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“Talent Management means putting in place processes to: attract, identify, develop, engage, keep and deploy individuals valuable to an organisation. To be effective, it needs to align with strategic business objectives” (CIPD, 2023).















Executive Summary

Internal data suggests that the University of Wales Trinity Saint David are not meeting industry diversity standards within Wales, as only 6% of the workforce across Welsh campuses identify as being from ethnically diverse backgrounds in comparison to 9.5% of the Welsh population (UWTSD, 2023c). As studies have explored the many benefits of having a diverse workforce, the report will focus on ethnicity and will evaluate and analyse the current recruitment processes used by UWTSD to attract diverse candidates, specifically across Welsh campuses. The report touches upon the challenges facing UWTSD among other organisations in the current labour market since the emergence of the COVID-19 pandemic, as well as the recent evident rise in ethnically diverse academic staff in 2021/22. Elements of best practice are explored, including recruitment platforms, diversity policies and the benefits of having diverse interview panels. 
Using a PESTLE analysis, the report continues to provide an evaluation of UWTSD’s external and internal factors affecting talent management. Both legal and social factors are explored, followed by an internal evaluation on culture, values and vision, organisational mission and company policies. 
UWTSD’s processes and practices are then critically analysed using a SWOT analysis, specifically focusing on the university’s recruitment process and retention and lack of analysis of internal data. The findings suggest that there are some improvements to be made to increase the university’s ability to attract diverse candidates.
The report concludes by proposing three recommendations, in order of priority:
To produce two new policies: an equality and diversity policy and recruitment policy;
With the use of internal data, to create a dashboard for heads of departments and HR business partners to access in order to aid in the strategic recruitment decision-making process;
To provide unconscious bias training to all hiring managers. 

