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1. An employee is emigrating and asks you if the labour market trends of their destination country are the same as in the UK. Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice). 
[bookmark: _Int_E5P4dnI2][bookmark: _Int_yARP5zsY][bookmark: _Int_QR8bUkYQ]As the CIPD (2021a) put it, having an understanding of the economic conditions affecting the labour market is vital for people professionals. In a tight labour market, job-seekers have more choice as there are usually more job vacancies than job-seekers.  Conversely, in a loose labour market there are more jobseekers than there are vacancies (Wilkinson & Taylor, 2016, p. 53).
[bookmark: _Int_Q34aqdZV]When exploring the labour market trends of varying countries, there are many factors that can be taken into account.  These could include factors like: unemployment rates, rates of pay, working patterns and comparisons between sectors.  The Office for National Statistics (ONS) provides rich data to economists and people professionals.  The United Kingdom currently has a tight labour market (CIPD, 2022a), with a record 1.1 million vacancies being reported the last quarter of 2021 (ONS, 2021a).  In the first quarter of 2022, this figure rose again to 1.2 million (ONS, 2021b).  At the end of 2021, the UK unemployment rate had fallen by 0.1% to 4.2% (The Guardian, 2021).
Between December 2021 and February 2022, there was a growth in average total pay of 5.4%.  However, it is important to note that raw figures like this do not paint the entire picture.  Taking inflation into account for the same time period, the figure shrinks to 0.4.  If we are to exclude bonuses from this data, employees pay actually fell by 1 percentage point in that time period (ONS, 2022).  The same source shows how private sector pay growth stood at 6.2% between December 2021 to February 2022.  This is in comparison to 1.9% in the public sector.
Germany, which is the UK’s European neighbour, has an employment rate of 75.8% in 2021.  This had risen from 75.5% in the previous year (Destasis, 2022a).   The unemployment rate in Germany has steadily fallen from 5.5% in 2011 to 3.3% a decade later (Destasis, 2022b).  Germany’s statistics also show an unused labour supply rate (combining unemployed, underemployed and potential labour force) which was 9.8% of the population in 2019.  Whilst this is hard to compare on an international level, there underemployment rate for the UK in 2019 was 4.6% (The Health Foundation, 2021).
In terms of wages, the national minimum wage (2021) in the United Kingdom was equivalent to 2087.2 US Dollars.  This is higher than the (2022) minimum wage in Germany which stands at $1835.9.  In both countries, this has been generally rising for the last six years, except for 2022, in which Germany’s rate dropped significantly from the previous year (CountryEconomy.com, 2022).
2. A new HR assistant asks you to explain the following aspects of workforce planning: 
· [bookmark: _Int_9tGVPHED]·  key principles of workforce planning 
· [bookmark: _Int_agZhQmTo]·  tools used in workforce planning 
· [bookmark: _Int_HmnsSHF9]·  how to develop a basic people plan, including succession planning. 
[bookmark: _Int_fkFEWDCz]With an understanding of economics, specifically labour markets, people professionals can consider talent planning.  This is often called workforce planning or human resource planning.  Essentially, this can be defined as how organisations plan and execute having ‘the right people, with the right skills, in the right places, at the right time’ (Wilkinson & Taylor, 2016, p. 57).  The CIPD (2019) podcast states that ‘workforce planning can be the most effective activity that an organisation can engage in’.
Whilst researching this subject, it has become evident that this is not a new concept.  Workforce planning has fallen in and out of fashion over the last 60 years, with focuses changing from ‘headcount’ to ‘head-content’ (Castley, 1996).
There are a vast number of components and complex factors that comprise workforce planning, of which will be discussed later.  In the main, there are a few principles of workforce planning that should be followed.
Firstly, strategic workforce planning must be in cooperation with the organisation’s strategy.  Both should be intertwined, be developed, and reviewed harmoniously.  Secondly, workforce planning should be based on critical roles and functions of the organisation (van Vulpen, 2021).  Finally, it is vital that organisations take a strategic view on workforce planning, as they are essentially planning for and securing their future success.  Workforce Planning, although primarily the job of HR, needs to be an organisation-wide consideration.  When creating workforce plans, there are many stakeholders that need to be at the table such as executives, finance teams etc.
[bookmark: _Int_P6zF1gSY]For any organisation, the workforce planning process begins with the goals and strategy of the organisation.  The CIPD (2018) advises on 6 steps in the cyclical process:
· Understanding the organisation and its environment
· Analysing the current and potential workforce
· Determining the future workforce needs
· Identifying workforce gaps against future needs
· Actions to address shortages, surpluses or skill mismatches
· Monitoring and evaluating actions
[bookmark: _Int_hItTKKN4]The CIPD’s model can be compared with the model below, taken from the Office of Personnel Management (n.d.) in the United States:

