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Talent Management and Workforce Planning

New entrants to the parcel delivery market and other labour market competitors have adversely affected ParcelCare’s ability to compete in labour markets. Explain how ParcelCare can strategically position themselves in competitive labour markets. (AC 1.1) 
To Strategically position ParcelCare highly amongst its competitors in the labour market, you can adopt several strategies such as focusing on employer branding, organisational positioning and carry out competitor analysis. ParcelCare must consider how they differentiate themselves from competitors to attract and retain great talent. Taylor & Woodhams (2022) highlight competitor analysis should include assessing strengths and weaknesses of the employment package competitors have to offer, against your own package. The employment package can include salary, staff benefits such as gym membership, pension contribution, reward, culture and job security. Organisational positioning can create better value not only for your employees, also your customers. 
	To help identify competitor strengths and weaknesses, ParcelCare could adopt an evidence-based practice approach by completing a SWOT or PESTLE analysis on your competition. Look through the current business environment and conduct competitive intelligence on labour market trends. To position yourselves correctly, Taylor & Woodhams (2022) explain it is highly important to have vigilance in observing your competitors. Once you know how you place against competitors, you can adopt a strategy to address that, especially when vying for the same talent pool.
	If we consider employer branding, CIPD (2023a) explain whilst all organisations have a brand, it is what sets you apart from your competitors within the labour market that helps you engage and retain the best talent.  ParcelCare need to advertise their compelling EVP building a brand that appeals to top talent. This could include a strong culture and climate, a positive reward and recognition scheme, succession planning and their people at the forefront of what they do. Adopting a strategy of becoming an employer of choice, where branding, image and reputation are at the forefront will help not only to recruit, but to retain that talent. 
	Work-life balance is highly topical, offering your employees flexibility based on their working hours, including a potential four-day working-week pattern highlights a competitive package. According to Batt and Colvin (2011), providing flexibility in the workplace enhances job satisfaction and can be a competitive advantage when talent is lacking. You can consider creating more adaptable schedules to cater to different demographics, such as students or parents, improving your appeal in the labour market. CIPD (2023b) note flexible working are here to stay and the old ways of working are no longer feasible for businesses to thrive in the future and remain competitive. By focusing on competitor analysis, organisational positing and employer branding, you can strategically position yourself to compete in a tightening labour market. These strategies not only help attract top talent, but also promote employee retention and operational efficiency.

Explain the impact of changing labour market conditions on resourcing decisions at ParcelCare. (AC 1.2) 
Changing labour market conditions can significantly impact the decisions of organisations. Key labour market conditions that influence resourcing decisions can include the talent pool, level of skills available, salary and economic conditions. The labour market conditions can be broken down into tight and loose. As per Taylor and Woodhams (2022), a tight labour market is when companies find it difficult to recruit, as there are more vacancies available than active job-seekers, whereas a loose labour market is when there are more job-seekers than available positions. This creates a situation where more people are competing for few opportunities. It is imperative that you consider demand and supply within the labour market. Taylor & Woodhams (2022) claim this balance of demand and supply, can be seen through changes in salaries. Salaries will rise when demand is high, in proportion to supply. 
Key factors can be availability of skilled workers and economic conditions. In tight labour markets, where unemployment is low, companies face difficulties attracting top talent, which can increase wages and create intense competition for skilled workers (Armstrong, 2020). If ParcelCare are in a position where they find it difficult to recruit, CIPD (2024g) suggest by addressing these shortages, companies may choose to implement a retention strategy through increased salary and an improved benefits package. Investing in reward and recognition and employer branding would be beneficial to help retain current employees. There is a proven link between reward and recognition and engaged staff. CIPD (2023-2024) highlight offering employee reward packages lowers an organisation’s turnover rate by 31%. Economic conditions such as recessions play a pivotal part in labour market conditions. Organisations may need to reduce headcount as a result, CIPD (2023c) suggest temporary solutions like agency workers allow businesses to remain agile and able to flex their labour demand. 
If we consider what the labour market is doing currently, ONS (2024) report for Q2 of 2024 labour market figures demonstrate a continued decline in the number of vacancies, meaning a loose labour market. A loose labour market can be more advantageous for ParcelCare currently with a larger talent pool, allowing you to be more selective when hiring. Whereas if there were a tight labour market, CIPD (2024a) claim unemployment would be low with many unfilled vacancies. Be mindful of the disadvantages of a loose labour market. Blanchard & Johnson (2013) stress a disadvantage being higher unemployment links to reduced consumer spending, which can impact business profit. Changing labour market conditions require flexible and innovative approaches to workforce management. ParcelCare would need to adapt to the current climate considering salaries, talent shortages and the constantly evolving preferences of the workforce. 

