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AC 3.1
Employees are leaving (or staying) with companies for many reasons. Currently labour market trends are impacted following the COVID 19 pandemic and Brexit. The UK is in a tight labour market and 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. We are reviewing our recruitment strategy at Admiral and for the first time, engaging with employment agencies in the search for talent, rather than direct to market publicity and in-house management. We are currently focusing on our:
· Branding.
· Retention strategies.
· Reorganisation.
· Development initiatives. 
(Taylor & Woodhams, 2016, p. 53)

According to Human Resources Today, current turnover and retention trends include:
· Career advancement opportunities (promoting growth and development internally).
· Engaging with workers (understanding how they feel and what may keep them with you).
· A strong work-life balance (offering flexibility with hours or places of work).
· Employee recognition (saying thank you and giving due praise).
· Employee benefits (looking at reward packages and being competitive in the market).
(Gordon, 2022)

Looking at why people chose to leave, or stay is important to understand for retention strategies. Leavers can be broken down into:

Unavoidable reasons:
· Ill health. 
· Retirement.
· Commitments at home.
· Leaving to study. 
(Taylor & Woodhams, 2016)

Avoidable:
· 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 are referred to as ‘push and pull’ factors. Pull factors include the allure of a new role elsewhere or working for a different type of organisation. Push factors are elements such as workplace stress; too much change in the company; discrimination and unfairness; lack or career prospects/barriers to development. (Maxwell, 2021). 

AC 3.2
Developing and retaining staff is a priority, particularly those considered to be ‘talent’. CIPD explains: “Talent refers to individuals who can make a significant difference to organisational performance... through their immediate contribution or, in the longer-term, by reaching their highest levels of potential,” (Gamba Quilliam, 2021). 

Key elements to maintain this (at an individual or organisational level) include: 
· Personal development plans (Admiral has these for most staff). We also encourage lateral moves to exchange skillets, retain employees and develop talent.
· Coaching and mentoring with goal planning (there are coaching opportunities in Admiral, but they are currently ‘advertised’ at women as a gender/D&I related initiative. Competitors may have an advantage if they offer this for all staff).
· An effective reward strategy (Admiral have a lower fixed reward and higher variable reward package which again is causing recruitment difficulties in the current market, where fixed reward is the main engine for recruiting).
· Self-directed learning (Admiral have a ‘Buy a Book’ scheme where anyone can purchase a book to assist personal development, enhancing the awareness that Admiral develops staff on all fronts – self-development and via traditional training routes).
· Allowing and encouraging input into innovation (there is a ‘Staff Suggestion Scheme’ in Admiral that encourages this, with suggestion rewards).
· Evolving employee engagement and voice (this has always been an important cultural element at Admiral, which adapts and changes quickly to the market and new ideas, whilst heavily involving staff).
· Performance management. 
· Subsidised training and qualifications (Admiral does this but does not highlight its availability as strongly as it should).
· Fairness and equity in the application of all the above.

(Hayden, 2021), (Hayden, 2021)

Looking at flexibility within employment (working hours, being able to work from home etc) and supporting an employee’s wellbeing (addressing stressors or upskilling resilience etc) is important. (Maxwell, 2021). Currently Admiral are testing a ‘Smart working’ hybrid model of home and office working, to appeal to new and current staff alike. 


AC 3.5
Employee turnover (“the rate at which people leave an organisation,” (Armstrong & Taylor, 2020, p. 350) has an impact on a business. Not all turnover is negative – i.e., poor performers exiting a business would be ‘functional’ turnover and results in space for others to move internally to vacated positions with possible cost savings. However, the opposite - dysfunctional turnover - is more damaging. This is the loss of key skills and knowledge which is the result of someone exiting the business unexpectedly. (Taylor & Woodhams, 2016).

Armstrong suggests there are costs associated with employee turnover:
· Direct costs for recruiting replacements (marketing, interviews, staff inductions, skills training etc) and subsequent administrative costs (for leavers and recruitment: payroll, administration, line manager involvement etc). Admiral pay for welcome packs to be sent to staff, laptops, and office equipment to work from home. Some of these costs are ‘lost’ if a candidate does not stay a year plus. 
· ‘Indirect’ costs: turnaround times (loss of output from the leaver until a new starter is in place; time and effort to become fully trained to the capacity of the leaver). This has been an issue at Admiral. Recruiting new staff in the current market has proven difficult, so turnaround times are impacting morale, productivity, and potential customer satisfaction. 
It is suggested that 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:

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

“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). The onboarding process presents a new employee with information and guidance in relation to their role, the business, culture, and expectations. 

