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Understanding Resourcing and Talent planning



Question 1- Labour Market Trends

When reviewing the US and the UK there are some similarities within the labour market trend at the beginning of the twentieth century regarding gender.  Female workers over the years continue to bridge the gap bringing women more in line for equality.

The US employ more women than the UK (EHS.org, 2020).  Catylys.org (2019) state that people over 65 and older are projected to become a quarter of the population, 23% by 2060 compared to 15% in the USA in 2017 and 9% in 1960.  The nation is becoming more diverse.  Diversity is especially concentrated in younger age.  44% of millennials (1981-1997) are people of colour and by 2020 most people under the age of 18 are predicted to be of colour.  In the US women earn more degrees than men.  Women in the US are nearly half of the labour force in 2018 at 46.9% and men 69.1% although the women labour force continues to decline. 

UK working generation is getting older, one sixth of the UKs’ population was over 65 years in 2018. Within the next 50 years it is predicted that more than a quarter will be 65 years or older.  With that in mind the working age is expected to rise.  The US population is becoming multicultural and nonwhite residents have been increasing since 1991.  More women than men in the UK pursue a higher education.  Over half the graduates and Batchelor degree or equivalent at 55.5% and masters or equivalent at 59.4% were women and unlike the US the labor workforce is increasing. 

When researching the pay scale differences between women and men for the US, there remains a disparity between the genders.  This article also states that the gender pay gap is wider for coloured women and women in executive roles.  Women may take home $0.81 for every dollar a man makes.  Recent months during Covid-19 pandemic it is highly likely that women will be laid off /and or resign or suffer greater penalties than men; this will be largely due to women being more likely to take time off work to care for dependents or tend to the family home (Payscale, 2020).

UK age gap for 40-year-old for full time employees is near close to zero and among 40-49-year-old the gap has decreased substantially over time, currently at 11%. For 50-59-year old and those over 60 the gender pay gap is 15% and has not declined over time.  Women are more likely to work in lower paid occupations and younger women are less likely to work as managers, directors or senior officials (ons.gov.uk22.5.20).

[bookmark: _Hlk42622773]The gender gap for all employees is higher.  A woman tends to fill more part-time jobs, and these are normally lower paid. ‘The three occupations that saw the largest increase in proportion of full-time employed jobs held by women were: Sales and customer service, elementary occupations and process, and plant and machine operatives.  These all have a lower than average rate of hourly pay and will reduce the average full-time earnings among women’ (Bank of England, 2019).


[bookmark: _Hlk42595936]In the US bea.gov reference economy briefly shows that due to the recent Covid-19 has had a significant impact on personal income and outgoings, this decreased by 2% in March after increasing in February by 0.6%.  Wages and salaries have been affected by Brexit which has made the GDP growth volatile so far this year.  Business surveys suggest that the near-term outlook remains subdued (Bank of England, 2019).

The UK economic condition is the sixth largest economy in the world, but it has slowed after 2016 referendum on leaving the EU (Brexit) despite moderate growth, employment has reached historic heights.  The service sector employs more than 80% of the workforce and contributes to more than 70% of the GDP, it is also classed as the engine of the economy.  London remains the largest financial Centre in Europe, on a par with New York (Nordea, 2020). The UK private sector makes up most of the workforce, while in the US it is mainly the Public sector (Brock, 2001). According to OECD (2016) the US unemployment rate is 13.349% compared with UK which is 26.251%









