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Executive Summary 

This report will investigate both the internal and external factors impacting talent management at JCP Solicitors. 

The UK’s current economic climate has had an impact both externally on talent management with vacancies hard to fill, and internally because of diminished recruitment budgets used elsewhere to help with business recovery. Many businesses have had to learn how to use attraction methods in recruiting staff such as cash incentives. However some companies like JCP have adhered to their accustomed attraction methods despite the impact of covid-19. The economy along with new legislation impacted on development resulting in diminished budgets seen in JCP. It is clear that covid-19 has had an impact on retention rates as the labour market has become increasingly competitive due to a skills shortage. JCP has experienced increased turnover due to competitors offering more benefits. 

The internal and external factors highlight the impact talent management is having at JCP. Here specifically, JCP appears to have experienced a high turnover, and a lack of applicants leading to skills shortages. JCP already has several practices in place to help develop in house skills such as apprentice schemes, succession planning and aspects of employee development. However, it can be seen due to high turnover and lack of applicants, JCP needs to consider recommendations to improve talent management at the firm. 

Recommendations made to help JCP have a stronger focus on in house skills. There is need for robust succession planning to forecast any changes, and development that includes line managers increasing communication to understand why employees are leaving. JCP needs to create a mentoring culture with a continuous cycle of development and not just annual appraisals. The recommendations would benefit JCP in cutting recruitment costs, reducing turnover and would also help reduce the gap in skills shortages due to high demand. 
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1. [bookmark: _Toc94986747]Introduction 

JCP Solicitors (JCP) is a regional law firm with offices situated across West and East Wales. JCP employs 205 staff including support staff, Solicitors and Business Owners. It is a private sector organisation providing professional services which include, conveyancing, employment law and outsourced HR. 

According to the CIPD, talent management seeks to attract, identify, develop, engage, retain and deploy individuals who are seen as valuable to the organisation (CIPD, 2021c). 

Developing in house skills is an aspect of talent management which allows the employer to focus on its existing talent as opposed to hiring external candidates to fill skill shortages (Coleman, 2019). It has been found that private sector organisations such as JCP are more likely to fill vacancies internally than public sector organisations who tend to advertise externally (Taylor, 2022). Companies appear to be aware of the advantages of developing in house. A recent survey found that 68% of all respondents including leaders, frontline managers, and non-managers – believe that upskilling is important, but 42% are concerned of the lack of skills relevant to future work (Keeble, 2021). This highlights the uncertainty of covid-19, and living through an unpredictable, unprecedented environment. 



2. [bookmark: _Toc94986748]Literature Review 

Like many other organisations Covid has highlighted several internal and external factors which has impacted JCP. 

A PESTLE (2021b) analysis will be used to evaluate the internal and external factors impacting talent management at JCP. 

[bookmark: _Toc94986749]2.1 Recruitment 

Considering the economic external factors affecting talent management at JCP, the Covid-19 pandemic has had a significant role in exacerbating economic difficulties (Faragher, 2020). JCP has in fact faced several challenges in recruitment due to the economic impact of covid-19. This appears to be a growing concern, as 13% of businesses have experienced difficulty in filling job vacancies. The reasons listed include, applicants not having the correct skill set, the lack of attractive benefit packages due to the economic crisis which covid has contributed to, and also the risk of not qualifying for the furlough scheme if the country were to re-enter lockdown (ONS, 2021a). 

The impact on the economic climate has also affected JCP internally. It has seen a decreased budget for recruitment costs in the hope of staying afloat through an uncertain period. To address this issue several companies have offered incentives to entice applicants. Care home operator HC one is offering its new starters a welcome package of £10,000 along with Tesco and ASDA who are both  offering £1,000 to new starters. This highlights the recruitment issues several sectors are facing because of covid-19, along with the ‘pingdemic’ where large numbers of employees are having to isolate, leading to a shortage of workers (Butler, 2021). 

Ongoing covid restrictions set out by the government and an unstable environment meant that JCP were unable to hold face to face interviews and reverted to video interviews (Gov.uk, 2020). This has affected talent management and recruitment because of its lack of person interaction. However, there have also been benefits to holding virtual interviews. According to Friedman (2021) virtual interviews where prompts are used ensure the most suitable questions are asked. These tend not to be used in in person interviews. This highlights how virtual interviews can help employers obtain the best candidate for the job. 

