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Assessment: Resourcing and Talent Planning 
Question 1: Brief description of the labour market trends in the UK compared to India and how organisations position themselves strategically in competitive labour markets. 
Definition of labour market: “the market in which employers look and compete for workers and in which workers look and compete for employment” (www.collinsdictionary.com, n.d.) 
Depending on the current state of the labour market, the balance could be in favour of the employer or employee.
Loose Market - Advantage to the employer i.e. high unemployment so a large pool of workers to choose from, less “selling” of the job required by employers. 
Tight Market - Advantage to the employee i.e. high employment, small talent pool meaning employers need to offer a more competitive salary/benefits package in order to attract the skills required.
My organisation has operations in both the UK and India, when it comes the hiring pool there are similarities, for example overall unemployment is low in both markets, although India has huge regional variations that we don’t see in the UK, and over 60% of the country is rural with limited jobs in the farming industry.
India 	4.6% (CMIE, 2019)
UK	4% (Office for National Statistics , 2018)
(Statistics from May-Nov 2018) 
In cities such as Deli and Bangalore where we operate, we see good footfall from a recruitment point of view as so many younger workers finish education and look for roles within the urban area, so from that perspective it’s on a par with the UK as we generally have a reasonable response to job ads. 
Retention of staff is a great deal higher than in the UK generally, as we find female staff in India are often under pressure to leave once they marry, and the high volume of call-center roles mean staff jump between call centers, our Head of Recruitment Ben Moriarty commented “in some cases we have had recruits spend over 6 months in induction training between different organizations and never actually take a call”
The way we recruit is very different, for Admiral Solutions (India) we use consultancies for 75% of roles, whereas in the UK we only use them for specialist roles, around 5%. There is minimal social media advertising in India, this is around 10% and growing in the UK.
It’s interesting to note various media reports predicting the same trends in India as the UK toward the “gig economy” (tradingeconomics.com, 2019) with Indian workers happy to give up some of the benefits associated with long term contracts on favour of more freedom to develop entrepreneurial skills or just a shorter commute! 



In both the labour markets discussed, and operations in other countries, if we want to attract the right candidates at recruitment stage, we need to be “an employer of choice” that is, we want to offer high rewards and high culture as per Higgs’ model below (figure 1) we want to attract employees who want a career not the high churn/turnover that other organisations may prefer. In tighter markets, being an employer of choice can make a significant difference, think of how we trust certain brands of products in everyday life, why shouldn’t that concept be applied to the companies we trust with our careers? 
[image: Image result for higgs model 2004 employer of choice]
Figure 1: Higg’s Model 
So what exactly is employer branding? One of the best definitions I could find was by Simon Barrow who defined it as “The package of functional, economic and psychological benefits provided by employment and identified within the employing company” (1996). 
So it’s not one specific thing like a strong brand or stand out lpgo, it’s about your product in terms of things like: 
· Benefits package
· Training 
· Wellbeing at work 
· Working environment. 
In essence it’s about your reputation as an employer, and how effectively you market yourself. Using Admiral as an example, we feature highly in staff satisfaction surveys like The Sunday Times Best Companies Survey (placed in the top 10 for the past 18 years), our adverts mention the less common benefits we offer such as free fruit to all staff and an employee Stakeholder share scheme. These things represent our business ethos and culture. Our slogan has always been “People who like what they do, do it better” (Admiral Group plc, 2019)
There are other well branded employers out there to; famously companies like Google and Netflix have created a brand identity around being highly creative, dynamic, fast moving and even cut-throat. In contrast, news headlines about companies like Amazon and Sports Direct have attracted media attention for being poor employers with high staff turnover and terrible working conditions. 
In reality, there seems to be little real evidence to demonstrate the value of employer branding, it’s an interesting point that the more established an organisation is, the better impact their brand has, it almost suggests it something than needs to grow organically rather than be created at the outset. (Monster/Workforce, 2017)
Question 2: The role of government, employers and trade unions in ensuring future skills needs are met. 
When it comes to the role of government in ensuring our future skills needs are met, they need to deliver on the commitment made in their Industrial Strategy (2017. p.7) paper as summed up by Rt. Hon Greg Clark MP to “reinforce the foundations of productivity: ideas, people, infrastructure, our business environment and places”
This would involve working with businesses to connect with education providers to meet the growing demand for IT and AI skills among others and promoting a partnership to develop talent for the immediate and long -term future.
In the short term, Brexit implications must be addressed, reassurance must be provided time will be given for firms to adapt to new or additional regulation required to keep existing EU employees (The Guardian, 2018).
From the perspective of employers, in order to meet their goals their strategy for the future it’s vital they focus on the skills and knowledge their people will require in order to deliver them. As Taylor says, if this activity is not done well, an organisation may not have the right people, with the right skills in the right place and at the right time to carry out its core activities (2019, p. 97). 
Indications are that more low skilled and manual roles will be automated, meaning the workforce currently doing these jobs will need to be reskilled  to step up to more highly skilled positions, preparations for these changes should start now if the transition is to be managed smoothly. 
It may also be to an organisations advantage to consider a more flexible approach to working hours in order to tap into the skills of potential employees who require shorter hours or a split working day due to family commitments for example. 
The role of Trade Unions here can be a really positive one, the trend among members demonstrate they have significant impact on workforce training. For example, statistics show that in 2013 nearly four in ten union members received regular job-related training compared to just over two in ten non-members (TUC, 2015). This could be a great resource to tap into to help create a more confident workforce better prepared for the changes ahead. 
Question 3: The main principles of effective workforce planning and tools to help the process. 
Definition: Workforce planning is getting the right number of people with the right skills employed in the right place at the right time to deliver an organisation’s short- and long-term objectives. It covers a diverse range of activities, such as succession planning, flexible working, job design, and many more. Whatever its precise form, workforce planning should be linked to strategic business goals and viewed as an important part of the strategic business planning process. (CIPD, 2016)
In order to plan effectively, we need to find the most effective way to look at our human resource as it stands, and forecast what it will look like in years to come, or more accurately, what we would like it to look like based on our business strategy. We also need to look at the wider labour market to ensure we take advantage of trends there as timing is vital if we want to tap into a loose market at the right time or avoid limited choices due to a tight market prediction. 