Question 2 – Workforce Planning- Key principles of workforce planning 

When researching for information about workforce planning and listening to a recent podcast, it has become apparent that some businesses feel that it can be a complicated tool and some organisations tend to overcomplicate the process thinking that they need to have a ‘thing’.  This can deter organisations from seeing the benefit of it.  It was particularly popular in the 1960’s and 1970’s.  Ancient China were good workforce planners and could see the benefits to this. In modern day businesses it can be used to determine the needs of the business by formulating a strategy of profiling, analysing current workforce and future needs depending on whether to employ externally or internally. To meet the needs of the business with internal candidates there needs to be a robust succession plan. To recruit externally you may wish to consider whether the business needs to stretch to a wider market globally.  Workforce planning can often be left to the Human Resources department to develop, but to get knowledge of what is needed for a particular organisation, the utilisation of employees is vital, they will know the need as opposed to what you think the need is, it also needs stakeholder ‘buy in’. For workforce planning to be effective, a business should have a short term and long-term vision. Analyse data and identify gaps.  It is also used in the everyday running of an organisation when determining schedules.  For example, to have employees with the correct skills working throughout the day deliver the task required for that day/week/month etc. This can be classed as ‘hard’ workforce planning. Bizmerlin HR (2019) suggests that ‘hard’ workforce planning is operational planning such as functional numbers, data, history and quantitative analysis, whereas ‘soft’ workforce planning is based around behaviours, relationships understanding the underlying cause and effect of this. For workforce planning to be effective, it is essential that there is a combination/right balance of the ‘soft’ and ‘hard’ approach between the two methods.

There are six main stages of workforce planning: -

· Understanding the organisation and the operating environment. What are the plans to increase productivity, structure and process?
· Analysis of the workforce. Identify the knowledge, skills abilities, talent profiles.
· Determine future workforce needs. Identify future skills, capabilities, and timeframes involved.
· Identify gaps in the workforce. Gaps in skills knowledge bearing in mind the requirement or digital awareness.
· Develop an action plan that allows for functional, numerical and adaptational flexibility. The requirement for an agile workforce that dan adapt to change and contribute greatly to an ever-changing organisation. 
· Monitor and evaluate action plans and solutions. Setting up a clear evaluation process designed and embedded into all the above stages. Plan, do, review (CIPD, 2020). 


· Tools used in workforce planning

To determine the future workforce needs there are five ‘rights’ of workforce planning  

· Skills – capabilities necessary to meet the future goals and bridge current gaps
· Right size – the number of people for the jobs and skills needed to achieve goals efficiently and effectively. 
· Right cost – an effective employee/cost ratio, benchmarking pay and reward, training budgets, the cost of recruitment, development and mobility costs. 
· Right location - availability of people with the right capabilities at the right locations to meet changing requirements.
· Right shape. - the right workforce composition in terms of structure purpose, ration of managers to professional and administrative staff, the right demographic mix.

A good mindset is needed to undertake workforce planning.  The HR managers challenges in some cases is to open managers’ minds and behaviours to a range of possibilities in what the organisation will have to confront in future forecasting.  A PESTLE analysis is one of the most effective frameworks for understanding how an organisation can operate. This tool also allows managers to assess any risk specific to their industry. An effective analysis needs to be done on a regular ongoing basis.  This will spot trends before others, thus providing competitive advantage.  Other tools used in workforce planning could consist of SWOT analysis (strengths, weaknesses, opportunities and threats and Porter’s Five Forces (The industry, Threat of new entrants, bargaining power of customers, threat of substitute products or services, bargaining power of suppliers) (CIPD, 2020). 

To enable organisations to create a basic people and or succession plan that would add value to the business you need to have a positive team to ensure the key factors are addressed.  It is vital that there is a consensus with a collaborative approach from all aspects from stakeholders to colleagues and managers that work within.  When the rationale is explained for each step of the plan such as, the ‘how’ not just the ‘what’ there is considerably more understanding of the actions taking place. 

Each individual need to be clear on what they are responsible for and what actions need to be taken. A need to be provided with adequate support throughout the process to identify skill gaps to fulfil their responsibility.

Reviewing and capturing learnings throughout is vital to ensure that plans can be even more effective for future predictions (CIPD, 2020). 

When considering developing a people plan, best practice would be to look at talent ‘in house’ first.  When looking for a gap in a business these points should be addressed; - future business changes, future proofing, demand, skill gaps, cost and unattractive positions. Succession planning using internal employees is a great way to fill positions and commonly used.  Successors can be identified, and talent spotted throughout the year when completing performance reviews with their peers.  The succession programme would need to consider these points.  The post and job description, development plans, short-term or long-term positions and job data.  Full support of succession planning needs to be in place from the CEO right through the business to be a success, this needs to be reviewed regularly with clear next steps and guidance on development needs (Institute of Employment Studies, 2020).