Covid-19 restrictions have meant that many businesses had to close. However with the economic climate improving, many businesses have now emerged out of their recruitment freeze (BBC, 2021b). The Office for National Statistics recorded 1,172,000 jobs available in the UK at the end of 2021 (ONS, 2021b). With more jobs being available applicants have had greater choice bringing an increased demand for roles to be filled. This has resulted in companies having to become more competitive in a bigger labour market. JCP has experienced a demand in services due to restrictions easing and businesses reopening. This has consequently led to more job vacancies keeping up with demand, and a need to ensure there is no skill shortage. JCP has reintroduced its existing pre pandemic recruitment and interview style with a diminishing numbers of applicants. This could be as a consequence of JCP not selling itself to its applicants at interview level. It could be argued that the company is not demonstrating a competitive edge over its rivals in an expanding labour market (CIPD, 2021d). 

When looking at external legal factors impacting recruitment, many businesses were expected to allow employees to work from home following Government legislation (Gov.uk, 2020). The change in law opened a new way of working for many organisations even when restrictions had eased. Many companies such as Admiral have allowed its employees to work permanently from home (Hill, 2021).The opportunity of flexible working highlights how Admiral’s pool of talent has no limits. JCP does not offer permanent home working unless requested through a formal procedure. Roles have been difficult to fill, which could be as a result of their working conditions. With several competitors offering permanent home working, maybe JCP has lost its appeal. 

[bookmark: _Toc94986750]2.2 Attraction 

As seen with other businesses during the pandemic, JCP has failed to offer applicants a rewarding benefit package. This is because of cutting costs, employees on the furlough scheme and the need to save expenditure on employees return to work. This has only highlighted the importance on focussing on its existing employees to provide a service while meeting its strategy of remaining a renowned regional law firm in Wales.  

In addition to applicants not being attracted to the firm, a firmwide pay freeze including firms’ bonus schemes meant that employees were also impacted by the economic challenges on the business due to covid-19. 

Again, looking at the legal implications facing the UK due to Covid-19 and new working from home restrictions, JCP was a company that was still allowed to operate, but from home. The easing of restrictions highlighted the benefits of working from home which resulted in several companies such as Facebook, JP Morgan and Twitter continuing to adopt this method of working  (Kelly, 2020). Unlike the aforementioned companies, JCP was focused on returning to a pre pandemic normal, which resulted in several employees leaving the organisation for a more flexible way of working. Although difficult to prove, the lack of flexibility at the firm could appear to be a reason job vacancies are difficult to occupy thus resulting in a shortage of skills. This only heightens the importance of developing in house skills to successfully manage an effective law firm.  

[bookmark: _Toc94986751]2.3 Development 

In the current labour market, law firms were still operating during Covid times due to the necessity to provide a professional service. Therefore it was vital for JCP to continue to operate in order to gain new, and keep existing clients. It has been forecasted that Covid-19 will have a lengthy impact on the business economy which in turn will influence talent management (BBC, 2021a). This external factor has had an impact on JCP where staff development has been detrimentally affected. With the firm operating the furlough scheme, like many other businesses, the budget focus was to bring employees back to work and not on staff development. Redundancies within the firm also led to the L&D budget being overlooked. This was to guarantee business continuity during a time of redundancy disruption of key staff members. 

The development of employees at JCP was impacted because of covid-19 resulting in a lack of work. However the CIPD also highlighted the decline in employee development is also due to a lack of interaction from working from home guidelines (CIPD, 2021a). This suggests that JCP may have overlooked the opportunity to develop its staff because of working from home regulations, where it was difficult to manage teams remotely. 

Development helps employees enhance their skills, and also creates a more engaged workplace. A study highlighted this claim, where it was found that 80% of employees said learning and development made them more engaged in the workplace. Development may also be seen as a key factor when retaining staff. It was found that 94% of employees would stay in their existing organisation if they could develop their careers (Udemy, 2016). 