Elements include:
Operational
Recruits need the right knowledge and materials for the role. Admiral ensure staff have laptops, desk, and chair etc alongside the right training programme to perform quickly, so losing less productivity turnaround time. 
Social
Making new staff feel welcome, building relationships and feeling like a part of the organisation. Admiral have forums; tea parties; a buddy system etc. These bed in familiarity and positive connections so recruits 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).
Strategic
Know the employer – from the culture (offer the opportunity to ask questions and reduce any concerns or apprehension) through to the goals and objectives. Admiral consider culture a large part of the employee value proposition and therefore spend time getting new staff embedded into the positive, open, ego-less and communicative environment 
(Pellikaan, 2021)

The benefits of a thorough onboarding are important for the employee experience. They can spread positive word of mouth to others regarding the employer, helping branding and further recruitment. 
(Armstrong & Taylor, 2020, pp. 347-349)

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
How to position ourselves in a tight labour market, to ensure success in recruitment, is vital. Admiral perform competitor analysis to check salary and reward is competitive; use feedback from pulse surveys, exit interviews or reviews on platforms like Glassdoor (“83 percent of job seekers are likely to research company reviews and ratings if deciding on where to apply for a job,” (Moore, 2018)) to sense-check performance, culture and attractiveness…  New recruits are not simply looking at salary – they are looking at their prospects and how valued, and valuable, they could become.

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). 

Branding - what ‘kind’ of employer you might look like to others – is fundamental. Reward, culture, development – being an ‘employer of choice’, whereby salary is important but so is how an employee is treated, which in turn affects the psychological contract – are key. Admiral’s branding includes:
· The values of the organisation.
· People policies (flexibility, encouragement of a strong work-life balance).
· 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 (Admiral is firmly ‘open’ where possible).
· Internal community aspects.
· Diverse and inclusive.
· Employee voice.
· Overall reputation.
· Social media presence.
(Green, 2021)

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). 

There are several sources of labour:
· Jobseekers in the local, national, and international markets – actively looking for employment. 
· Workers from other companies – offering an attractive ‘package’ could tempt them to leave. 
· Graduates –leaving higher education.
· Leavers from college or schools.
· The economically inactive – may not be working currently but could be willing to if “the appropriate incentives or provisions were made available.”
(Taylor & Woodhams, 2016, pp. 52-53)

A tool that can help to cultivate the right employer labour strategy might be a PESTLE analysis (Political, Economic, Societal, Technological, Legal, Environmental). 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).

“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).

Admiral have needed to invest resource and funds into more aggressive employer branding and renumeration deals to attract skillsets; reviewed and implemented various flexible working scenarios to appeal to new (and existing) workers; reorganised areas of the business via voluntary redundancies to re-focus and move talent around. 

“… Pressure on hiring is growing, with significant skills and talent gaps across many roles,” (CIPD and omni, 2021). Technological changes have made remote working reliable for Admiral in our recruitment strategy, meaning previously hard-to source skillsets/talents are more accessible nationally; but the labour market has created a demand that means they are harder to recruit via exiting salary structures – so these are being revised, creating a pressure in terms of ROI and budgets.


AC 2.4
In recruitment and selection, Admiral have been investing in:

External:
· Word of mouth (employer branding).
· Social media - networking sites (i.e., LinkedIn).
· Job search sites (i.e., Indeed).
· Our company website (a main source for Admiral).
· Recruitment fairs.
· Educational connections (Admiral have several via universities and colleges, including specific connections for neurodivergent candidates for experience/placements).
· Recruitment agencies (Admiral are using these for the first time).

Internal:
· Intranet site.
· Referral schemes (Admiral offer money to for successful referrals post-probation).
· Email adverts.
· ‘Port of call’ to other departments than can result in interest/application/transfer.
· L&D referrals.
· Talent development programmes. 