[bookmark: _Int_lMKo4j6q]When undertaking any strategic workforce planning, Sombi (2021) advises the use of specific tools:
i. Strategic Workforce Planning Map
This requires a ‘top-down’ approach and requires a great understanding of the communications and cross-departmental workings of the organisation.  Sombi also advises that the success of this tool is dependent upon the understanding that HR has on who does what and who with.
ii. 9-box grid
This method takes a more individualistic viewpoint.  This is where leaders can gather data on an individual’s performance and collate these as a workforce planning or succession planning tool.
iii. Scenario Planning
This method involves leaders visualising potential future scenarios.  This can be a useful tool when planning training needs, future growth etc.

As with all but the best laid plans, each of these tools requires solid data, technology and measurement in order to be effective (PWC, 2022).  
[bookmark: _Int_9ubHYxF2]Succession planning has its roots in big business, with departing CEO’s announcing their ‘heir apparent’.  These were often done in secrecy and in highly charged political situations.  Nowadays, succession planning is a much more open and planned process.  Rothwell (2001, p.29) describes succession planning as “a deliberate and systematic effort by an organization to ensure leadership continuity in key positions, retain and develop intellectual and knowledge capital for the future, and encourage individual advancement”.   In essence, succession planning means having the right people, in the right places, at the right time.
It is important to note the difference between talent planning and succession planning.  Talent planning looks at the entire workforce in line with business needs.  Succession planning refers to a range of processes that ensure that organisations have an adequate number of skilled employees to move into leadership roles when needed (Wilkinson and Taylor, 2016).  
In order to develop succession plans, there are key components that organisations should consider.  The first is the role of the performance management systems in succession planning.  Wilkinson & Taylor (2016, page 59) discuss how appraisal meetings are key for exploring goals of employees as well as identifying skills gaps and development plans.  These individual appraisals can feed into a strategic overview that informs wider plans.  
[bookmark: _Int_2QlVzjQ2]Using appraisals as a succession planning tool are what the CIPD (2020) call a formal approach.  Another formal approach is assessing competencies through competency frameworks devised for particular roles.  When implemented correctly, employers can assess transferable skills needed in order to create talent and succession plans (CIPD, 2021b.)  In contrast to formal approaches, there are also informal approaches to succession planning.  A prime example is conversation with managers.
Crucially, succession plans need to be inexplicably linked to organisational objectives and business plans.  The CIPD (2020) highlight how those involved in the process must have a deep understanding of the future strategies (and potential needs) of the organisation.  Current thinking is geared towards developing ’pools’ of talent, rather than developing individual people.  Talent pools aim to develop a number of skilled professionals in order to supply future demand (Yarnall, 2011).

3. [bookmark: _Int_G9s0Ryl8]Your Director asks for your thoughts on how the organisation can attract the talented people it requires and ensure that these people stay with the organisation. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach. 
[bookmark: _Int_PvRclgbT]There are many ways in which an organisation can attract talent.  Resourcing, recruitment and retention are key elements of talent management. The CIPD (2021c) lists four ways in which employers can attract applicants:
i) Employee referral schemes
This method incentivises current employees to refer someone they know to become an employee.  Incentives could include monetary bonuses or extra leave.  Such schemes are beneficial for employers because they save costs on external advertising or using recruitment agencies.  Some reading suggests that these schemes attract higher quality candidates as they already possess some knowledge of the organisation (Reed, 2021)
ii) External recruitment
Organisations can opt to advertise vacancies through external channels like jobs boards, recruitment websites, social media etc.  External recruitment can be advantageous for employers as it attracts new talent and therefore new ideas and skills.  It can also widen the applicant pool, again bringing in fresh ideas and personalities. 
iii)                External recruitment services
Organisations can outsource the recruitment function to recruitment agencies or consultants.  This can have benefits for some organisations in that it can provide a faster process; mitigating the time ‘out of the business’ that recruiting usually takes.  However, there is also a cost element to using external agencies.  Similarly, shortlisted candidates may not be a cultural fit for the employing organisation (Indeed, 2019).

iv)            Internal recruitment
[bookmark: _Int_TqbdlzSf]Employers can also recruit from their existing pool of employees and ‘promote from within’.  This can save time and money for employers, as many training needs may already be met.  Candidates would also already have knowledge and experience of the organisation (University of Massachusetts, 2020).  However, organisations that exclusively hire internally may risk new ideas and approaches becoming stagnant.  Kennedy (2022) describes the ‘echo chamber’ of ideas that can occur when organisations recruit internally.

