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AC 3.1
The reasons for employees leaving (or staying) with companies have many influencing factors. Currently labour market trends are having a noticeable impact following the COVID 19 pandemic. The UK is in a tight labour market and as such, demand for roles is high (unfilled vacancies reaching the highest since at least 2001) but the lack of applicants and the rising cost of wages has made competition fierce. (Williamson, 2022).

Employers are finding it difficult to recruitment talent in such a reality. Admiral is currently reviewing our recruitment strategy and for the first time in a long time, engaging with employment agencies in the search for talent, rather than just direct to market publicity and in-house managing of that. We are currently focusing on several areas including:
· Branding
· Retention strategies 
· Reorganisation 
· Development initiatives 
(Taylor & Woodhams, 2016, p. 53)

Aside from the obvious labour market impact, many other areas impact attrition and retention, and particularly why people chose to leave or stay. 

Leavers can be broken down into avoidable and unavoidable. 
Unavoidable reasons might include:
· Ill health 
· Retirement
· Commitments at home
· Leaving to study 
(Taylor & Woodhams, 2016)

Avoidable (usually in the control of an organisation or manager) may include:
· Pay and benefits
· Manager bias/favouritisms
· Overwork/poor resourcing 	
· Lack of development or growth opportunities
· Poor management 
· Recognition and reward
(Mautz, 2019)

Some of these might also be referred to as push and pull factors. Pull factors would include the allure of a new role elsewhere or working for a different type of organisation. Push factors would then be elements such as workplace stress; too much change in the existing company; discrimination and unfairness; or a lack or career prospects/barriers to development. (Maxwell, 2021). 
AC 3.2
Developing and retaining staff is generally a priority (and particularly in the current employment situation), chiefly those considered to be ‘talent’. CIPD explains that “Talent refers to individuals who can make a significant difference to organisational performance. This may be through their immediate contribution or, in the longer-term, by reaching their highest levels of potential,” (Gamba Quilliam, 2021). 

Strategically looking at current needs and reflecting upon the future requirements an organisation requires is a strong element of talent management and ensures the meeting of future objectives. This then allows for gaining necessary knowledge via forecasting and identifying gaps, leading to tactical succession planning and ensuring the right resources in the appropriate place, and in good time. (Taylor & Woodhams, 2016, pp. 57-60).

Key elements to maintain this at an individual or an organisational level include: 
· Personal development plans 
· Coaching and mentoring with goal planning 
· An effective reward strategy
· Self-directed learning
· Allowing and encouraging input into innovation 
· Evolving employee engagement and voice 
· Performance management 
· Subsidised training and qualifications 
· Ensuring fairness and equity in the application of all the above

(Hayden, 2021), (Hayden, 2021)

Also, of relevance is looking at flexibility within employment (so perhaps working hours, being able to work from home etc) and supporting an employee’s wellbeing (addressing stressors or upskilling resilience for instance).
(Maxwell, 2021)

AC 3.5
Losing staff – employee turnover (“the rate at which people leave an organisation,” (Armstrong & Taylor, 2020, p. 350) – has an appreciable impact on a business. Not all turnover is negative – for instance, poor performers exiting a business would be considered ‘functional’ turnover and results in space for others to move in internally to vacated positions and possibly costs savings (salaries etc). However, it’s opposite - dysfunctional turnover - is potentially more damaging. This could be the loss of key skills and knowledge or perhaps a key role in the succession planning pipeline, which is the result of someone leaving that an organisation was not expecting to lose or did not want to. (Taylor & Woodhams, 2016).

There are many costs associated with employee turnover. Armstrong suggested these are:
· Direct costs for recruiting replacements (so marketing, interviews, staff inductions, skills training etc) and subsequent administrative costs (for leavers and recruitment – payroll, administration, line manager involvement etc)
· ‘Indirect’ costs such as those caused by turnaround times (so loss of output from the leaver until a new starter is in place and delays there, who also needs time and effort to become fully trained to the capacity of the leaver) 
It is also suggested that the indirect costs (loss of productivity, inefficiencies whilst posts are filled) accounts for the greater percentage of costs overall vs direct costs.
(Armstrong & Taylor, 2020, p. 350)

Other elements to be considered are the loss of specialist skills, perhaps to a competitor; impact to business continuity; the effect on morale and the increased workloads for staff remaining.  
(Maxwell, 2021), (Palesciuc, 2019)


AC 4.3
Onboarding new employees is an important component in the employee lifecycle and one where the success is dependent on several factors.