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

Technology helps in terms of speed and effort (Tyfting, 2019) - for instance, social media reaches many people (in and out of work) but results in lots of interest to have to sort through. This needs much time and resource in a different way (as can advertising through the company (Admiral) website). However, this enables our brand image to come through very clearly which is a focus for us.

Agencies can save a lot of that time and resource but are expensive and restrictive in terms of numbers available via that route. Admiral is using this avenue due to a low penetration/acceptance rate of job offers via our established methods. 

Screening and selection should be fair (Equality Act 2010, Employment Rights Act 1996 etc) and consistent. That means ensuring the screening of applications compares skillets and competencies against the person specifications are objective and free of bias. (Armstrong & Taylor, 2020).

In the selection process, the candidate experience is varied. Assessment centres are used that lead onto one-on-one interviews/panel-based interviews. Admiral has used this successfully to date, resulting in candidates suitable for a customer facing role (our volume recruitment). 

We use a structured interview approach (same questions to all and a scoring system used); competency based, and strengths based. This avoids accusations of bias or a lack of objectivity. Face-to-face contact leads to a better initial relationship and the ability for applicants to ask questions etc. (Armstrong & Taylor, 2020, pp. 313-315). All processes have included the ability to make reasonable adjustments for protected characteristics including disabilities and neurodiversity (i.e., we give more time if there is a written assessment, give advance notice of tests, provide electronic means of writing rather than handwriting, use of dictation tools etc). These technologies can assist in achieving fairness of approach.

On balance, all methodologies explored have strengths and weaknesses – it’s a balance to use those that have the desired effects suited to needs.


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). Businesses are struggling. 

The Government is responding with efforts to ‘level up’ education (via systematic phonics for reading, maths hubs and better trained teachers), where “By 2030, our ambition is that 90% of all primary school children in England will achieve the expected standard across the country,” (GOV.UK, 2022). However, this affects the future – not today. 

New laws like the Skills and Post-16 Education Act seek to aid economic growth by enabling people to obtain new skills in areas of need 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 aids the futureproofing of skills gaps, it also applies pressure on 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 in such areas, and work with local government and relevant charities to 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). However, “Over 4 in 5 managers don’t think Government have gone far enough to help UK business with… increasing costs,” (CMi, 2022). With inflation rises, costs increasing due to Brexit (higher prices for resources, supply chain issues etc), competition for employees raising wage expectations, the “Government will need to act by autumn at the latest,” (CMi, 2022) to alleviate the pressures. 


AC 2.1 
The effective workforce planning is a “core business process which aligns changing organisation needs with people strategy,” (Zimpel, 2021) by having “the right people, with the right skills in the right places at the right time,” (Taylor & Woodhams, 2016, p. 57).

Looking into future scenarios and business expectations It reduces any gap between need and fulfilment by ensuring people are in place before the need arises/unexpected attrition hurts the business and assists HR in their strategic planning as a result. (Armstrong & Taylor, 2020, p. 291). In turn it ensures customer demand is met, alongside a quality-of-service delivery that maintains financial results. 

Evidence of demand, current and future, for labour - skillsets, job role types, employment types etc. For Admiral this means better recruitment forecasting and better internal skills development, talent management and lower turnover. This forecasting helps identify gaps; leads to tactical succession planning and building of talent pools; helps budget forecasts and acquisition cost planning  (Taylor & Woodhams, 2016, pp. 57-60), alongside ensuring work life balance and employee wellbeing is considered too, in the drive to meet targets. 

The impact of successful workforce planning can be that:
· Efficiencies are identified/inefficiencies 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 in advance.                                                                                  
(Zimpel, 2021)