Question 3 – Attracting and Retaining Talent.

There are various approaches to attracting and retaining talent through different organisations.  To attract talent, organisations may encourage collaboration, flexible workplace, promote a happy workplace environment and wellbeing (Amos Beech,2020) as well as promoting a ‘employer brand’, fair treatment and career development (CIPD, 2020) 

Several studies have revealed that ‘Employers of Choice’ are classed as businesses that are great places to work.  Employees will vote with their feet and move to forward thinking employers who offer them what they want (International Institutes of Directors and Managers, 2020). Culture based on collaborative thinking changes with the ever-changing needs of organisations.  Employers could offer a wide range of benefits such as reward packages to entice top talent.  This will in turn, give the employer a healthier workplace culture and better productivity.  Becoming an employer of choice means looking at your current workforce to find a solution of the future (Robert Half, 2020).  Benefits to attract talent can include welfare programmes, graduate schemes, recognition programmes, office perks, health care insurance, performance bonus generous annual leave, travel allowances, retirement savings plan, save as you earn and a company pension.

To retain talent employees like to be valued, listened to, treated with respect, have the opportunity to develop and progress, access to company benefits, annual performance review, have flexible working wherever possible, Supportive managers who have their wellbeing at heart and trust.

Employees sometimes quit good jobs.  This can be largely due to the employee being unhappy in their working environment.  The culture of the business is the main reason for this.  Businesses can be in ‘fight or flight’ or ‘survival mode’.  When people are unhappy it will stress the whole organisation, an employee feels like they are drowning and there is a misalignment of the vision and direction of the core values.  There is no clarity of roles and responsibilities and a mediocre performance is accepted, this leads to toxic behaviour.  A company needs to embrace diversity and inclusion which leads to a thriving culture, which in turn leads to successful, thoughtful, high performing, creative and innovative empowered employees.  Trust and transparency are key to having a problem-solving workforce. Feeling like they have been a part of something great, have had a voice, and are listened to.  Adaptability is the distinctive advantage to a thriving culture which gains results.  (Lindor, 2018.).  

Investing in development activities will reduce employee turnover and improve talent retention. Reward and recognition can also be a tool to retain talent. It might include recognition incentives, rewarding contribution to success and acknowledging an individual’s value to the organisation (CIPD, 2020). 




Question 4 – Key aspects of good practice in relation to; - Job descriptions, person specifications, competency frameworks, redundancy, dismissal and retirement.   

The first stage of recruitment planning involves the likelihood of job vacancies.  What the nature of the job acquired is and what is the objective for the organisation? (Management Study, 2020).  Advertise the role by using a prepared job description.  Various methods and platforms to advertise could include, advertising on our own company website or outsourcing to a third party to select for you such as a recruitment agency.  The selection process for interviewing could consist of psychometric testing, assessment centres or individual interviews (CIPD, 2020). This process would have to be adapted for each role depending on job description. 

Job Descriptions summarise the task that make up the job, together with the statement of reporting lines, areas of responsibility and performance criteria.  These are widely used in drawing up advertisements.  There tends to be a standard form of which includes the following information: -

· Job title
· Grade/rate of pay
· Main location
· Supervisor’s name/post 
· Details of any subordinates
· Summary of the main purpose of the job
· List of principal job duties together with brief descriptions
· Reference to other documents that may clarify or expand on other items

Person specifications focus more on the nature of the job role and its mainly human attributes necessary for the role. These could include the following: -

· Skills – such as certain level of IT competence
· Experience
· Qualifications
· Education
· Personal attributes

Competency frameworks are based around human characteristics skills required, such as scenario-based questions on how to handle a situation based on core values, communication, customer focus, commercial awareness, teamwork, flexibility and problem solving. (Taylor and Woodhams,2016)

There is a wide range of recruitment methods, both have strengths and weaknesses. Businesses could use either one of these methods or chose to use a combination.  