The total cost for the three proposed recommendations is: £67,848.
Further details on how to implement these recommendations will be outlined in a coming report.
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In relation to the CIPD Resourcing and Talent Planning Report (CIPD, 2022a), the purpose of this business report is to address the challenges that exist for organisations when trying to increase diversity. The report will focus on the variable efforts to increase the representation of ethnically diverse candidates within the recruitment process through the use of secondary research and an analysis on UWTSD’s policies, processes and HR systems. The report will firstly provide an understanding of the current labour market and the impact that COVID-19 has had on recruitment. This will be followed by an evaluation of the best practice for organisations, according to secondary research. An analysis of the university’s external and internal factors will be explored through the use of multiple analytical tools including PESTLE and SWOT to examine the university’s talent management in relation to diversity. 
ONS (2021) reported that in 2021, 9.5% of the Welsh population and 63.2% of the population in London identified as being from an ethnically diverse background. Upon analysing the university’s All Current Staff List Report, the data shows that 6% of UWTSD staff working in Wales identify as being from an ethnically diverse background, in comparison to 62% in London, which equates to 34% of the university’s whole workforce (UWTSD, 2023c). This data indicates that there is a discrepancy between the university’s Welsh and English campuses. As a result, UWTSD’s Welsh campuses are not meeting national diversity standards, yet the English campuses are almost on-par with them.  As a result, this report serves to identify the best practice, analyse UWTSD’s practices and processes and to provide recommendations on how UWTSD can ultimately increase their workplace diversity within Wales.
Talent management has become a popular topic over the last 20 years and has consequently encouraged organisations to invest in their internal selection, attraction and development procedures in order to meet strategic objectives (Wolfswinkel & Enslin, 2020; Erkmen, Hancer & Leong, 2017). The CIPD (2022a) report highlights the lack of effort by many organisations in attracting diverse candidates during their recruitment processes. 
Diversity relates to the variety of people in a workforce (Acas, no date). The concept of workforce diversity was introduced in the 1990’s (Roberson, 2019), which examines the differences and similarities among employees’ characteristics such as sex, race, gender, ethnicity, physical abilities and disabilities and sexual orientation, among many others (Saxena, 2014). A number of authors have recognised the positive influence workforce diversity has on the success and innovation of organisations (Swartz et al., 2019; Chaudhry, Paquibut, and Tunio, 2021). There have been numerous studies to investigate how recruitment strategies impact this (Walters, no date), emphasising the importance of its promotion when attracting and retaining employees (UNIAC, 2021). Diversity and inclusion are two interconnected concepts, but are not interchangeable (Winters, 2013). There is an inconsistency in the research regarding which terms are used most and focused on, however UWTSD must be clear on their message in order to truly embed it into the university’s culture to meet strategic goals. 
Research shows that having more openness to a diverse workforce enables organisations to attract the best candidates (CIPD, 2022b). This in turn provides a greater strategic impact on an organisation through increasing innovation, creativity and strategic thinking (Friedman, Friedman & Leverton, 2016), thus providing UWTSD with a potential competitive advantage. 
UWTSD has three main campuses in South Wales; Swansea, Carmarthen and Lampeter. However, the university also has campuses in London and Birmingham as well as learning centres in Cardiff (UWTSD, 2023a). Due to London and Birmingham being the most ethnically diverse regions in England and Wales (Gov.uk, 2022), the report will focus on the Welsh campuses in particular to avoid any skewed data. The university’s internal reports present data which show the London and Birmingham campuses to be performing financially greater than the Welsh campuses (UWTSD, 2023b). The English campuses attract a pool of international and diverse students and staff due to their densely populated and diverse locations, which generate substantial funds for the university. While the institution may appear diverse on the whole, and would thus indicate a highly diverse workforce (this will be explored further in the report), this would be a reflection of the fact that English campuses are situated in highly diverse locations. The purpose of the report is to therefore ensure that this factor is mirrored across the institution in order to reach organisational targets as each of the university’s campuses are responsible in participating in working towards the strategic objectives.
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[bookmark: _Toc152324736]Labour Market & COVID-19 and its impact on recruitment
Many theorists have studied the impact of COVID-19 on the labour market and on recruitment within the UK. Beland et al.’s (2020) research suggests that COVID-19 increased labour market inequalities. Most have highlighted the difficulties in recruiting foreign workers due to inevitable travel restrictions and visa implications during the pandemic (Larue, 2020). The pandemic saw employees return to their home countries to be closer to family, which impacted the diversity of many UK organisations (Kaushik, 2020). This factor must be considered alongside analysis of UWTSD’s recent diversity rates. 
With the ease in travel restrictions, research highlighted the importance of diversity and the part it plays in the recovery, resilience and imagination of businesses (Quarterly, 2020). There is a growing body of evidence which shows that many anticipate the increase of diversity as a result of the pandemic (Kuhl & Zwoll, 2022). Data retrieved from the HESA (2023) website suggests that this is specifically the case for universities, as it reports that, in UK universities, the percentage of academic staff with known ethnicity rose from 16% in 2017/18 to 20% in 2021/22. In order to meet these industry standards, UWTSD must ensure there are processes in place to attract diverse candidates; if not, this could impact the university’s reputation. 
[bookmark: _Toc152324737]Best Practice 
A considerable body of literature exists on the impact of racial bias and discrimination on diverse staff during the recruitment and hiring process (QS, 2021; Sánchez-Monedero, Dencik and Edwards, 2020). Diversity hiring is not only a legal, ethical and social duty, but can be a strategic advantage for employers to attract distinct talent, which will aid in meeting organisational strategic objectives (Shen et al., 2009). 
Many studies provide insights to best practice when trying to recruit a diverse workforce. It has been conclusively shown through research that, in order to achieve a diverse workforce, organisations must explore recruitment platforms, channels and tools that will aid in attracting diverse candidates (Walters, no date). Nevertheless, research conducted by the CIPD (2022c) has shown that only 18% of employers utilise proofing tools and glossaries to identify any discriminatory language in job descriptions and adverts which may discourage candidates from a particular background. As UWTSD are among the 82% that do not utilise these tools, they are failing to gain a competitive advantage over other organisations.