It has been forecasted that in 2023 the skills shortage in the UK will increasingly worsen. This only highlights the importance to develop existing employees to avoid a skills shortage in the workplace impacting upon business (Management, 2020). 



[bookmark: _Toc94986752]2.4 Retention 

When considering social factors affecting talent management at JCP, approximately 3% of the working population were on sick leave at the beginning of 2022. These are statistics that cause recruitment issues for many businesses (ONS, 2022). 53% of businesses reported the pandemic as the main factor for high turnover, while 12% reported a combination of the coronavirus pandemic and the end of the EU transition period as the main reason (ONS, 2022). It appears JCP are not alone when it comes to retention difficulties. Amazon have reported a high number of employees leaving the organisation due to covid-19 (Stone, 2022). Employees have left JCP to work in other law firms which clearly highlights the appeal of flexible working. 

In the 2020/2021 financial year JCP lost 29 employees and the following year 30 employees left.  JCP appears to be aware of the difficulties in retaining staff through the pandemic and have begun to identify these reasons for leaving through exit interviews. Most of the responses include a lack of flexibility due to a dramatic shift in working methods. 

JCP are not the only business to face retention issues through the pandemic. It has been forecasted that in 2022 there will be evidence of ‘the great resignation.’ It has been found that nearly a quarter of employees are looking to change employment in the next few months. These statistics shows that JCP may be experiencing aspects of the great resignation, due to employees experiencing burnout. The new way of working during the pandemic has become more attractive to applicants looking for greater flexibility (Bringall, 2021) 

This has highlighted the need to implement a hybrid working policy in order to promote flexibility and to retain staff. Undoubtedly, recruitment has impacted talent management significantly at JCP. 

Considering both internal and external factors impacting talent management, JCP has been significantly affected by high turnover rates, employee development, recruitment costs and a lack of applicants. 


















3. [bookmark: _Toc94986753]Developing a stronger focus on skills in house 

The evaluation conducted of both internal and external factors affecting talent management has highlighted how JCP has been faced with several challenges in this area. These specifically are recruiting new starters, high turnover and also developing existing employee skills. As a result of the business impact of covid-19, the shortage of applicants and the importance to remain competitive in its labour market, JCP should consider having a stronger focus on developing skills in house.  

[bookmark: _Toc94986754]3.1 Benefits of developing skills in house 

JCP may consider having a stronger focus on developing skills in house due to its many benefits. In developing in house skills, existing employees can develop in line with the company’s culture. This would ensure results are achieved, and the smaller details are acknowledged by employees who at the same time are developing due to their knowledge of the company (Markovic, 2020). 

A further benefit of promoting in house skills would be the cost savings of developing its own workforce. If JCP chose to develop its workforce, they could cut recruitment costs. They would already have the necessary skills in house, as opposed to recruiting those with similar skills but from other companies (Oslon, 2021). 

Developing staff can assist in achieving increased engagement from employees, leading to lower turnover rates and less recruitment costs. Effective staff development makes employees feel valued and well equipped within their role and makes them more likely to remain in an organisation (Craig, 2019).  


[bookmark: _Toc94986755]3.2 What is already in place? 

As it has been explored, talent management is a challenge for JCP, and as a result of this a stronger focus on developing in house skills should be considered. 

JCP already has some practices in place in order to develop skills in house.

[bookmark: _Toc94986756]3.2.1 Apprenticeship Scheme 

JCP currently runs an Apprenticeship Scheme in connection with external providers. Employees attend college with that provider one day each week, and work towards a qualification in Business administration or Accounts. 

The scheme is an essential part of JCP’s people strategy which is to bring people in at apprenticeship and paralegal level, and to nurture their own.  This supports Miles and Snow’s (1978) theory where organisations HR practices align with their strategy, allowing organisations to outperform competitors whose practices were less aligned. JCP can also be seen to reflect Porters (1985) theory on aligning their practices with a strategy. The scheme benefits JCP by creating competent lawyers, and well-skilled secretaries and administration assistants.  

The scheme is already in place with the expected outcome of a permanent position following completion of their apprenticeship qualification. This scheme appears to be a success in developing in house skills as since 2019 the firm has retained all apprentices who have advanced through the firm. 

