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Question 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.

Consideration needs to be made of what is the Labour Market?

According to Taylor and Woodhams (2016) the term “Labour Market” is a term used when referring to resourcing potential employees, who is willing and able to work and what the employee is looking for in terms of employment.

Investopedia.com suggests there are four key areas to consider when looking at the Labour market.

1. The supply and demand for labour. 
2. The labour market needs to be viewed at macro / micro economic levels.
3. Unemployment rates, Labour productivity rates need to be considered.
4. Individual wages and hours worked need to be considered. 

We need to consider the following trends:-

There are a number of different sources of labour to consider:

Job-seekers in the local Market - made up of people living and seeking work in the local area. Usually low skilled workers.  
Job-seekers in the National Market – made up of anyone in the country looking for work. Usually more skilled / specialist workers. The Office of National Statistics (ONS) figures shows the UK figures at 75% and France at 65% - workers aged 16-64 (both these figures are down on the figures of 12 months ago). 
Job-seekers in the International Market – those actively looking for employment anywhere in the world. Mainly aimed at higher skilled / specialist roles or where there is a gap or shortage. 
Individuals working in other companies – not necessarily looking for work but could be approached and would be willing to move for the right package. 
Graduates – Highly educated, actively looking for employment.
School / College Leavers – New to the world of work – require more training
Economically Inactive –includes retired workers, person with caring responsibilities (children or elderly relatives) and those with long term health problems. These persons, for the right package may look to return to the labour market.   The rate of economic activity in the UK is at 21% and France 28.3%.

Another important consideration when looking at the labour market would be whether the market is “tight” or “loose”. According to Taylor and Woodhams (2016) “A tight labour market refers to a situation in which there are more job opportunities available than there are active jo-seekers, meaning that companies find it more difficult to fill vacancies because job-seekers have a considerable degree of choice. A loose labour market therefore refers to the opposite situation – in which there are too many job-seekers competing for smaller numbers of opportunities”.
  
When markets are tight employers may need to consider creativity in the ways they recruit by looking at the following:
Employer branding
Recruitment initiatives 
Retention strategy
Re-organisation
Development Initiatives
Longer term resource planning

Taylor and Woodhams (2016) also suggest that consideration is given to the trends in demand and supply of the skills within the labour market. These factors would commonly effect the “tight” and “loose” elements of the labour market.

Factors to take into consideration:
1. The economic context – an economic downturn leads to company closures, redundancies etc. which leads to a higher amount of unemployed. Increase in those actively looking for work. 
2. The demographic changes – births and deaths – baby booms 30 years ago increase in labour market now
3. Political changes - Immigration policies, investment in national skills development ‘s etc.
4. Legislation – Changes to employment law, e.g. working time directive, equality act – this opens the labour market to those perhaps previously excluded.
5. Technology – increased automation means fewer jobs available but also there may be a need for more technically skilled workers. 
6. Natural disasters, epidemics and international events (war) – Can wipe out or divert the labour market. We have seen this with the recent Pandemic and Furloughed workers and business closure, which has left the labour market with an increase of those actively seeking employment.


Current UK Labour Market Trends compared to France.

The Office for National Statistics (ONS) issues new figures each month – most recent published results for March 2021. These figures are based on those Age 16-64. https://www.ons.gov.uk/employmentandlabourmarket/peopleinwork/employmentandemployeetypes/bulletins/uklabourmarket/latest#employment-unemployment-and-economic-inactivity 


	
	UK % --- down since 12 months ago
	FRANCE --- down since 12 months ago

	Employment Rate
	75% --- down 1.5% 
	65.1% --- down

	Male employment Rate
	78.2% --- down 2.3%
	68.6% --- down

	Female employment rate
	71.8% --- down .07%
	62.7% --- down

	Age 15- 24  
	51.2%  
	29.1%

	Age 25-54
	76.7%
	81%

	Unemployment Rate
	5% ---- up 1.1%
	8.3% --- down 0.2%

	Unemployment Male
	5.2% --- up 1.1%
	8.3% --- up 0.3%

	Unemployment Female
	4.7% --- up 1.1%
	7.7% --- down 0.6%

	
	
	

	Economic Inactivity
	8.71 Million 21% - up 0.6%
	28.35%  

	Male Economic Inactivity 
	17.4% - up 1.4%
	24.1%

	Female Economic Inactivity
	24.6% - down 0.1%
	29.1%

	
	
	

	Current Vacancies
	601,000 down 26.8%
	

	
	
	

	Average Wage
	47.2 K
	46.3K



These outlined figures show that the Labour market in the UK is comparatively better than that of France. 10% more of the respective populations are in employment and the unemployment figures are also lower in the UK than France. There are also fewer in the economically inactive in the UK.