You are aware that workforce planning has not been carried out in the past and decide to persuade the senior leadership team that this activity is worth doing.  Analyse the impact of effective workforce planning, making clear how ParcelCare could benefit from this activity. (AC 2.1) 
As per CIPD (2024c), workforce planning aligns business objectives with people strategy and if used effectively, can be the best activity an organisation engages in. Effective workforce planning can include assessing future talent needs, current capabilities and identifying skill gaps. Ultimately the impact of effective workforce planning can be having the right people, with the right skills, in the right place at the right time, state Taylor & Woodhams (2022). Whilst this not only allows for operational efficiency, it can also allow for key competitive advantages. 
Kew & Stredwick (2016) discuss the impact of forecasting demand for labour. Following the second world war, government enforced the first manpower budget to ensure there was enough labour to approach the war. When they found themselves with a substantial shortfall of workers, they identified that the recruitment, retention and training of workers needed advance planning. 
ParcelCare can benefit from workforce planning by cost efficiency. In effect making sure the organisation is neither overstaffed nor understaffed. As per Brewster et al (2022), overstaffing can lead you to increased labour costs, whereas understaffing can lead to delivery delays and reduced productivity. ParcelCare can use workforce planning to their advantage by hiring temporary staff during peak periods like Christmas and reduce headcount during off-peak periods. This would result in avoiding long term costs full-time employment brings during quieter periods. 
Workforce planning can allow ParcelCare to mitigate risks associated with skill shortages and an aging workforce by identifying critical roles that require succession planning. Cascio & Boudreau (2016) highlight this is essential for managerial roles, as it ensures consistency in operations and quality. By identifying the necessary skills and providing targeted training opportunities, workforce planning can also improve job satisfaction among employees. For instance, Mackenzie & Forde (2018) claim progression opportunities based on anticipated future needs, can lead to increased employee morale and retention, especially in high-turnover roles like delivery workers.
To conclude, effective workforce planning allows organisations to proactively manage talent acquisition, reduce spend, increase productivity, and respond swiftly to labour market changes. It supports strategic decision-making by providing insights into future talent needs and ensuring compliance with regulatory requirements. Ultimately, workforce planning can help organisations achieve long-term success, making it a vital component of overall business strategy.

To strengthen your argument to introduce workforce planning, evaluate techniques that can be used to support the process of workforce planning. (AC 2.2) 