Pre-employment checks are first, comprising fundamentals such as right to work checks; criminal record checks; medical checks (where appropriate to the role); reference checks and nowadays, social media and online checks – all in harmony with legal and ethical considerations, and principals from the Data Protection Act 2018. All of these ensure the potential employee’s suitability for a role. (CIPD, 2022).

From there, “How an employee is introduced to an organisation… will have a huge impact on how they engage and work within their function,” (Waite, et al., 2021). This induction process is made up of several parts functioning together to present a new employee with information and guidance in relation to their role, the business, culture, and expectations. 

The business:
i.e., the company history, how the organisation functions, departmental structure, the immediate team, and other notable staff etc.
The role: 
i.e., employment contract and conditions, hours, holidays, training, development, benefits etc.
Procedures and practices: 
i.e., standards of behaviour, annual leave (and other types), sickness, health and safety, policies (such as diversity and inclusion, bullying, use of the internet) etc.

By completing a structured and thorough induction, new employees can be given a good first impression of an organisation; it can help the socialisation and acclimatisation process to happen speedily and effortlessly; help to put the new worker at ease; offer the opportunity to ask questions and reduce any concerns or apprehension; and allow them to begin performing well in their role as speedily as possible.
(Armstrong & Taylor, 2020, pp. 347-349)

and can “settle down quickly and happily and start work… and… establish quickly a favourable attitude to the organisation… so they are more likely to stay.” (Armstrong & Taylor, 2020, p. 348).

To skilfully and successfully induct new employees avoids the ‘induction crisis’, whereby an organisation may lose new recruits because they “may feel out of their depth or wonder whether they have made a mistake in accepting the job offer,” (Waite, et al., 2021, p. 99). 



AC 1.1
To have candidates to effectively ‘onboard’, there needs to be significant thought given to relevant labour markets, and how to be positioned to ensure success in the recruitment process… “failing to invest in a more fulfilling employee experience and failing to meet new demands for autonomy and flexibility at work,” (De Smet, et al., 2021) is one reflection on why retention of employees requires thought, but this is also why being competitive at recruitment stage is so important. 

Appealing to prospective employees via employer branding and cultivating a “fulfilling employee experience” as mentioned, is strategically significant. Looking at what competitors are doing is an important influence, not just in the same industry but also in the local labour market. Whereas physical location may not be as important for a few employers with successful remote working programmes, for the majority, locality is a concern. So scrutinising what others offer, from salary to types of roles; benefits to development opportunities – all ‘reward’ should be considered when looking to elevate above the competition. (Taylor & Woodhams, 2016, pp. 60-61). If possible, “exploring alternative options, such as upskilling people and flexible working, to attract and retain people,” (CIPD, 2022) is imperative. New recruits are not simply looking at salary – they are looking at their prospects and how valued, and valuable, they could become. 

Examining what ‘kind’ of employer you might look like to others brings in the branding angle. There is the reward element, but also the culture. The is the idea of becoming the ‘employer of choice’, whereby salary is important but so is how an employee is treated, which in turn affects the psychological contract. That branding might include:
· The values of an organisation
· People policies
· Ethics and ethical standards (including Corporate Social Responsibility) 
· The culture (the ‘way we do things’) – is it open and ideas are encouraged, or rigid and hierarchical? 
· Internal community aspects
· Diverse and inclusive
· Employee voice
· Overall reputation
· Social media presence 
(Green, 2021)

Admiral want to be known as an employer of choice, so these elements listed are very important to the branding of the company.


AC 1.2
Currently, the labour market is tight, with more opportunities for employment than prospective recruits to satisfy those opportunities (the opposite would be a loose market, where there are more people seeking employment than there are opportunities). 