Vassie, Smith and Leedham-Green (2020) insist that employers should include diversity and inclusion within their mission and for it to not be used as a tick-box exercise. The CIPD (2022a) report notes that 61% of surveyed employers have a diversity policy, yet only 32% actively try to attract diverse candidates. This suggests that diversity policies are not a priority for other organisations. However, they should be for UWTSD, as research has shown that they are a way for organisations to regulate their environments in order to accommodate to individual needs and create an inclusive culture (Daya, 2014). 
In an interview with The Guardian, Kalwant Bhopal suggests that a lack of diverse representation on most interview panels is a common issue and can affect the judgement and influence of panel members to hire individuals similar to them (Khan, 2017). As best practice, an article by Forbes encourages a diverse panel with people from different ages, genders, ethnic backgrounds and sexual orientations to avoid any unconscious biases, as this generally prevents organisations from recruiting a diverse range of people (Hipps, 2022). However, due to the lower representation of diversity in the university’s Welsh campuses, UWTSD must ensure that they do not mandate a diverse panel merely as an obligation. This could hinder the interview process, as the individual who has been added to the panel may not be of added value to it (Mayne, 2022). The purpose of diversifying the panel is to have a representation of differing orientations and opinions (Wheeless, 2021). 
[bookmark: _Toc152324738]External 
It is essential to gain a greater understanding of the wider business environment and its influence on the university when evaluating a common challenge such as improving diversity. When approaching this challenge, there are many legal implications and conditions  the university must consider and comply with, such as the Equality Act (2010). The introduction of the Equality Act in 2010 made it unlawful for the university to discriminate against or victimise an employee or individual seeking employment. (Equality Act, 2010). This has provided UWTSD with the duty to eradicate discrimination, harassment and victimisation within their organisation throughout the employee cycle (Equality Act, 2010). Should the university breach the Equality Act, they face risk of a legal claim which could tarnish their reputation (Equality Act, 2010).
Numerous studies have argued that the implementation of the act has produced a ‘tick box’ exercise which has prevented universities from truly adopting and promoting diversity (Bhopal, 2020; Ahmed, 2007). Other studies have supported this and highlighted that although the act is in place, many can still identify a relationship between unconscious bias and discrimination against marginalised groups during the recruitment process within universities (Beattie & Johnson, 2012). Significant research has been undertaken within higher-education institutes to address the implications of implicit bias (Williams, 2013; Mahmud & Gagnon, 2023), which has led many to seek external consultancy and implement training for staff to reduce the impact unconscious bias is having on the recruitment and retention of employees (Opuda, 2023). However, earlier research suggests that many are often reluctant to invest money and resources into the development of cultural and diverse initiatives which would encourage an inclusive environment (Russell, Brock & Rudisill, 2019; Chin & Trimble, 2015). Should UWTSD decide not to invest in this, the university risks facing instances of unconscious bias, preventing the attraction and recruitment of a diverse workforce. 
Social factors, such as demographics, also affect universities. A recent study by Queen’s University Belfast (2023) concluded that an ethnically diverse and mixed population is rising in both Wales and England with the RDI increasing from 2.01 in 2001 to 5.14 in 2021. UWTSD have campuses located in both Wales and England, and due to London and Birmingham being the most ethnically diverse regions, it is proposed that UWTSD should aim to increase diversity levels within the Welsh campuses in order to ensure a diverse workforce across the whole organisation and not only in certain areas (Gov.uk, 2022). This will create a competitive advantage for the university as the institution as a whole will be able to attract diverse staff, which will drive strategic thinking and contribute to meeting strategic goals and objectives (Swartz et al., 2019). 
[bookmark: _Toc152324739]Internal 
Organisations also face significant internal influences affecting talent management. CIPD (2022b) notes the importance of culture in creating inclusive working environments in which each employee is empowered and able to participate in achieving the organisation’s strategic objectives. Newstrom and Davis (1997) define cultural diversity as “the rich variety of differences among people at work”. Through fostering a culture of diversity by means of policies and procedures, and embedding them into UWTSD’s values and vision, it will allow the university to access a broader and more diverse pool of talent, as well as increasing the job satisfaction of existing employees (Needham, 2023). In order to achieve this culture and vision, organisations should use strategic objectives to track progress (Wright, 2023). UWTSD notes their commitment to the principles of equality and diversity for students and staff within their strategic plan (UWTSD, 2020), and so they must align their organisational culture with their policies, practices and processes in order to meet their chosen strategic objectives. 
Research has also highlighted higher retention rates among employers who embed a diverse culture (Williams et al., 2023;Swartz et al, 2019). However, it is the representation through a top-down approach that will truly attract and retain staff (Sanchez-Rodriguez, 2021). A report by the European University Association (2019) reinforces this idea and believes that any senior leaders who are dictating diversity policies will have gaps in their strategies if their own team does not have a diverse representation. UWTSD’s senior management team is made up of mostly white men, and therefore this should be an important consideration for the university. 
Considerable research has been published exploring the undeniable benefits of having additional policies and practices when trying to diversify a workforce (Buse et al., 2016; Weisinger et al., 2016). Earlier studies have argued that employers merely adopt diversity policies as they are obligated to, and therefore possess a limited understanding of how to use and adopt them, suggesting that they are invaluable (Ahmed, 2007). As part of UWTSD’s ‘duty to equality’ within their 2020-2024 Strategic Equality Plan, it notes a commitment to advancing equality of opportunity between individuals who do and do not share protected characteristics (UWTSD, 2020). However, UWTSD do not have a diversity policy which indicates that the strategic objectives within the Equality Plan are not being met, as there are neither practices nor processes in place to meet them.