Effective workforce planning techniques can be vital for ParcelCare, as they allow the organisation to manage costs across a potential geographically dispersed and seasonal workforce. Techniques like demand forecasting, skills audits, employee turnover rate and scenario planning, each offer unique benefits, but also limitations in addressing workforce planning needs.
	One technique to consider is demand forecasting and gap analysis. This involves predicting future labour needs based on past data, anticipated growth and labour market conditions. This could be especially useful for ParcelCare, where demand may fluctuate progressively during seasonal periods. CIPD (2023d) outline the strengths as highlighting the difference between supply and demand. By anticipating these needs, it can prevent the use of costly temporary labour in busy periods. Limitations include relying on past data, which may not account for sudden fluctuations and disruptions caused by economic shifts or technological changes. As per CIPD (2023d) forecasting is only as good as the assumptions you have made. Forecasting errors could result in overstaffing or understaffing, impacting costs and quality of service. 
	Another technique is succession planning. Taylor & Woodhams (2022) claim succession planning refers to an organisation having sufficient employees with the right skills, training, experience and ability to step into the next level position when needed. This allows for being pro-active over re-active, minimising risk to enable a skilled workforce to meet organisational and customer demands, aligning with future needs and operational efficiencies. Taylor & Woodhams (2022) also argue a limitation of succession planning could be losing out on ‘new blood’ if the focus for talent is only internal. An arrangement of employees with a mixture of long tenure and ‘new blood’, creates a well-balanced workforce of company experience and fresh ideas and perspectives. CIPD (2024f) note to avoid appointing external candidates at board level, as corporate culture is key.
	Workforce analytics is another technique where ParcelCare can use data analysis to identify trends in performance, turnover and productivity. You could potentially pinpoint regions with higher turnover. CIPD (2023d) define effective workforce planning as needing to be agile, evidence-based and analytical. Strengths include analysing your workforce by horizon scanning can help identify the gap of what you have available to you now and what your future needs are. Cappelli (2017) highlights a weakness as workforce analytics adding a strain to your budget and interpreting the data effectively requires substantial expertise. 
	Each of these techniques could provide valuable support for ParcelCare’s workforce planning. Whilst all effective techniques may come with limitations such as increased costs and potential inaccuracies, if implemented correctly they can offer a far more comprehensive workforce planning approach. While we can’t predict what the future will be, workforce planning will help you prepare for different futures (CIPD, 2023d).

Currently, vacancies are advertised on ParcelCare’s website. Line managers then interview shortlisted applicants. You feel that these are suitable recruitment and selection methods to use but want to broaden the methods used. Evaluate the strengths and weaknesses of two different recruitment methods and two different selection methods. (AC 2.3) 

Recruitment and selection are imperative to workforce planning, it directly impacts the quality of new recruits. Evaluating various recruitment and selection methods can help organisations optimise these processes. 
One recruitment method to consider is employee referrals. Rees & French (2022) claim there has been an increase in employee referral schemes since 2019, especially following covid-19 where organisations needed to recruit urgently, leading to reduced costs. The strengths encompass a higher retention rate for referred employees, as they typically often have a better insight into the company’s culture, values and beliefs. Weaknesses include hiring staff could show unconscious bias or stereotyping towards the referred employees. They could assume the new employee would be the same or similar to the referring employee. For example, Ress & French (2022) explain stereotyping can be a common misconception to understanding an individual’s attributes, which may contain some truth, but also could be entirely false as everyone is individual. CIPD (2023f) state relying on employee referral schemes detracts from recruiting a diverse workforce. 
Another recruitment method is using recruitment agencies. They can offer specialist knowledge and access to a wide network of candidates, which can be beneficial for specialised or senior roles. CIPD (2023f) confirm the positives of recruitment agencies include they tend to have knowledge of the organisation and its needs. They take time to attract candidates and manage the application process, so you do not have to. Limitations include it being a costly process. Fees are typically based on a percentage of the new candidate’s salary. As per Beardwell & Thompson (2017), allowing a third-party to make the hiring choices would reduce the level of control the organisation has over new candidates, allowing for potentially mismatched candidates, who do not fit with company culture. 
Considering selection methods, assessment centres are widely used for new candidates and for promotion. Taylor & Woodhams (2022) consider this the most sophisticated of all selection methods as it offers a much more detailed insight into the candidates’ suitability to the role. CIPD (2023g) outline assessment centres combine multiple exercises and behavioural ratings, cognitive and personality traits, to give a more detailed overview of the strengths of the candidates. They can be particularly useful for assessing communication and leadership skills. Limitations as per Taylor & Woodhams (2022) include assessment centre days being costly, and they are only effective when there are many candidates to assess. 
Psychometric testing is another selection method ParcelCare could benefit from. CIPD (2023g) cover the strengths of psychometric testing as providing objective measures of individual differences including ability and personality. It can be a quick process with the tests often being carried out online. Weaknesses include CIPD (2023g) advising not to rely on purely test results for selection criteria. They are generally carried out in controlled environments, rather than real-life scenarios. Bartram (2012) emphasises the test can prompt the candidate to experience anxiety, enabling skewed results, especially if the candidate has underperformed due to this anxiety.  