The Average Wage of those employed is also slightly higher in the UK. 






 






















2. A new HR assistant asks you to explain the following aspects of workforce planning:  key principles of workforce planning  tools used in workforce planning  how to develop a basic people plan, including succession planning. 

What is workforce planning? 

According to the CIPD factsheet (2020): “Workforce planning is the process of balancing labour supply (skills) against the demand (numbers needed). It includes analysing the current workforce, determining future workforce needs, identifying the gap between the present and the future, and implementing solutions so that an organisation can accomplish its mission, goals and strategic plan.  It’s about getting the right number of people, with the right skills, employed in the right place, at the right time, for the right cost and on the right contract.” 

Taylor and Woodhams (2016) suggest that there are four main stages to a workforce plan.

1. Forecasting the organisations future demand for skills. Aim here would be to identify what job roles are needed, how many people are needed and with what skills. 
2. Forecasting the organisations skills in the future. This would focus on the resources we have now, the skills we have and what will we need in the future. 
3. Identifying the gap between the future demand and supply of skills. 
4. Making a plan to fill the identified gap. Consideration would be given to how to use existing resources, may involve retraining or knowledge sharing, but may also involve redundancies. It will also involve the identification of External sources which can be utilised or outsourcing.

The CIPD suggests that effective workforce planning will:
· Reduces labour costs
· Identify changing customer needs
· Identify relevant strategies for focused people development
· Targets inefficiency
· Improves retention, productivity and work-life balance
· Makes recommendations to deliver strategic value through talent


Some tools or techniques that could be used in the process of workforce planning to help identify and address the gaps in skills and demand are:

An analysis of the current workforce, looking at demographics, age profiles, working hours etc 

Analysis of the current trends and patterns within the organisation. Reasons for leaving, peaks in demand for services at particular times of year, trends in longer serving employees. 

Identifying talent, looking at the skills and capabilities of the current workforce and what would be needed to fill future roles. Possibilities for redeploying and training to fill gaps in skills.

Scenario Planning. This is particularly recommended by the CIPD and good to have a plan in place for uncertain times or unexpected events, such as the Global Pandemic we are currently in.  

The CIPD warns “employers need to assign a greater urgency to undertake strategic workforce planning to identify the skills and knowledge required now and in the future” 

Succession Planning is “a group of activities to ensure that at any time an organisation has sufficient numbers of people with the ability, knowledge, personal attributes and experience necessary to step in to the roles when they become vacant” Taylor (2019).

The activities required here are usually along the lines of: 
1. Identifying and developing future leaders – this can be done through the appraisal process. If an aspiration is identified then training, coaching and mentoring can begin. 
2. Considering business critical roles – what roles need to have a successor in place?
3. Developing pools of talent – training programmes, coaching and mentoring availability etc.
4. Enabling a smooth transition – if a person retires then there is someone already trained to take over with no Gap.
5. Balancing internal development with external “new blood”. The CIPD suggests an 80:20 ration between Internal and External appointments.

When considering Workforce planning and succession planning it is important to consider that all those concerned have fair access to the opportunities available to them. There are a number of ways that fairness can be ensured:-

· Transparency – all roles that become available should be advertised regardless of the seniority of a role or if they already have a person in mind to fill the Gap.
· All opportunities should be communicated – staff net, internal communications and also the above mentioned advertising.
· All employees interested should be able to express and interest in the role.
· A regular appraisal process should be in place so that all employees are offered help with development for future aspirations. This could also include 360 Feedback.
· A more formal Selection Criteria process in place – Insures that the selection criteria has been met for the role and that they haven’t just been placed in the position.
· Offering Flexible working practices – this could mean that more people become interested as a fixed office could be a drawback for some.

  
3. 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. 

When looking at attracting talent to an organisation, the organisation will primarily need to be aware of 3 key areas:-

What are you competitors doing?

According to Taylors and Woodham (2016) the word “Competitors” her refers to the labour market competitors e.g. “if your organisation is a food-processing factory and employs low-skilled local workers” then you would be looking at other companies in the labour market who employ the same low skilled-workers e.g. retail shops, restaurants or other factories.
To analyse your competitors you would be looking at what the strengths and weaknesses of that organisation are:- 
1. Salary Offered
2. Other benefits – pension, overtime pay rates, bank holiday pay etc.
3. Employment security – are they able to offer permanent jobs as opposed to temporary short term contracts.
4. What the job role is? Job and person specification requirements.
5. What the working environment is like?
6. Are there any opportunities for further training and development?
Once you have the details above, your company can formulate competitive offers which will ultimately make your organisation stand out to potential employees.