AC 2.2
Workforce planning approaches:
· Strategic – using truthful and reliable hard and soft data; making sure workforce planning aligns to the business plan; looking externally (qualitative data via PESTLE analysis) and internally (qualitative data – information on product development and markets; organisational changes; performance information (historical demands, market trends, demographics etc); with a long-term demand and supply outlook (3-5 years). It is useful to look into several possible futures but requires a lot of data and isn’t an immediately flexible approach. The future is subject to change and therefore it can help reduce risk by anticipating the future. (Hirsh, et al., 2019). Admiral use this alongside:
· Operational – 3–12-month outlook, mainly looking at skill gaps and immediate needs (talent and talent acquisition). This was a useful approach for Admiral during the pandemic when short terms changes needed to be made quickly dependant on a fast-paced, ever-changing environment (using internal data – absence, attrition, dismissals, turnover – a workload analysis). (Morrow, 2020).  We share the view that “it’s going to be agile, it’s going to evolve, it’s going to change,” (Hirsh, et al., 2019).
· Managerial judgement – managers in departments “sit down and think about their future workloads, and decide how many people they need,” (Armstrong & Taylor, 2020, p. 293). This is possibly unscientific and therefore misrepresentative. Admiral partly use this approach within the operational view of workforce planning (we believe in taking in data and reviewing that objectively (as managers often want to bolster their own departments without considering the bigger picture).

(Armstrong & Taylor, 2020) and (CIPD, 2018)


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 about analysing and developing an existing workforce as well as using recruitment to bridge skill gaps.  Utilising existing abilities in differing areas; building Personal Development Plans (PDP’s – Admiral use these); upskilling staff; coaching and mentoring via managers/specialists – all use current resources, avoid dependency upon an uncertain labour market and in the process, increase the employee value proposition. (Armstrong & Taylor, 2020, p. 59). 

There should be a focus on being flexible and open with opportunities. Objective valuation of potential candidates for future roles (i.e., via appraisals for instance) should be transparent and accessible - this includes making reasonable adjustments for candidates who may need a different approach (i.e., allowing someone who is autistic to be able to write answers out rather than be ‘put in the spotlight’ being interviewed by several different people at once – providing the skills they are offering do match the specification of what is needed). 

“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). Talent pools and succession planning nurtures internal (and eternal) talent and assists the employer of choice proposition. It builds a culture of development; can provide future leaders already established in the organisational culture and an understanding of the business to date. However, it does also mean that some roles may become staid with a lack of inventiveness and new ideas from employees who have always been in a company, and so external sources should be balanced with internal to get the best of both worlds. (Weeks, 2020).

AC 3.3
Building and supporting talent pools requires structure. The definition of a talent pool is “…a database of potential job candidates. The workers included in the database are typically both highly qualified and have previously expressed interest,” (Smart Recruiters, 2022), who may possibly fill vacancies when they arise. 

Talent pools are:
· Former applicants
· Former employers who are open to returning.
· Referrals.
· Recruitment from colleges or universities.
· Current employees whose talents are not utilised in their current roles.
· Employees on internal talent management programmes (as in Admiral).
(Suzuno, 2022)

Externally based talent pools are problematic as a source due to demands from competitors; availability; limited skills for niche roles etc. 

Approaches to building talent pools:
· Appraisals to ascertain interests and ambitions. 
· Formal development programmes to progress skillets. 
· Coaching and mentoring/shadowing a role; enhancing understanding and expansion of skills. 
· ‘Stepping in’ for someone in a position they could fill in the future. 
(Taylor & Woodhams, 2016, pp. 59-60)

An example: Admiral have a Talent Agility Programme “open to all… colleagues, regardless of educational background. Those on the programme can join entirely new departments through immersive, six-month placements with the aim of staying there longer term,” (Admiraljobs.com, 2022). The restriction here is that such programmes limit development to the chosen few. 

To help build a fair and inclusive approach to internal talent pools:
· Have open communication and availability to express an interest. 
· Formalise benchmarks for fairness.
· Provide reasonable adjustments/assistance for those in need (i.e., no barriers to selection).
(Taylor & Woodhams, 2016, p. 60)

AC 3.4
Talent pools should be inclusive and diverse, particularly as the Equality Act 2010 etc means it ought to be an integral legal and moral consideration.