To further develop skills in house, JCP are involved in consultation on apprenticeships for solicitors which will create a different route for aspiring Solicitors without university fees. 

JCP has utilised this scheme in order to develop in house skills, unlike a study which found that half of firms had returned their unspent apprenticeship levy fund. This has led to many HR professionals expressing their concerns to the government on how the levy should be more flexible with greater effectiveness in upskilling employees (Mayne, 2022). However, 86% of employers highlighted that apprenticeship schemes help develop skills in their organisation (Gov.uk, 2022). With the current economic climate and covid-19 impacting businesses bringing skill shortages, it appears unusual that more companies are not taking advantage of the scheme.  




[bookmark: _Toc94986757]3.2.2 Succession Planning 

When considering succession planning and investigating current processes in place, triennial department strategy meetings forecast any new skill areas needed within the department. This however typically results in hiring externally in order to meet the skills gap. 

Triennial success planning makes it difficult to assess current skill gaps where external factors impact the firm, for example, covid-19. The pandemic has seen a sharp rise in residential sales, thus leading to a high demand for skilled employees in this area (Economist, 2022). This highlights the speed in which skill gaps can change which at JCP leads to quick decisions to hire externally. There appears to be no consideration for existing junior member to fill skill gaps created by external factors.

The impact on quick recruitment decisions and the current climate has led to a diminished repone in job applicants at the firm. This has led to the introduction of an attraction method used also by other companies. Here a sum of money is offered to both the employee who refers an applicant, and to that applicant after a successful probation period (Butler, 2021). This only emphasises today’s issue of recruitment, and highlights the necessity for in house development to continue to provide an effective service by cutting down on recruitment costs. 

In terms of succession planning for roles such as line managers, with current processes and practices in place, JCP may be seen to hire line manager from what is known as ‘accidental managers’ (People, 2021).This is because of no clear criteria or job description as to what is expected of line managers at the firm. At Google a line management programme known as project oxygen is in place to create effective managers. Line managers at JCP appear to become managers, not because of management skills but based on their ability as a fee earner (Harrell, 2018). This could be seen as a disadvantage to JCP as poor line managers with little or no experience of managing a team can lead to conflict amongst teams and affect retention rates (TUC, 2019). At JCP line managers are not expected to develop their skills, and this could be a factor as to why JCP’s turnover rate has increased during the pandemic when line managers have had to adapt and manage in a VUCA environment (MindTools, 2021). 

If line managers were effective in their roles, it may lead to improved communication between employees and managers. This could result in an openness on how employees are feeling, leading to proactive solutions to the reasons employees are leaving. In an engagement survey carried out in March 2021, it was found that communication was the biggest challenge for line managers which highlights that such effective skills are not being utilised by managers. 


[bookmark: _Toc94986758]3.2.3 Employee Development 

There are opportunities at JCP where employees can develop, and this can be seen through its trainee solicitor two-year programme. 

However, there appears to be no other obvious development opportunities advertised to its other employees. This is highlighted with several employees opting to achieve additional qualifications on their own behalf. In some cases, JCP can be seen to support in house development by paying tuition fees, however, there appears to be specific criterion which needs to be met. This is shown through the legal practise course many of its employees must undertake to become Solicitors, funded not by the firm but by the employees. This highlights how employees at the firm are eager to develop but are faced with meeting costs in the region of £10,000. 

In discussing how employees develop, it appears annual appraisals are the only source of communication where either employees can ask for development opportunities or where line managers highlight the need for development. There appears to be no development plan in place or input from line managers. This highlights how relevant skills may only be discussed on an annual basis, which in the current climate could result in several missed opportunities. 


4. [bookmark: _Toc94986759]Conclusion 

It is evident that JCP has adopted processes and practices such as apprentice schemes and existing development programmes for employees at the firm. However undoubtedly, external factors, primarily covid-19 has had an impact on JCP and its talent management, and also on cutting recruitment costs because of the effect on the economy. JCP has also lost several staff which has resulted in the firm having no other option but to fill the skills gap. 

With current procedures and practises in place in developing skills in house, the current processes are effective and have been incorporated into JCP’s strategy. There is an emphasis particularly with the apprentice scheme of wanting to ‘grow their own’. 