[bookmark: _Toc152324740]HR Systems, processes and practices 
[bookmark: _Toc152324741]Retention & analysis of data
As a university, there are processes and procedures in place to record and retain data on staff diversity. UWTSD collect equal opportunities data from candidates through application forms, via the recruitment software Webrecruit. As a Higher Education Institution, UWTSD have an obligation to report the personal and demographic data of staff who have a contract with the university to the Higher Education Statistics Agency (HESA, no date). 
The university does not currently utilise its collected data in order to implement appropriate recruitment strategies. This can in turn affect the university’s brand, which can then impact its attractiveness to prospective staff and students. In addition to this, UWTSD do not retain or report on any equal opportunities data from unsuccessful candidates, and are therefore unable to identify not only whether they are hiring diverse candidates, but also whether they are able to attract them. Research shows that missing data can often be more important to an organisation than the data they already hold, as it can often generate biased results (Kang, 2013).
Studies reveal that an organisation that understands its workforce through data is better able to select the most appropriate recruitment processes and methods, allowing it to attract diverse candidates and increase its overall diversity (Okolie, 2020). However, UWTSD’s current lack of data analysis implies that the university treats the collection of this data as an obligatory tick-box exercise. By not utilising the invaluable data at its disposal, UWTSD are less well placed to make strategic decisions. Research also exists which highlights the importance of the correlation between diversity goals and organisational goals and how the two can generate success within a business (Thomas, 2016). UWTSD do not appear to be using technology to harness the power of data which is resulting in a waste of resources and is hindering the institution’s ability to make better resourcing decisions and achieve diversity goals. 
UWTSD have the opportunity to use the data retained in order to put recruitment processes in place that will attract a diverse candidate pool in order to diversify its workforce. By increasing diversity rates, UWTSD could benefit from having a competitive advantage over other Welsh universities, which would allow for expansion into other markets, attracting top talent and making the university an employer of choice. 
Evidently, UWTSD’s Welsh campuses do not have the intended local demographic and could therefore benefit from recruiting more international staff. It is important to note that, as other universities are located within highly diverse locations, there is a risk that the university will find it difficult to attract such candidates as there is more diverse attraction on offer elsewhere. UWTSD must therefore consider what can be put in place to draw such candidates to a Welsh campus. 
[bookmark: _Toc152324742]Recruitment Process
For years, scholars have expressed the issues surrounding discrimination within the recruitment process (Aslund & Skans, 2012). A number of studies have shown the importance of inclusive job descriptions and adverts as a way of avoiding limited candidate interest and limiting the diversity of the candidate pool (Majoub & Kruyen, 2021). Anonymous job applications have also gained a lot of attention and interest over the years as research has shown that introducing anonymous applications has boosted job offers for candidates from minority groups and communicated to candidates that the organisation is committed to diversity (Rinne, 2018). UWTSD use a recruitment application, Webrecruit, to anonymise applications for hiring managers. This removes any equality and diversity data from the application, although it stores it for reporting purposes.
Unfortunately, UWTSD still carry the risk of unconscious bias due to the lack of policies and training provided to hiring managers. Research shows that by adjusting the panel demographic to accurately represent the pool of candidates an organisation wishes to attract, they will be more successful (Kilburn et al., 2019). UWTSD lack the opportunity to promote the importance of this within a policy framework, as no such recruitment policy currently exists. Without the necessary tools, it is reasonable to assume that hiring managers are not making their best efforts in providing a fair experience for candidates. 
Early research supports the provision of training in inclusive recruitment processes to all hiring managers across the university, in order to build skills and confidence and enable managers to attract top talent, with the intention of improving diversity through recruitment processes in order to meet strategic objectives (Groschl & Doherty, 1999). 
However, further research surrounds the risk of diversity training becoming a tick-box exercise for organisations (Adom, 2022). To ensure the training is received well, diversity must be embedded in UWTSD’s culture so that employees understand its importance and benefits (Needham, 2023).
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In light of the CIPD (2022) report, the findings of this extensive research provide important insights into the relationship between talent management and the challenges faced when recruiting a diverse workforce. 
Upon analysing internal data, it is evident that UWTSD do not meet industry diversity standards in Wales. Many similarities come to light between the CIPD (2022a) report and the above research report, which show that, among other organisations, UWTSD are currently making little effort to diversify their workforce within their recruitment processes. UWTSD are not among the majority 61% of employers who have developed a formal diversity policy, which studies have shown to benefit organisations which adopt such policies (Daya, 2014). 
The CIPD (2022a) report states that, unlike UWTSD, only 28% of employers train their hiring managers on the legal obligations when recruiting. These figures are low, despite the prevalence of studies which explore frequent instances of unconscious bias among hiring managers, often due to lack of knowledge and understanding of diversity benefits. Should UWTSD take this approach and provide relevant training to hiring managers, as stated above, the institution could gain a competitive advantage over other organisations. 
Another common theme among the literature is the importance of the reporting and analysis of data in order to make strategic recruitment and organisational decisions. Upon reviewing UWTSD’s processes, it is evident that this was an area in which the university is also underperforming. 
The report evaluates external and internal factors which impact UWTSD in their attempts to diversify their workforce. Through internal analysis, the report identifies key issues within the university’s processes and practices which have led to the following proposed recommendations. 
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1) As a priority, it is recommended that UWTSD produce two new policies in order to improve on existing processes and ensure the university adheres to the Equality Act (201) legislation. 