How is your organisation positioned?

Higgs (2004) differentiates between 2 main factors on organisation positioning. Reward, which refers to the amount of money an employer is willing or able to pay its employees and culture, which is the extent to which employees are treated with respect and if they are treated ethically.

Is your employer one of the following?
· “An employer of cash” – treats employees harshly, pays well.
· “An employer of values” – treats employee very well, can’t afford to pay the market rate. Associated with public and voluntary sector.
· “An employer of Churn” – Pays poorly, also treats employees harshly, usually has high turnover of employment.
· “An employer of Choice” – Pays well, treats employees fairly. 

How is your organisation branded?

Employer branding is about how your organisation presents itself in the labour market. The CIPD states the following definition by (Walker 2007):

“a set of attributes and qualities, often intangible, that makes an organisation distinctive, promises a particular king of employment experience, and appeals to those people who will thrive and perform best in its culture.” 

One of the most import things to consider here is if the Employer Brand developed meets the reality of what it is like to work for the organisation. If it does not then new recruits will be disappointed, current employees will be confused and the organisations reputation will eventually suffer. The Employer Branding must therefore align with the organisation values, strategy and policies.

More recently Social media has had a massive influence on employer branding. Many companies are beginning to recruit via sites such as LinkedIn, Reviews and ratings are frequent on sites such Glassdoor and Facebook where anybody can post or tag information and comments freely.
According to the Resourcing and Talent Planning Survey CIPD (2020) more and more employers are turning to social media to promote their organisations. Primarily they will try to attract employees through promoting their organisational values, their pay and benefits, promoting their career development programmes. They are also increasing and improving their websites and creating profiles for their organisation’s on sites such as LinkedIn and Facebook.

How do we retain talent we have recruited? 

There are 2 types of turnover from within the organisation: 

1. Functional turnover is not considered bad for the organisation as it is necessary in order to remove poor performers, save wages and allows progression of employees and the introduction of “new blood”.

2. Dysfunctional turnover however has a negative effect on the organisation, as there are costs of the replacement to take into consideration, loss of skills which have been invested in and also a cost to employees left as there may be increased workload while they “fill the gap” during recruitment. 

In order to understand why people leave the organisation we will need to asses 3 areas:
1. The level of turnover – How many employees are leaving. Quantitative data should be gained by the organisation this rate should be compared to the industry as a whole for comparison. If organisation turnover is at 10% but the industry itself is at 20% then this turnover rate would be less concerning for the organisation. 
2. The cost – the major costs to Dysfunctional turnover are of course recruiting someone to replace the leaver. Direct costs to consider are HR Time, Recruiting process e.g. Advertising, selection process, shortlisting time, interviewing etc., Cost of cover while the advertising takes place, Induction and Training of the new recruit. There are also some indirect costs such as: departing employee maybe less productive in final weeks, new employee less productive whilst training, loss of morale for other employees, loss of human capital gained from departing employee e.g. knowledge, skills and contacts made, damage to company reputation and also the customer perception. 
3. The reason for leaving – if we don’t know the reasons why people leave then how can we hope to improve? The reasons people leave can be discovered through: Exit Interviews, Staff attitude interviews and surveys of former employees.

Once the level, cost and reasons for turnover are established you will need to form a retention strategy. According to the CIPD’s Labour Market Outlook Survey - winter 2019/20, some of the strategies that have been taken are:

1. Increase training investment
2. Offering more apprenticeship schemes
3. Investing in the organisation brand, in order to attract a wider selection of applicants.
4. Improved or introducing workforce planning activities.
5. Improved terms and condition of employment (pay, offering permanent contracts as opposed to Fixed term or temporary ones)

We could also give consideration to employee relations and also employee well-being within our organisations. Employee dissatisfaction is one of the main reason for leaving so if we improve this area and have regular employer / employee interactions this can help reduce turnover. Happy workplaces are much nicer places to be. 




[bookmark: _GoBack]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.


Recruitment and selection is required when a new job role is created within the organisation or when a person leaves the organisation. Prior to advertising the role we must ensure that the job role itself is analysed.

This can be done by creating a job analysis reflecting on the skills and experience needed to fill the role. This would be created by gathering data on job duties, responsibilities, equipment required, tools and materials needed, how much control over others is involved, interaction required with others, performance expectations, the environment in which they will work and any required prerequisite’s such as education or experience in a previous similar role needed. 

This can also be done by creating a competency analysis. This looks at the person required rather than the role itself. This method analyses the person required and the attributes required, it can be a generic approach to the job or organisation, is usually linked to the key characteristics  and desired competencies.