However, the current VUCA environment, the lack of emphasis on succession planning, and a downfall in aspects of employee development demonstrates that JCP may not be capable of meeting the challenges of future work with its existing talent structure. It appears a stronger focus is needed with developing skills in house as turnover rates are increasing and job vacancies are difficult to fill. Attention should also be given to development here because of the lack of applicants applying for jobs. This could be linked to the slower pace the firm is moving towards flexible working options and other career incentives.  












5. [bookmark: _Toc94986760]Recommendations 

For JCP to have an even stronger focus on developing skills in house several recommendations have been made.  

When implementing the recommendations, it is important for JCP to consider current employees as a recruitment pool as opposed to looking externally. This is advantageous not only because of recruitment costs and skills shortages but also because existing employees’ knowledge of the business and clients, enable them to develop in unfilled roles more smoothly.  

The UK is facing a skills shortage. It is the worst experienced since 1997 and is forecasted to get worse (Partington, 2021) (Management, 2020). The work environment is also constantly changing with businesses being impacted (MindTools, 2021).It is therefore extremely important that now more than ever JCP utilises its existing workforce to compete against its competitors in achieving its goal of remaining one of Wales’s leading regional law firms.  

[bookmark: _Toc94986761]5.1 Succession Planning 


[bookmark: _Toc94986762]5.1.1 Action 

JCP should consider having robust succession planning, in order to understand the needs for skills within a department. It has been found that early intervention enables organisations to determine how a team will evolve, for example, with employees retiring and the risk of a skills shortage in the team (People, 2022). By forecasting change, JCP will develop existing employees in teams to maintain a professional level of service.  

[bookmark: _Toc94986763]5.1.2 Why

Looking at JCP’s current succession planning technique, it appears there is limited focus on how existing employees can help reduce the skills gap. These gaps appear to be quickly filled with external applicants to meet the demands of today’s changing environment. This plan results in high recruitments costs. A recommendation made is to ensure succession planning is used effectively to develop in house skills and cut down on costs, thus benefiting the firm. The average recruitment cost per hire in the UK is £3,000 (Glassdoor, 2022). JCP employed 24 new employees in 2021 which on average would result in a cost of £72,000. This highlights the high costs involved in JCP recruiting externally. According to Investors in People (2022) a top tip for successful succession planning is developing existing staff by exploring all options. 

[bookmark: _Toc94986764]5.1.3 Who 

Succession planning would be expected to be carried out by Directors at the firm which would include a representative from each department in each area office. To achieve successful succession planning all Directors should be involved to create a firm wide plan rather than individual departmental plans. 

[bookmark: _Toc94986765]5.1.4 Cost 

The cost on succession planning will primarily be based on the time spent by the Director on discussion. This however can be done through virtual software such as Microsoft teams cutting down costs on transport and catering. The skills that are needed will be determined on a case-by-case basis. An example would be developing a legal assistant into an advisory role. This could be achieved through a scheme such as CILEX costing the firm approximately £3,000 (CILEX, 2022).   

[bookmark: _Toc94986766]5.1.5 When 

In order to ensure skill gaps are being targeted and in house skills are being developed, it would be advisable for managers to meet on a quarterly basis. This will allow managers to forecast any changes within the team. On average an employee’s notice period is 3 months and therefore this would allow managers to determine the skills required before employees leave the business. 

[bookmark: _Toc94986767]5.1.6 Benefit 

A benefit of developing current employees in their teams is their existing knowledge of cases and clients, making clients more comfortable and content with services they receive. This highlights the CIPD’s view of not just appointing external applicants to fill gaps who are not as accustomed to the culture of the business (CIPD, 2020). The costs to develop in house are similar to the cost of recruiting externally. However, external candidates do not have the same knowledge of the workings of the company as that of existing staff (Glassdoor, 2022). This shows that hiring externally would be a lengthier period ensuring induction is undertaken and a probation period is successfully completed.  

As identified JCP would save costs in developing its own employees as compared to the high recruitment costs involved when hiring externally. 

By ensuring succession planning is used correctly the issue of high recruitment costs and lack of applicants will no longer be a key issue for JCP. Alternative routes to fill skill gaps can be forecasted ahead of time (CIPD, 2020). 