a) Diversity Policy 

Similarly to UWTSD’s competitors, the diversity policy will be developed through a process of engagement with equality stakeholders (UWE Bristol, 2023). The policy will provide guidance and support to all staff and will be embedded in the university’s culture. 
 
In order to develop this policy, it will require the input of three members of staff; the university’s Equality and Diversity HR Business Partner Specialist, the Director of HR and the Vice Chancellor. 

The research, preparation and drafting of the policy will require 3 days’ worth of work for a HR Business Partner (22.5 hours), for a grade 8 role at £24.35 per hour, which would equate to £547.88.

The policy will then need to be reviewed and updated by the Director of HR which would require 1 days’ worth of work. According to Glassdoor (2023), an HR director is paid an average of £101,035 per annum, £52.52 per hour, which would equate to £393.90.

Finally, the policy will need to be reviewed and signed off by the Vice Chancellor. This will require on average 3 hours. An article by Wightwick (2023) reveals that the salary of the university’s former Vice Chancellor was £240,000 per annum, £124.74 per hour, which would equate to £374.22.

Total: £1,316. 

b) Recruitment Policy
The recruitment policy will provide an outline of the university’s recruitment methods and practices. It will provide support and guidance to hiring managers on best practices, as well as university expectations in terms of diversity.
Please see above for the costings relating to the recruitment policy. Both policies are a priority and one should not be done without the other.
Total: £1,316.

Total for both policies: £2,632.

2) Secondly, with the use of data that is available to the university, it is proposed that UWTSD create a live dashboard that enables the HR department to analyse, track and report on diversity data. The HR Business Partners will then liaise with Heads of Departments to understand if and what action is needed within their teams. 

The data will provide the university with the information needed to determine if certain groups are being underrepresented. This will allow the university to strategically select recruitment tools that will attract that group of candidates which will enable UWTSD to meet its diversity goals. 

In order to establish this dashboard, it will require a large monetary investment into the services from the university’s HR Systems Analyst and IT department. 

The preparation, implementation and training of the dashboard will require 6-months’ worth of work for a grade 6 HR Systems Analyst and 6-months’ worth of work for a grade 6 Principal Systems Development Officer. 

This would equate to £33,966, however consideration must be given to the allocation of both individual’s existing workload. 

3) Finally, it is proposed that UWTSD provide diversity training to all hiring managers to improve and promote diversity within the university and to avoid unconscious bias within the recruitment process. For logistical ease, it is proposed that the line managers attend the training virtually. 

Acas conduct a 3-hour online Equality, diversity and inclusion: the essentials course which is £125 per person.

For a total of 250 line managers, this would cost £31,250. 


Total cost for the three recommendations: £67,848.
Further details on how to implement these recommendations will be outlined in a coming report.
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