduce your turnover and increase your retention (Peters, 2024).
The impact of dysfunctional turnover could cost a lot of money. The major costs in are ‘hidden costs’ which tend to increase figures (Peters, 2024). There are also more complicated costings which could provide more precise and higher calculations of the total cost, like the loss of productivity which is the timeframe between an employees notice period and productivity of new employees within their onboarding period (Peters, 2024). 
Measuring retention is the first step to understanding how and why people are leaving your organisation, as it may provide insights to themes that you can improve on. To know your turnover rates for all leavers, you can use the following calculation provided by Peters, 2024):
· Total number of leavers over period X 100
= Average total number employed over period 
As well as the cost, high dysfunctional turnover can seriously damage workplace culture; research shows 22% of employees left an organisation due to this (Cholteeva, 2022). Although there is a common trend between Gen Z employees and ‘job ‘hopping’, the research still shows the main reason for leaving within the first 2 years was down to a toxic culture (Cholteeva, 2022). By gaining an understanding of the reasons for your dysfunctional turnover, it will not only help save costs, but increase retention and improve your working culture by showing listening to your employees. 
13. Could you assess suitable types of contractual arrangements dependent on specific workforce need. (AC 4.1) 

An employment contract outlines the relationship between employee and employer; it is legally binding with both express and implied terms (Taylor and Woodhams, 2022). Here are some examples (Morris, 2023):
· Full-time / part-time
· Permanent 
· Fixed term
· Temporary / Agency
· Zero-hour

Agency workers are hired temporarily under the supervision of the employer who hired them (Silkin, 2022) and the length of their work will depend on the demand from the hiring employer. Although, it is important to note if an agency worker has worked 12 consecutive weeks within an organisation, they are entitled to the same rights as a permanent employee of that organisation (Morris, 2023). These contracts provide a great benefit to an organisation if they have staffing issues, yet needing to use agency workers can be costly as the employer pays for the hire, the workers national insurance as well as sick pay (GOV.UK, no date a). Hiring employers may also experience difficulties dealing with unacceptable behaviours from agency workers as they do not have a contractual relationship, therefore the organisations policies may not be seen as applicable to them (Silkin, 2022). 
Zero-hour contracts are considered ‘casual workers’, as there is no obligation to provide work or to perform work, otherwise known as ‘mutuality of obligation’ (Morris, 2023). A zero-hour contract would be suitable for organisations that can be more flexible based on service needs, for example, retail companies may rely on zero-hour contracts during seasonal periods to ensure they can meet peaks in demands (Taylor and Woodhams, 2022). Though these contracts are very flexible for both employee and individual, they have faced a lot of criticism where organisations have used them for most of their work, as they do no offer stability of work or income (Taylor and Woodhams, 2022), however the law does enable casual workers to gain work elsewhere (GOV.UK, no date b). 
14. I have heard there are different types of terms in contracts – surely a term is a term. Can you differentiate between express terms and implied terms? (AC 4.2) 

Express terms are outlined and agreed between employees and employers, usually in writing (Daniels, 2022), yet terms agreed verbally are also considered just as legally binding (ACAS, 2023). It is important you are aware specific expressed terms must be included in the written statement of particulars, as outlined by ACAS (2023). This is different to an employment contract which is considered much more generalised. It is advised you are up-to-date with relevant legislation and the minimum legal standards surrounding national minimum wage, flexible working, and rights regarding the written statement of particulars so that the expectation between yourself and your employees are explicitly clear (Suff, 2023). 

In comparison to this, implied terms are not expressly agreed between an employee and employer but instead come from a variety of sources such as work rules, collective agreements, statute, and more (Taylor and Woodhams, 2022). In other words, as described by ACAS (2023), they are “too obvious to be written.” CIPD (2023) says that these types of terms are implied as employees should know of the common law, and the following examples are considered as implied in this instance: 
· “Behave with trust and confidence.
· Be ready and willing to work.
· Carry out reasonable, lawful instructions given by the employer.”
It is important you are aware of the differences should you ever partake in an employment tribunal concerning contractual agreements. ACAS (2023) advise you to ensure expectations are made clear to your employers, such as desired behaviours and consequences of not adhering to company rules.
15. Could you explain the components and two benefits of effective onboarding? (AC 4.3) 

Onboarding, otherwise known as employee induction, relates to the process which a new employee goes through when joining an organisation; Taylor and Woodhams (2022) describe it as “welcoming new staff, helping them to settle in and perform their roles to a high level” as soon as they join. When you hire somebody, their onboarding experience should consist of a “soft side” and a “harder side” (Taylor and Woodhams, 2022):
· Soft side: building relationships, making people feel comfortable at work.
· Harder side: relevant training courses, equipment set-up, teaching people how to operate in your workplace.
McCartney (2023b) says effective onboarding made up of the following components: organisational procedures which include practical information about EDI, health and safety and wellbeing, systems and procedures, company strategy and services, all of which may include organisational values, and job specific criteria which would involve relevant training and department information. It is also important the “soft side” is treated with equal importance, so new employees know who they will be working with and join any networks (McCartney, 2023b).   
An effective onboarding process is beneficial to employees as it enables them to truly understand your organisation’s vision and how their role fits into achieving this (McCartney, 2023b) which implies improved job satisfaction and sense of belonging from an early stage. As a result of this, employers are much more likely to benefit in retaining their employees if they feel valued and integrated into their teams; when employees are engaged and committed from the onboarding process, this fosters a long-term commitment to the organisation (McCartney, 2023b).
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