We need to answer 3 fundamental questions about the future: 
1. What will our future workforce need to look like? 
2. Will our internal resource be able to adapt? 
3. Where and how will we find resource externally if we need to? 
To answer question one, we need start with the business strategy, is the goal to grow? If so, we need to consider if the growth will require new skills or more staff. If the goal is to become more efficient or consolidate then we may need to consider multiskilling, redeployment or relocation of staff or even redundancy if we have an excess of skills in a certain area, and re-training isn’t an option. 
If we want to assess the skills we already have with a view to redeployment or upskilling then we could conduct a gap analysis. This would give us a clear idea of what skills we have and where, there could be some obvious cases where lateral movement may even out gaps in skills and provide development for people where upward movement seemed the only option before. This would give us a clearer picture of areas where we have a skills shortage and consider the viability of looking externally. 
It seems logical to look at a succession plan here too, this way we could identify those with potential to move into more responsible roles in future, and conversely those who may not add sufficient value and may need to be considered as part of a redundancy programme. 
There are other tools we could consider if the question required more detail for example: 
· Outsourcing (e.g. administration such as payroll) 
· Automation 
· Flexible Working/job sharing 
Armed with accurate information, we can then assess the viability of recruiting externally for the skills we will need but don’t currently have. 
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Figure 2: Workforce Planning Process (CIPD)


Question 4: Appendix Documents
1. Succession plan and career development plan 
This is an example of a basic succession plan for my current department including colour coding for risk levels where there is an immediate or short term skills gap. The development plan is based on a current manager looking to progress. 
2. Downsizing project 2018
Last year we had to reduce the size of our Ancillary Campaign by 10-15% due to a reduction in the amount of leads we had to dial in order to gain a sale. Rather than reducing our headcount I managed to reduce shift hours by just over 12 % and achieve the same result with no redistribution or redundancies. 
3. Job description and person specification 
This is a version of an amended job description based on current best practice and a person specification for the role of team manager. 
4. Competency Measures 
A scoring matrix I developed in 2018 in order to fairly and consistently score managers against a set of standards. The results were used for monthly feedback and annual share scheme allocations. 

Question 5: Explain some of the main legal requirements in relation to recruitment and selection. Briefly assess the strength and weaknesses of at least two different methods of recruitment and selection. 
From the initial stages in recruitment (attracting potential employees) and selection (deciding on the most suitable candidates), we need to consider each and every candidate on their own merit against the job specification or required skill-set. We must never allow any personal bias or prejudice influence our decision. We need aware of the law covering discrimination of any kind related to a protected characteristic (CIPD, 2018). 
· Age
· disability
· gender reassignment
· race
· religion or belief
· sex
· sexual orientation
· marriage and civil partnership
· Pregnancy and maternity.
As an employer we have a responsibility to ensure there is no direct or indirect discrimination of any kind that would deter or prevent someone with a protected characteristic from applying. For example, roles should be gender neutral, so advertising for a handyman wouldn’t be acceptable as it is direct discrimination against anyone who doesn’t identify as male, the advert would simply say maintenance role.