Generally, there are a number of sources of labour:
· Jobseekers in the local, national, and international markets – who are actively looking for employment. Local markets tend to be more valuable for lower skilled roles; national markets may be more appropriate for skilled, or specialist roles and people are able to relocate (or work from home more-so nowadays); international are usually for higher-skilled roles and again can be filled through remote working, or via immigration – something more difficult due to UL laws.
· Workers from other companies – they may not be on the lookout for another role but are desirable to a competitor who wants their skills and can offer a package that could tempt them to leave. 
· Graduates – who are leaving higher education and are looking for a role that may give them specific development.
· Leavers from college or schools – again looking for work but may require some training and development.
· The economically inactive – who may not be working currently but could be willing to if “the appropriate incentives or provisions were made available,” (Taylor & Woodhams, 2016). It could be that they have life commitments that meant they had to leave work previously, or perhaps they have had a period of illness or other event that meant they are not currently in employment.

(Taylor & Woodhams, 2016, pp. 52-53)

There are many strategies that can be considered to appeal to the various areas of the labour market. A tool that can help to cultivate the right strategy might be a PESTLE analysis (Political, Economic, Societal, Technological, Legal, Environmental), which can consider different contexts that will influence strategy. For instance, economics influences the labour market; political can affect immigration policies and investments made by the government into employment-related areas; technological considerations can reveal automotive changes and signal variations for certain demands on skillsets (therefore rising costs for specific labour demands). (Taylor & Woodhams, 2016).

In turn, this all shapes the way in which recruitment and resourcing strategy is exercised. For instance, since the pandemic and Brexit, “pressure on hiring is growing, with significant skills and talent gaps across many roles,” (CIPD and omni, 2021), which isn’t helped by “ This means that organisations need to reinvigorate strategies – for instance, developing their brand identity; developing their employee value proposition; using social media and advertising to appeal to the right people; investing internally in skills development; refining the interview and onboarding processes; looking at contractors or freelance talent. (Indeed Ed.Team, 2021).



AC 2.4
Taking this further into the recruitment and selection, there are many approaches to consider, internal and external, as far as getting the recruitment message ‘out there’. 

External:
· Trade publications (more often online)
· Local radio
· Word of mouth
· Social media - networking sites (such as LinkedIn) 
· Job search sites (such as Indeed)
· Company website (a main source for Admiral)
· Job centres
· Recruitment fairs (Admiral attend many local ones)
· Educational connections (Admiral have several via universities and colleges, including specific connections for neurodivergent candidates for experience/placements)
· CV’s sent in ‘on spec’
· Recruitment agencies (Admiral are using these in 2022 for the first time ever, to recruit needed skillsets)

Internal (Admiral use all aside from noticeboards):
· Intranet usage 
· Referral schemes (Admiral offer money to for successful referrals post-probation)
· Noticeboards
· Email adverts
· ‘Port of call’ to other departments than can result in interest/application/transfer
· Succession planning 
· L&D referrals
· Talent development programme (female) 

(Taylor & Woodhams, 2016, p. 65)
(Waite, et al., 2021, pp. 107-110)

There are benefits and drawbacks across many of these methods. Technology helps in terms of speed and effort (Tyfting, 2019) - for instance, social media can reach many people in and out of work but can result in lots of interest to have to sort through, so needs a lot of time and resource in a different wat – as can advertising through the company (Admiral) website. However, this enables the brand image to come through very clearly.
Agencies are a good source as it can save a lot of that time and resource but can be expensive and may be restrictive in terms of numbers available via that route… Internal transfers help to maintain known employees familiar with the practices and culture of an organisation, but don’t necessarily being new ideas or perspectives in… A careful balance is sought between all of these methods, with some favoured for particular roles or skillsets. 
(Armstrong & Taylor, 2020, pp. 304-310)
The screening and selection processes should be fair (not least of all to adhere to the Equality Act 2010, Employment Rights Act 1996 etc) and consistent. That means not only ensuring the screening of applications compares skillets and competencies against the person specifications but that the processes to do so are objective and free of bias. (Armstrong & Taylor, 2020).