On examining employee turnover rates, you feel the rate is higher than it should be, and higher than internal targets. To try to understand this further, discuss differences between avoidable and unavoidable turnover and differences between push and pull factors. (AC 3.1) 

On discussing the differences between avoidable and unavoidable turnover, avoidable turnover refers to attrition due to failings of management, lack of diversity and inclusion, lack of progression, poor working conditions and more. Taylor & Woodhams (2022) highlight this as attrition caused by dissatisfaction, meaning it could have been within the realms of management to avoid the leaver. Avoidable turnover can be costly for organisations, as they have lost valuable employees and will incur additional costs to recruit and train new employees and lose the business knowledge of the employees who left. This can impact negatively on morale. An experienced, knowledgeable, well thought of employee could leave due to lack of progression. Holtam & Burch (2016) emphasise there is a favourable chance that employee could have been retained if they were put on a clear progression path, with further training and support. 
	Taylor & Woodhams (2022) define unavoidable turnover as the decision to leave the business through no fault of management, examples include: career break, returning to study or ill-health.  If an employee leaves due to a career break, although the business may value that person, the decision to leave is seen as unavoidable. Whilst this turnover is seen as unavoidable, it still leads to costs in replacing individuals. That said, this unavoidable attrition would not reflect negatively on the business, as it is not directly linked to anything the company have done. 
	I am also going to discuss the differences between push and pull factors. ResearchGate (2014) defines push-motivated turnover as stepping away from your current role as the benefits that would attract you to stay, are outweighed by wanting to leave. Push factors consider internal issues that drive employees to leave. For example, an employee could feel undervalued leading them to become disengaged and motivated to seek employment elsewhere. ResearchGate (2014) suggests, push factors conceptualise turnover as withdrawal behaviour, based on feelings towards the current workplace. Push factors can be critical to address issues, because typically, they can be within the organisation's control. ParcelCare could revive reward and recognition, work-life balance, culture and employee engagement, resulting in limited push factors, decreasing avoidable turnover. 
	Whereas pull factors like a more competitive salary package, clear progression paths and better work-life balance, is expected even when employee engagement is high and you are happy at an organisation, claim ResearchGate (2014). The attraction of higher salary and flexible working may serve as pull factors ending in someone leaving their role. Pull factors may be harder to control, however ParcelCare can mitigate this by ensuring they are offering a competitive salary, pension package, and flexible working hours, making themselves more attractive to current and new employees. 
The differences between avoidable and unavoidable turnover and between push and pull factors highlight the various internal and external influences on employee retention. Unavoidable turnover and pull factors can be harder to influence directly. According to ResearchGate (2014), it is accepted that job attitudes are a much stronger predictor for push, than for pull motivated turnover factors. Parcel Care can reduce avoidable turnover by addressing internal push factors, enhancing company culture and employee satisfaction.


Retention of warehouse staff is an issue, as there are many labour market competitors. Compare the following retention approaches: realistic job previews; induction; job enrichment; and reward. (AC 3.2) 