When it comes to the application form it’s also important to keep questions neutral, we don’t need to know a candidates date of birth for example as this could rule our older or younger candidates if there is some bias there. If a candidate attends for an interview with any form of disability, this should never be a factor in your decision making unless there is genuine health and safety reason (that cannot be resolved at reasonable cost) by you as the employer. 
It’s also important to consider diversity, as a rule my organisation has always tried to ensure at whichever site we recruit, our employee demographic is varied and is, where feasible, an accurate reflection of the diversity of the community in which we are situated. An organisation that gains a good reputation for fairness and recruits a wider range of candidates could have the advantage in its choice from the labour pool (Taylor, 2019, p. 75)
Review of two types of recruitment methods
Using Recruitment Agencies 
Pros							
· Saves employers time	
· Take care of admin and background checks 
· Element of professional detachment – less likely to show bias
· Experiences at what they do 
Cons
· Expensive
· May not fully understand the organisations culture
· Don’t know dynamics of existing staff 
· Aren’t invested in long term success of candidates
We use agencies for some specific staff in support functions where experience or qualifications are crucial, results have been mixed, whilst cost are high. In India due to high turnover and logistical issues this an easier way to recruit and has been successful for us. 
Assessment Centre/Listening in/Interview 
Pros
· Can be good to see how candidates interact with each other
· The process is conducted over two separate days so gives more time to assess each candidate
· Managers assess and select their own team members 
· It’s consistent as everyone is assessed on the same criteria 
· Candidates listen with staff for two hours – their feedback is valuable
· Informal 


Cons
· Time consuming 
· Sometimes only the extroverts stand out at assessment stage
· Can be intimidating for some candidates
· Internal staff referrals can have the advantage as they are pre prepped. 
We have relied heavily on this method for over 20 years, we’ve added and removed variations such as psychometric testing, system skills, role plays and aptitude tests in that time with limited success. Ultimately I would say our recruitment process is verily heavily influenced by instinct or “gut feeling” in an article for People Management, Lauren Brown raises some interesting points from a recent survey around this very point (2018), furthermore she touches on the interesting and slightly disturbing reality that social media is sometimes part of the process, whether we realise it or not. 
“research by TotalJobs discovered employers started to develop their gut feeling about a candidate before they even got through the door of the interview room, with almost three-quarters (74 per cent) using social media to research a candidate in advance”.
Question 6: Why people leave or remain with organisations and provide a summary of some of the costs associated with dysfunctional employee turnover. Assess the strengths and weaknesses of two different approaches to retaining talent. 
Definition: Employee turnover refers to the proportion of employees who leave an organisation over a set period (often on a year-on-year basis), expressed as a percentage of total workforce numbers (CIPD, 2018).
In my organisation we refer to it as attrition, in every department it features alongside attendance as one of our main KPI’s and indicators of staff engagement. But, there can be a variety of reasons for failing to retain staff and not all are negative for example: 
· Low performing/attending staff (good attrition) 
· Retirement (natural attrition) 
But, in other scenarios the cost of high turnover/low retention can be very high, but how do we measure it? The CIPD has a simple measurement to get the percentage: 
Total number of leavers over period x 100 
Average total number employed over period
But the actual cost can be a bit trickier, as you need to factor in things like the cost of recruitment for backfilling, the cost of training a new starter (approximately £6000 per person in my department). Then there’s the cost of administration plus the inconvenience and frustration caused. 
Managing turnover is always difficult, sometimes reasons are obvious, new management or a change in working conditions that don’t suit everyone. These would be classed as “push” factors, whereas better benefits or opportunities with a different employer would be classed as “pull” factors, 