In synchronicity with the ways listed above, organisations can adopt varying approaches to attracting talent, known as resourcing strategies.  Initially, organisations should undertake a competitor analysis.  This where companies assess the recruitment offerings of other similar organisations, either in the same industry or in the local area.  This approach can be vital for employers who are trying to stand out from the crown.  By having a deeper understanding of current trends, employing organisations are able to position themselves in a unique way that is attractive to candidates (Wilkinson & Taylor, 2016).
 
Much like a market where goods are advertised, the employment market is theoretically the same; resources are needed, buyers need resources, resources are advertised strategically and then the buyer buys the resource.  This analogy is rings particularly true when there is a tight labour market as employers need to show some imagination in their resourcing activities.
 
The way in which organisations position themselves is vital when attracting talent.
We are now in an age where information on an organisation can be accessed at the
[bookmark: _Int_nNvf5OA3]click of a button.  Research by Quinn (2020) showed that 78% of people would
investigate the reputation of a company before applying for a vacancy.  It is also
[bookmark: _Int_mhYf86AT] worth noting Gallup’s (Adkins, 2022) findings that millennials are the most likely generation to switch jobs.  With this in mind, employers find themselves being constantly challenged to create recruitment and retention strategies that are creative and dynamic.

Understanding Employer Branding is vital to People Professionals and to companies
that are recruiting.  The CIPD (2021) define this as '...a set of attributes and
qualities, often intangible, that makes an organisation distinctive, promises a
particular kind of employment experience, and appeals to those people who will
thrive and perform best in its culture'.  We can loosely translate this to an organisation's reputation as an employer.
 
[bookmark: _Int_bpwtXwnh][bookmark: _Int_rV0phxPE]There are many reasons why organisations should carefully craft their employer brand.  Fulmer et al (2003) suggested that organisations that had been voted as top employers demonstrated higher performance than organisations that had not.  Similarly, research from the Harvard Business Review (Burgess, 2016) suggests that an organisation with around 10,000 employees risk millions of dollars of extra costs to make up for a poor reputation.  These factors build into the psychological contract that employers make with employees.  This contract is crucial in attracting, developing and retaining employees (CIPD, 2022b).


A key approach to attracting and retaining staff is the reward strategy that an employer utilises.  In general terms, reward can be taken to mean the financial payments made to employees for their employment services.  Or, in simpler terms – pay.  This can be broken down into fixed pay (the guaranteed wage for contractual hours) and variable pay (for overtimes, incentives and bonuses) (CIPD, 2022c).  When approaching attraction and retention, organisations need to consider all of the reward strategies that make them desirable to potential employees.   A recent report by the CIPD explored the behavioural science around reward.  In the main, this report suggested that there is more scope for non-financial rewards (like praise and recognition) when designing rewards strategy (Lupton et al, 2015).
[bookmark: _Int_MQmUGAe5][bookmark: _Int_5t9tXE1C]
The changing nature of the working landscape post-covid has meant that employers have an increased focus on retaining employees.  As previously mentioned, reward strategies are a critical component of both attraction and retention.  There are a number of other approaches that employers can consider to retain talent.  Some research (Maurer, 2020) shows that opportunities to move job roles within companies can encourage employees to stay.  If we contrast this with the internal recruitment that was previously discussed, it is a fair conclusion to say that employers must be hyper-aware of the needs and culture of their organisation.
 
The working-from-home restrictions of the last two years have thrown flexible working into the spotlight.  What was initially an emergency measure has rapidly become a benefit as part of the employer brand.  The CIPD were championing flexible working long before coronavirus, with their 2018 report highlighting that engagement levels due to flexible working could reduce turnover by 87% (CIPD, 2018b).
 
It is also prudent to examine the role of Line Managers in retention activities.  Research undertaken in 2005 showed that in PricewaterhouseCoopers (PwC), 13% of employees were leaving primarily because of a lack of manager respect and support (Witt, 2012).  Although not directly comparable, contemporary figures do not indicate much improvement as 35% of leavers in the U.S. left because they felt disrespected at work.
 