Realistic Job Previews (RJPs) help align employee expectations, particularly reducing turnover early on. Breaugh & Starke (2000) discuss the use of RJPs in recruiting and how they impact turnover by setting realistic expectations, reducing early disillusionment. They do this by providing candidates with an honest, balanced view of positive and challenging aspects of a role. This can help candidates make informed decisions, potentially reducing turnover due to unmet expectations. Its limitations can include a smaller talent pool, if candidates are discouraged by honest portrayal. However, with these honest expectations, RJPs can improve retention, especially in the first 6 months of employment where leavers can be high.  
	Induction is crucial. First impressions are everything towards making an employee feel welcome. CIPD (2023h) note the benefits of an effective induction scheme including reduced turnover and absenteeism. It also leads to increased job satisfaction for employees. ParcelCare could consider branded welcome packs for new starters to create a sense of belonging for the critical initial months. Highlight the benefits of flexible working and work-life balance. An effective induction scheme increases engagement by sharing organisational goals from the start. CIPD (2023h) state 28% of organisations have enhanced retention rates by improving their induction process. According to Taylor & Woodhams (2022), limitations include a tendency for induction to be carried out poorly by management, as it is an administrative, repetitive task.
Job Enrichment drives intrinsic motivation, aiding in long-term satisfaction and retention. Job enrichment involves increasing employee autonomy and responsibility by redesigning jobs. Humphrey et al. (2007) support evidence of job enrichment’s effectiveness in increasing engagement, job satisfaction and giving employees a sense of purpose. As per Humphrey et al. (2007), limitations of job enrichment include employees may prefer simpler, more straightforward objectives and this approach could require thorough job restructuring and additional training, which is timely and costly.
	Reward is a powerful retention tool. Reward and recognition play such an important role in employee engagement. CIPD (2024d) highlight a benefit of reward as helping to retain, attract and engage employees. Rewards reinforce and sustain motivation, especially for experienced or high-performing employees. Taylor & Woodhams (2022) outline what is important for reward, is how employees are motivated and retained. Not only financial, but non-financial reward can include wider recognition, autonomy and opportunities for progression. According to CIPD (2024d), a limitation of reward packages includes how management approach the reward scheme. If the organisation does not have the buy-in of management, the approach is likely to fail and not be carried out. Implementing these approaches as part of ParcelCare’s retention strategy can create a supportive work environment, addressing both the practical and psychological needs of employees, ultimately enhancing overall retention.


To influence the senior leadership team to accept that employee turnover should be addressed, explain the impact of dysfunctional employee turnover. (AC 3.3)

Taylor & Woodhams (2022) define dysfunctional turnover as leavers that have a detrimental effect on the organisation in terms of costs involved to replace them, the loss of critical company knowledge, low morale and impact on the rest of the team. The employees left behind may feel demotivated and overwhelmed with added pressure due to increased workload. This type of turnover is particularly negative as it involves losing high-performing and skilled staff. CIPD (2024e) describe turnover becoming problematic when recruitment is costly, skilled employees are hard to find, and technical vacancies are hard to fill. When morale is low, the effect of one key employee leaving, can prompt a knock-on effect where other employees are prompted to resign as a result. It is beneficial to ParcelCare to track dysfunctional turnover to avoid employee burnout in their role, to avoid low morale and disengaged staff.  
The costs of dysfunctional turnover could be detrimental to ParcelCare. According to Taylor & Woodhams (2022) by calculating this cost (both direct and indirect), HR practitioners are able to understand the negative impact on the organisation and then gain agreement from senior management and key stakeholders to implement proposed retention strategies. Tracking dysfunctional turnover helps companies proactively address potential issues with retention strategies, maintain workforce stability, and retain key talent. Direct and indirect costs as a result of dysfunctional turnover include recruitment, selection, induction, hiring and training of new employees, loss of technical expertise, knowledge and morale. Taylor & Woodhams (2022) state to identify the cost of dysfunctional turnover simply, estimate the cost of an average salary across the organisation, multiplying that number by the amount of dysfunctional leavers annually. 
If ParcelCare were to lose high performing employees, it can negatively impact productivity and customer satisfaction. Quality of the service provided can dip as a result of losing influential employees. Without tracking why high performing employees are leaving, ParcelCare may experience a constant turnover that results in costly recruitment. Taylor & Woodhams (2022) highlight it is imperative to understand the reasons for attrition to be able to ultimately reduce dysfunctional turnover. Tracking turnover reasons can foster valuable insights into job satisfaction and workplace culture. Without this data, underlying issues remain unsolved, perpetuating that constant turnover.
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