Once into the selection process, the candidate experience can be varied. Assessment centres may be used that then lead onto one-on-one interviews or panel-based interviews. There are a variety of ways these can operate in terms of what is asked – structured (same questions to all and a scoring system typically used); competency based (again, structured questions but likely to avoid job experiences – so suitable for graduates etc); strengths based (what candidates can and have done well); unstructured (random questions to get an overall impression of a candidate).

The unstructured interview would likely lead to accusations of bias and lacks objectivity that can be gained from structured questions to every candidate. All other interview types seek to be consistent for all applicants, so would likely be fair and unbiased, with face-to-face contact leading to a better initial relationship and the ability for applicants to ask questions etc. However, if it is a one-on-one interview then bias could enter the process due to the single judgements of one person being applied, rather than in a setting with several interviewers to ensure fairness and balance of approach. (Armstrong & Taylor, 2020, pp. 313-315). All interviews and selection processes should include the ability to make reasonable adjustments as regards protected characteristics including disabilities and neurodiversity (so perhaps giving more time if there is a written assessment, giving advance notice of tests, providing electronic means of writing rather than handwriting, dictation tools etc). 

Other areas to consider: the scoring system should be reasonable and fairly applied, with questions matching up to the job description and competencies; all interviewers should have appropriate training and skills; feedback should be given on why an application/applicant was unsuccessful. (CIPD, 2022).

AC 1.3
The CIPD stated that “The UK… suffers from poor basic skills, weakness in the vocational education system and low investment in workplace training,” (Crowley, 2021), with one source suggesting “an overhaul by the government of tax incentive is needed to stop Britain “sleepwalking into stagnation in skills”,” (Financial Times, 2022). Numerous reports and articles are alluding to the need for more strategic thinking to close skill gaps, whether that is via the education systems or employers themselves.  

The Government is responding to this with concerted efforts to ‘level up’ education (via systematic phonics for reading, maths hubs and better trained teachers), where “in 2019, 65% of pupils reached the expected standard in reading, writing and maths, compared to 53% in 2016… By 2030, our ambition is that 90% of all primary school children in England will achieve the expected standard across the country,” 

There are also new laws like the Skills and Post-16 Education Act, which seeks to aid economic growth by enabling people to obtain new skills in areas that have skills gaps, like healthcare, engineering, digital and manufacturing. “It will also give more people the opportunity to get jobs in their local areas, by requiring employers and colleges to work together to identify the skills needed within communities,” (Burghart MP & Education, 2022). 

As the Government seeks to provide assistance to plug gaps and futureproof against other skills gaps, it also applies laws such as these to employers and education institutions, ensuring the prioritisation of the intended plans and anticipated results. When the Government announced the £560 million adult numeracy skills programme, the expectation of employers is to train their own workers on such areas, and work with local government and relevant charities ensure this happens. (Fraser, 2021). Trade unions are also a part of the galvanisation of skills development, with Union Learning Reps (ULR) – for instance -supporting TUC members with “education and skills to improve the life chances of their members” and working “with employers to ensure that their workforce receive the training and support they need,” (TUC, 2021). 

AC 2.1 
As the Government seeks to forecast future demands and how to fulfil them, so too do employers. The impact of effective workforce planning cannot be underestimated and is a “core business process which aligns changing organisation needs with people strategy,” (Zimpel, 2021) – having “the right people, with the right skills in the right places at the right time,” (Taylor & Woodhams, 2016, p. 57).

The impact of successful planning can be that:
· Efficiencies can be identified, and inefficiencies can be remedied
· Organisations can respond to changing marketplace and customer requirements
· Improvements can be made to employee retention, people development, work life balance, overall productivity, and the quality of subsequent output 
· Overall adaptation to changes in global and local demands are considered and change is made quickly
(Zimpel, 2021)

Looking at relevant information for an organisation is key. Looking into future scenarios and expectations; examining the future business plan and direction; looking at ‘outside’ changes in the labour market – all are important. Evidence of demand, current and future - for skillsets, job role types, costs, employment types etc - needs to be gathered. The current and future workforce needs are evaluated and in turn, once decided upon, the supply of those requirements needs investigation. Looking at the numbers employed currently, costs such as wages, the configuration of staffing (roles, departments, age groups, absence and attrition), the skills currently at work and what is going to be needed – all are vital factors. From there, establishing the gaps between what is needed and where we are now focuses the relevant essentials of the approach to take with the workforce. (Taylor & Woodhams, 2016, pp. 58-59).