So what can we do to prevent attrition? One of the biggest issues we face in my organisation currently is to do with employee engagement; we have historically had a very good employee culture, lots of fun activities within the department, flexible breaks, lots of competitions and general “buzz” on the floor. In recent months the pressure on maintaining profitability has grown, plus we have reduced the number of support staff in order to improve ratios. 
Although the jobs we do haven’t changed significantly or the hours worked, the result is a perceived breakdown of the “psychological contract” we have between ourselves and employees. What this relates to is the relationships and expected behaviour staff has become to expect, the less tangible but nonetheless important things happening in the work environment. This can lead to added stress and dissatisfaction. 
One of the most effective ways this can be addressed is by ensuring employees are kept informed of the reasons for change, and feel part of the process rather than dragged along by it. In his Ted talk, Dan Pink (2009) stresses the importance of ensuring we allow staff to have a sense of purpose and be challenged to help with possible solutions rather than just see a problem. 
Another very powerful point is made around the influence of line managers by a few writers, I read an anecdote I haven’t been able to trace once from a Harvard Business review about a worker who had been told off in a flippant way by his manager in work and left feeling undervalued and very demotivated. He went home that evening, argued with his wife, shouted at his children and made them miserable too. This really made me thing very carefully about how influential I am, and I recount this to all new managers I recruit. 
75% of workers who voluntarily left their jobs did so because of their bosses and not the position itself. In spite of how good a job may be, people will quit if the reporting relationship is not healthy. "People leave managers not companies...in the end; turnover is mostly a manager issue." (Hyacinth, 2017)
 Question 7: A brief summary of information I would provide to my organisation on good and lawful practice for managing: 
1. Dismissal
Terminating someone’s employment is one of the most difficult and emotive tasks to manage. Regardless of the justification, I am always conscious of the implications on the employee and their families, I have a duty of care to treat all staff fairly and consistently, and if I am at this stage, I have already considered all the possible ramifications and options. It is never a decision taken lightly. 
According to the Code of Practice recommended by ACAS (2015), there are key steps that need to be followed in all cases to ensure best practice and a consistent approach.
Step 1 – Carry out a thorough investigation as soon as possible, this may require the gathering of evidence and/or an initial meeting with the employee prior to the disciplinary meeting itself. If possible and practical, the person who carried out the investigation should hand the evidence to someone else to decide how to proceed and conduct the disciplinary to eliminate bias. 
Step 2 – If there is a case to answer, the employee should be made fully aware of the situation and provided with all evidence in order to prepare a case. They should then be invited to a formal disciplinary meeting, giving adequate notice to allow the employee to review the information and arrange to be accompanied should they wish. 
Step 3 – Hold a formal meeting to discuss the situation and evidence, allowing the employee to question all evidence if they wish and call any relevant witnesses (giving reasonable notice). They should also have the right to make any reasonable request to be accompanied: 
“The statutory right is to be accompanied by a fellow worker, a trade union representative, or an official employed by a trade union. A trade union representative who is not an employed official must have been certified by their union as being competent to accompany a worker. Employers must agree to a worker’s request to be accompanied by any companion from one of these categories. Workers may also alter their choice of companion if they wish” (ACAS, 2015, p. 11)
Step 4 – After hearing and considering all evidence, appropriate action may be decided. In accordance with our procedure, we may issue a first, second or final written warning. In these cases, we need to make it clear how long the warning will remain in place, and what adjustments need to be made in the conduct/attendance or performance of the employee to prevent further escalation. 
If, the decision is made to dismiss, this should be taken by a senior manager with the required authority. The employee must be informed of the termination date of the contract, the reason for dismissal, their notice period and their right of appeal. 
If the employee fails to attend meetings on several occasions without good cause, a decision can be made after careful consideration of the evidence. 
Step 5 – Provide the employee with the opportunity to appeal against and unfair decision. The appeal must be dealt with by an impartial manager, preferable from another department.
Careful consideration must be given not only from the employee’s point of view, but also from the perspective that an unfair dismissal case, if brought, can bring negative attention and reputation damage to the organisation. If care is taken at every step to consider all ramifications, especially those relating to any type of discrimination, this situation can be avoided. 
1. Retirement
As a business with a relatively young workforce, retirement is something we have only had rare experience of until now. Changes to the law in 2012, allows employees to work as long as they wish, meaning we can retain the experience and wisdom older employees offer. It’s been reported that almost half of over 55’s believe they will work well past retirement age (CIPD, 2017).
It is, however, important that for those who choose to retire, or request flexible working as they consider retiring, we offer the information and support they may need. It is a significant life event and the prospective retiree may require help with understanding pension provision and tax implications (Taylor, 2019, p. 358), as well as help with our benefits package including share entitlement due to being a good leaver. 
It would also be beneficial to the retiree to provide continued support past retirement form a social and wellbeing perspective, for example, as a matter of course provide information on companywide events and social occasions so they can maintain the friendships built up over their career and still feel involved in the business they have helped build. 
1. Redundancy
Definition: “Redundancy is a special form of dismissal which happens when an employer needs to reduce the size of its workforce” (CIPD, 2018)
This is a distressing situation for us and the employee, and without exception we should look at the possibility of relocation or retraining before taking this action. In some instances, downsizing the operation for financial savings, removing or automating a job role or relocating can be the only effective way to secure the remaining areas of our organisation or grow the business in the way we need in line with our overall strategy. 
The selection process must be done fairly and objectively (Taylor, 2019, pp. 399-389), and take into account what would be considered unfair criteria such as: 
· Trade union membership 
· Pregnancy
· Gender, disability, sexual orientation or religion
A recommended approach is to use a scoring matrix; this would include a list of relevant criteria applied in the same way to all potential candidates using clear evidence to arrive at the score based on areas such as: 
· Performance
· Conduct
· Attendance 
· Skills
· Attitude
Once the decisions have been made, the candidates selected for redundancy should be informed in a sympathetic and sensitive way with help from our most experienced HR practitioners. Help and support provided to help them prepare for future employment for example: 
· How to write a CV
· Interview skills
· Sources for employment such as websites or agencies. 
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