Benefits include:
· Morale – the feeling that employees ‘belong’, and their contribution is valued. 
· Perspectives – new and diverse views on decisions being made/the values of the business.
· Strengths and skills – diversity brings a broader skill set and can result in specific and greater-value skillsets (i.e., someone with autism can be laser-focused on data analytics and able to see patterns in data ‘neurotypical’ employees cannot).
· Better communication with customers who share commonalities with employees.
· Improved organisational branding and image.
· Reduction in the risk of non-compliance with the law.
· Engaging with Government initiatives like the Disability Confident campaign (Admiral are currently applying for Leader status). 
· Stronger employee wellbeing and engagement.
(Waite, et al., 2021, p. 154) and (Miller, 2017)

Encouraging diversification includes “assessing prospective employees on their strength and potential, rather than education or qualifications,” (Afflek, 2021); offering adjustments and flexibility of working and emphasising employee voice as a way of encouraging inclusion. 

There are potential problems – diverse opinions can cause workplace disagreement; solutions may take longer to arrive at; communication may be challenging for some (comprehension may vary i.e., an autistic employee at Admiral had difficulty with verbal communication versus written, and only those with awareness of this overcame it. It provided issues for those not aware in initial communication). However, as businesses seek to understand and adjust, it is “vital for the sustainability of businesses and economies,” (Miller, 2017) that challenges be overcome.

“Companies in the top quartile for racial and ethnic diversity are 35 percent more likely to have financial returns above their respective national industry medians.
Companies in the top quartile for gender diversity are 15 percent more likely to have financial returns above their respective national industry medians,” (Hunt, et al., 2015)

AC 4.1
The provision of a suitable workforce can be achieved via contract types, which match the requirements of an employer to their business model.

Employment falls under 3 statuses: employee, worker and self-employed. Each carries certain rights, terms, and conditions. Contract types:
· Full-time and part-time (permanent role, statutory minimums for pay, holidays, sick pay, leave etc).
· Fixed term (specific length of service, end when a task or service has been completed).
· Agency staffing (hired/paid for via agency, rights via agency until 12 weeks employment when all rights refer to the same as a full-time employee).
· Freelancers, consultants, and contractors (self-employed or part of another company; may not be entitled to same rights as other works – i.e., minimum wage).
· Zero-hour contracts (‘on call’ for work as needed but can refuse when asked to do so; are not ‘entitled’ to any work unless it is offered but are entitled to minimum wage and annual leave).

(GOV.UK, 2022)

As an example, with Admiral, the main workforce has full and part-time employees - this is because workflow is steady, many roles are customer-facing and there are regular opening hours and deliverables to maintain. Flexible working and other amendments can be made to satisfy both an employee’s and employer’s needs, providing business objectives are achieved. Contractors are brought in, with fixed term contracts, to work on tasks in areas of speciality. An example is in IT, where a project needs skills to work in on one piece of a project. This reflects the increase in ‘gig economy’ work in the current labour market where there is an “evolution to more temporary jobs [which] suggests a drive towards more task-based rather than [a]… job-based structure,” (Hedlund, 2022). 

AC 4.2
An employment contract has many types of terms that can be applied, and some that are ‘implied’ through various means. “All employees and workers have a statutory right to a written statement of particulars of employment setting out certain key employment terms on their first day of work,” (Suff, 2021).

· Express terms are usually written in contacts, or can be found in associated documents such as staff handbooks; staff intranet sites (Admiral have a ‘Big Book’ of policies ‘reference’) etc. Pay and working hours are usually key express terms in written contacts. 
· Statutory terms are a part of employment law, but do not need to be in writing (unless details need to be specified – i.e., a minimum wage amount). Statutory rights such as maternity leave etc that are ‘always there’ cannot be removed from an employee’s rights. 
· Implied terms can be “so obvious that the term is assumed to have been implied,” (Suff, 2021) and so not written down i.e., the implication that if you steal from your employer, it is wrong. It would also cover obligations that an employer should provide (i.e., toilets and running water) that again do not need to be stipulated in a written contract but would be expected.
· Also included are agreements that may have been made via relationships with unions or perhaps the/an entire workforce. 
· Implied terms can also happen via ‘customer and practice’. They may be adjustments made to a person’s employment that have been in place so long that they can be considered terms. However, this is only where there has been an agreement - e.g., if you’ve worked 35 hours a week for 10 years, even though your contract says you should only do 30 hours, you don’t have the right to work 35 hours by custom and practice,” (citizensadvice.org, 2022).

(Acas, 2022) and (Waite, et al., 2021, p. 134)
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