[bookmark: _Toc94986768]5.2 Development 

[bookmark: _Toc94986769]5.2.1 Action 

The recommendation for JCP is to ensure all line managers are offered the opportunity to attend an ILM course. This would form part of their annual appraisal where an incentive to become an effective manager, as seen with the Googles Project oxygen scheme would be offered (Harrell, 2018). In line with this recommendation a clear job description of what is expected of a line manager should be discussed. 



[bookmark: _Toc94986770]5.2.2 Why 

This recommendation has been made in order to help JCP achieve low turnover rates. In the previous year 30 staff left. The exit interviews highlighted how employees wanted a more flexible workplace. However if employees felt able to speak to line managers about their concerns, actions could have been put in place to retain staff thus avoiding a shortage of skills (TUC, 2019).

[bookmark: _Toc94986771]5.2.3 Who 

This recommendation would include HR issuing job descriptions and enrolling managers on relevant courses. Line managers would also be involved as they would undertake the training. 

[bookmark: _Toc94986772]5.2.4 Cost

The costs per person to undertake an ILM Level 5 Award in Leadership and Management would be £102. The fee increases to around £250 if line mangers were to undertake a Level 7 course (ILM, 2022). 

[bookmark: _Toc94986773]5.2.5 Benefit 

As aforementioned, this recommendation is not only to develop a specific skill but to help keep retention rates high. There is a clear link between this skill and high turnover rates. This recommendation does not only have benefits with developing in house skills for line managers, but in developing these skills, staff will feel confident to speak to effective line managers ensuring retention rates are kept low (TUC, 2019). Development can also be seen to create a more engaged workforce resulting in better results, and a happier workforce who are more likely to remain in the business (Udemy, 2016). 

[bookmark: _Toc94986774]5.3 Culture 

[bookmark: _Toc94986775]5.3.1 Action 

The third recommendation is to create a mentoring culture. This recommendation is in line with the succession planning recommendation where employees can learn from senior members of staff in order to fill skill shortage gaps. 

[bookmark: _Toc94986776]5.3.2 Why 

As mentioned, JCP had 30 leavers last year which is approximately 15% of the workforce. This created a surge in skills gaps across the different department resulting in unoccupied vacancies due to an overwhelming number of jobs in the current labour market (BBC, 2021a). 

[bookmark: _Toc94986777]5.3.3 Who 

This recommendation would include senior members of staff including Directors and Line Managers, and junior members of staff such as Advisors and Secretaries. 

[bookmark: _Toc94986778]5.3.4 How 

This recommendation would involve JCP adopting a mentoring scheme. Ideally line mangers would achieve a leadership or mentoring qualification to effectively mentor junior members of staff using their expertise to disseminate knowledge. Mentors would be expected to supervise junior members of staff and allow them to assist with current workloads with a view to gain a broader insight into the departmental skills needed. An example would be in the Employment team where there is a HR Assistant Advisor. Here, it would be beneficial for the Employment Solicitor to allow the Advisor to assist with caseload, so building employee knowledge on employment legislation in the event an employee leaves the team. 

[bookmark: _Toc94986779]5.3.5 Cost 

As mentioned, the costs for an ILM course would range from £100-£200. However this would be optional for mentors as not all become line managers (ILM, 2022). The cost would be determined by the time spent between mentor and mentee. To ensure mentors are carrying out their expected duties, incorporating the demands of the role could be included in their annual appraisal. 

[bookmark: _Toc94986780]5.3.6 Benefit 

Mentoring brings several benefits. A recent study showed that employees who were mentored are 72% more likely to remain in the organisation and 69% of mentors would remain in the organisation (Beheshti, 2019). This highlights how employees who are encouraged to develop are more likely to remain at their existing organisation. This would benefit JCP in helping keep turnover rates down and decrease the cost for recruitment. In fulfilling mentoring roles there will be a continuous emphasis on employee development not merely reliant on annual appraisals. 


The recommendations discussed have several benefits for JCP. Collaboratively they will primarily increase retention rates and save on recruitment costs. JCP are encouraged to take on board these recommendations and maintain a stronger focus on in house skill development in a work climate which is prone to change.  
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