MAY NEED MORE

AC 2.2
The process of workforce planning has many approaches. 
· Strategic – making sure workforce planning aligns to the business plan, looking externally and internally with a long-term outlook (3-5 years). This is useful to look into several possible futures but would require a lot of data and isn’t an immediately flexible approach.
· Operational – 3–12-month outlook, mainly looking at skill gaps and immediate needs (this would be a useful approach during the pandemic when short terms changes needed to be made quickly dependant on a fast-paced, ever-changing environment.
(CIPD, 2018)

· Managerial judgement – where managers in various departments “sit down and think about their future workloads, and decide how many people they need,” (Armstrong & Taylor, 2020, p. 293). Is referred to as potentially unscientific and therefore misrepresentative. There is the bottom-up approach (line managers give propositions to senior management) or top-down (where senior management take advice but provide the proposals themselves). 
· Ratio-trend analysis – “analysing existing ratios between an activity level and the number of employees working on that activity,” (Armstrong & Taylor, 2020, p. 294). 
· 
‘Hard’ - 
‘Soft’
Operational 

Data types include:
· Qualitative internal data – information on developments in products and market, any changes in the organisation, performance information, new approaches to work 
· Qualitative external data – so in the form of a PESTLE analysis (discussed earlier)
· Quantitative internal data – absence, attrition, turnover, skills assessments, demographics etc numbers of existing people employed, doing what and their prospective development
· Quantitative external data – the labour market, skills availability, demographics 
(Armstrong & Taylor, 2020)

STRUGGLING ON THIS ONE 







AC 2.3
“Many of our future workforce are with us today and retaining our workforce is as important as recruiting,” (Cassley, 2022).

Mitigating workforce risks is as much about analysing and developing an existing workforce as it is about moving towards recruitment and bringing in new skills.  Moving current staff around an organisation to utilise skills in differing areas; upskilling and training staff; coaching and mentoring staff via peer groups or managers/specialists – all are worthwhile ways to use current resources, avoid becoming dependent upon an uncertain labour market and in the process, increasing the employee value proposition. (Armstrong & Taylor, 2020, p. 59).

In addition, a talent pipeline and succession planning are important – “In the face of skills shortages, succession planning has gained popularity… [where a business] focuses on identifying and growing talent to fill leadership and business-critical positions in the future,” (Weeks, 2020). How to recognise such talent requires the use of:
· Appraisals to ascertain the interests and ambitions of employees
· Formal development programmes to progress the skillets needed for the next steps
· Coaching and mentoring/shadowing a role, to enhance understanding and expansion of needed skills 
· ‘Stepping in’ for someone in a position they are likely to fill at some point/secondments etc 
(Taylor & Woodhams, 2016, pp. 59-60)

There should be a focus on being flexible and open with opportunities, both for cultural benefits but also to allow for inclusion and diversity. Objective valuation of potential candidates for future roles should be transparent and accessible to employees who may not have been vocal in appraisals about their interests or potential, but would be able to ‘live up to’ the requirements of a new role given the opportunity – this includes making reasonable adjustments in the processes for candidates who may need a different approach to an interview process (i.e. allowing someone who is autistic to be able to writer answers out rather than be ‘put in the spotlight’ being interviewed by several different people at once – providing the skills they are offering match the specification of what is needed etc). 

The benefits of talent pools and succession planning is that it nurtures internal talent and helps an organisation be and employer of choice. It helps build a culture of support and development; provides future leaders already established in the organisational culture; employees already have a keen understanding of the needs of the business and how it has been achieved to date; it also provides a wider experience of exposure to areas from within the company. However, it does also mean that some roles become staid and there is a lack of inventiveness and new ideas from employees who have always been in a company. (Weeks, 2020).
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