As we have discovered, there are many different approaches to attracting and retaining talent.  These processes and nuances form part of an intricate toolbox for people professionals and employers. 

4. In preparation for input at a managers meeting, summarise the following: 
· key aspects of good practice in relation to developing job descriptions, 
· person specifications and competency frameworks 
· different methods of recruitment and selection, and the strengths and 
· weaknesses of each 
· good practice in relation to dismissal, redundancy and retirement. 

In any role, there are a number of key documents needed for recruitment and selection.  According to Wilkinson & Taylor (2016), a job description is a key document that summaries the tasks and duties of a role, forming the basis of the job and of the performance management of that job.  These authors also state the typical components of a job description:

· Job title
· Pay rates
· Location or base
· Line Manager’s name/post
· Details of any direct reports
· Summary of the job purpose
· Main job duties and brief descriptions
· References to other documents that may clarify or expand points within the job description

[bookmark: _Int_xWXeNGR4]A job description is often accompanied by a person specification.  This document contains the essential and desirable criteria that applicants must have in order to pass the selection process. ACAS (2019, page 9) state that person specification should provide a benchmark for employers to assess applicants.

In some cases, employers create competencies when designing a role.  It is important to draw a distinction between job descriptions and competencies.  A job description contains specific tasks that are required of the role whereas a competency can be defined as a behaviour that will support the task (CIPD, 2021d). Specific competencies can be listed in competency frameworks, which are usually designed to be sequential or progressive.  When creating a competency framework, it is good practice to involve those people who are currently working in those roles and make sure they are relevant to the specific role (MindTools, 2021).

When these roles have been created, employers can then advertise them to the labour market.  Wilkinson and Taylor (2016, page 65) highlight the range of options available to employers ranging from online advertisements to word of mouth.  In the current climate, organisations are often having to be creative when advertising roles with an increased focus on promoting the culture of an organisation with and through the vacancy advert (Indeed, 2022). 

[bookmark: _Int_xIRAlbP9]An organisation may choose to recruit through an agency.  As has been mentioned earlier in this paper, a recruitment agency can increase efficiency and speed in the process but organisations should carefully weigh up the costs of agency vs in-house recruiting (CIPD, 2021e).  An organisation may choose to use local radio to attract candidates, this is evident in the ambulance service who target potential applicants as they are often out on the road with the radio on (NHS Employers, 2022).  

Once an organisation has an adequate number of suitable applicants, a selection process can begin.  The type and length of the selection process can be extremely varied across different organisations.   If needed, a shortlist of applicants be created ready for the next stage.  Perhaps the most universally known selection method is an interview.  This method can enable to employer to determine the skills and personality of candidates.  It also provides an opportunity for the applicant to assess the organisation (SHRM, 2021).

Sometimes, an interview can form part of an assessment centre.  This method can be advantageous as it often contains components that allow applicants to demonstrate a range of skills.  However, this can prove expensive and time-consuming for organisations. (Wilkinson & Taylor, 2016).

The previous sections have already explored retention of employees; however, it is important to explore the other reasons that employees leave an organisation.  Namely: Retirement, Dismissal and Redundancy (CIPD, 2021f).   An organisation can ’fairly’ dismiss an employee for five reasons (ACAS, 2021):
i) Conduct
ii) Capability
iii) Redundancy
iv) A legal reason or restriction
v) ‘Some other substantial reason’ (SOSR)

Dismissal is a complex issue covered by much legislation and regulation.  Employers must ensure there is a robust process that is fair and transparent.  Dismissal for either conduct of capability will be based on the job description, person specification and competency frameworks so it is vital that these are comprehensive (CIPD, 2021g).

In some professions, compulsory retirement exists.  This can be for a variety of reasons but are only acceptable to the extent of which they are justified (CIPD, 2021h).  Retirement ages have been steadily rising since their inception.  As Wilkinson & Taylor (2016, page. 74) explain; employees now have a lot more control over their own retirement - with flexible schemes now extremely common.

Finally, employees can leave organisation due to redundancy.  This is essentially when a role no longer exists, however there are steps and process that must be followed before redundancy can take place (ACAS, 2022).  For organisations considering redundancy, it is good practice to ensure that all other options have been exhausted, this could include steps like pay cuts, freezes on overtime or reduced hours of work. (Wilkinson & Taylor, 2016, page 75).
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