· Interviews - via telephone or video link, this is usually the first phase of the process when hiring from overseas.
· Interviews – face to face 
· Panel Interviews – more than one company representative attends
· Group Interviews – Group of applicants interviewed at the same time.

Interviews follow a schedule and will include probing questions based on their CV.

· Ability and Personality tests – General ability, literacy, numeracy.
These are never used in isolation; they are mainly used to weed out the poorer candidates to shortlist when there are large numbers of applicants. Personality tests can be largely around communication, diplomacy and emotional intelligence and can be deemed, as necessary.  There is no correct answer, it is based around discovering skills specific to the position advertised.  (Taylor and Woodhams, 2016)

Assessment centres can be used to use a variety of selection activities such as -

· Candidate presentations
· Interviews
· Individual work samples
· Ability and/or personality tests
· Group activities
· Role play

When using these recruiting strategies there can be both strengths and weaknesses to both.  Some candidates may prefer a face to face individual interview while others thrive and shine in a group activity. If both methods are incorporated this would give the individual a chance to demonstrate their attributes. 


The departure of employment can be because of different factors.  Some of the reasons could be through retirement, redundancy or dismissal.  When any of these methods occur, good practice is that it is fair and consistent with excellent communication throughout.

Retirement is referred to as the scheduled departure of an employee from the company.  Good practice in the management of this is that there are ongoing discussions about their future intentions, taking into consideration the emotional loyalty and how it can make an individual feel. There is a range of different options an individual could take.  Full time to part time, stepping into a role with less responsibility, a slow reduction of hours, extended annual leave, or maybe retiring from employment but remaining as a consultant for the company.  This can be reflective of the brand as it will be the employees last impression as they depart.  

Redundancy is perceived as involuntary turnover.  In summary, a redundancy occurs where there is or will be a closure of the business or workplace, a diminution in the need for employee such as a restructure. Redundancy can be a very distressing event and requires sensitive handling.  It can affect the morale of the remaining workforce and if not handled correctly the company could be liable for unfair dismissal claims or protective awards.   Organisations should always attempt to avoid redundancies and consider alternative approaches if possible. Identify the pool for selection such as those who undertake a similar type of work, similar departments, branch location and work that will cease soon. Seeking voluntary redundancy may avoid compulsory redundancies.  Suitable alternative work to redundant employees must be considered.  A four-week trial period could be offered to enable the employee to make an informed decision of whether the new job role is suitable for them.  Employees that have at least two years’ service must be given time off to look for work during the final notice period.  There is a minimum statutory redundancy payment that the law states. 

Dismissal is classed as involuntary employee turnover; this is where the contract is terminated by the employer. An employee has failed to meet the requirements of the role.  It could either be because of conduct or capability.  Conduct is when a breach of the rule occurs in a minor way (misconduct) or a major way (gross misconduct).  Capability issues are an inability to meet the requirements to do the job. To ensure that a fair dismissal as taken place an employer must show that it was due to one of the five specific reasons.  

· Capability or qualifications
· Conduct
· Illegality or contravention of a statutory duty
· Some other substantial reason
· Redundancy

There needs to be a thorough investigation before taking any action where managers should establish the facts.  A positive approach considered prior that maybe likely to be effective, an example of this could be coaching, guiding or a record of conversation.  Matters relating to conduct need to have a level of proof for an alleged offence before reasonable belief shows that the employee committed the offence. Poor performance where capability is an issue may be beyond the employees control as a result of inadequate training, inadequate leadership, poor working systems, poor management, therefore this could be remedied through coaching and guiding, finding out what the employees skill gaps are to enable measures to be put in place and improve their performance.  Next steps with a robust training plan and a follow up meeting will considerably improve this. 

When dealing with sensitive matters, welfare, confidentiality and communication are key.  The employee should be kept informed in a timely manner.  Suspension should be a last resort as this can break down a working relationship. 

Constructive dismissal could occur when an employee resigns as a result of the actions of the employer.  There must be a fundamental breach of the contract, this can be known as ‘mutual trust and confidence’ (CIPD, 2020).  It is important to consider that employees could appeal and make a claim against the dismissal claiming it is unfair (CIPD, 2020). 
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