Once these have been gathered an appropriate Job description will need to be drawn up. Most organisation’s follow similar formats and would include the following, a guide or template can also be found on the ACAS website:
Job title
Grade / Rate of pay
Location of job
Supervisor’s Name / role title
Details of those you will supervise
Summary of the main purpose of the role
List of job duties together with a brief description of them
Any relevant collective agreements applicable to the role. 

The job description will focus mainly on the job role whilst there will also be a person specification. This part will focus on the human attributes required or necessary to carry out the role. The person specification will usually focus on the following:
Skills required – e.g. IT competency, foreign language, able to use or familiar with certain tools.
Experience needed – previous similar role.
Qualifications – Vocational jobs e.g. If applying for a social worker role you will need a social worker degree.
Education – usually refers to specific level required – GCSE, A-level or Degree.
Personal attributes – professionalism, creativity etc.

Each of these would also most likely be marked as “Essential” or “Desirable” to the role.

The job description and person spec will then be used to advertise the job along with the Job advert. These will then also be used in the recruitment process for the shortlisting criteria and at interview. This ensures the best fit of the applicants to the requirements of the advertised job role.

What are the different methods of recruitment and selection?

Taylor (2019) describes 4 main ways of recruitment:

1. Internal - Promotion, Employee transfer, job rotation and former staff. May also include redeployment.
2. Media – Job boards, website, social media, direct mail, newspapers and professional journals. Also could now include LinkedIn advertising which has become more popular recently.
3. Specialist Expertise – Head-hunters, employment agencies, professional contacts and graduate hiring.
4. Educational Liaison – Careers Fairs, school links and student services.

The most appropriate method will depend on the role being offered. If there is a requirement for experience in the role, then an internal promotion of someone who worked under the leaver maybe a good opportunity. If there is a specialism that no-one else currently has then you may need to advertise the role through employment agencies etc. 

Taylor (2019) also describes 4 main ways of selection:

1. Application – CV’s or application forms submitted. These will be shortlisted to the most appropriate candidates who match the criteria given in the job description. Applicants should therefore pay particular details to constructing the application around the Job description as this will perhaps ensure they move to the next stage of interview.  
2. Interviews – telephone, on-to-one, panel or groups due to the pandemic we are now using Teams or Skype to interview in some cases. No fixed set of questions but a good knowledge again here of the job description and person specification will hold you in good stead as the questions are usually around these competencies. 
3. Ability and personality testing – IQ, literacy and numeracy skills, personality questionnaires. Ability tests are usually aimed at weeding out the poorest performers whilst in a personality test there is no right or wrong answer. They are simply aimed at fitting the person’s personality to the specific role.
4. Assessment Centres – presentations, work-samples, group activities and role-playing. This can be good for matching the individual’s suitability for the role, disadvantage, can be costly and also you need a certain number of candidates for effectiveness.

Inevitably there will be some involuntary and voluntary employee turnover such as Dismissal, Redundancy and Retirement.

What are the Best practices when it comes to Dismissal, Redundancy and Retirement?

Dismissal is when the employment is terminated by the employer usually because the employee has failed to meet the requirements of the job role.  This would be an involuntary employee turnover. For the dismissal to be valid there must be a valid reason. The valid reason usually falls into 2 categories namely conduct or capability. Conduct, would be breaking of company rules in a minor way (misconduct) or in major way (gross misconduct). Capability, would refer more to being unable to your job, mainly for reasons of competence or health. Best practice here is outlined by ACAS Code of Practice which suggests the minimum would be that there is a fair procedure including:
1. An investigation into the issue.
2. A chance is given for improvement.
3. Reasonable notice is given, this should also include an invite to the hearing with reasons, evidence, and an invite to be accompanied, appropriate action and also giving the individual the right to appeal.  

Redundancy, again is dismissal by the employer when the Job role conducted by the employee is no longer viable, this again would be considered an involuntary redundancy. Usually this is linked to the closure of a business or workplace or where a job role is no longer needed. This would be known as a compulsory redundancy. Best practice here would be to consider first the alternatives, such as:
1. Redeployment to another suitable role within the company.
2. Overtime freeze, pay cuts, recruitment freeze, reducing hrs/days, let go those in temporary contracts
3. Sabbaticals.
4. Voluntary Redundancies.
5. Voluntary Early Retirements.
If there is to be more than 20 redundancies then there will also need to be a consultation process entered – but consultation is considered good practice at all stages, a fair selection process should be carried out and communication and transparency is key to the process.

Retirement usually falls within the voluntary employee turnover. Sometimes this is called a scheduled departure of an employee usually at a set age 65 for men 60 for women. Changes in employment law now mean that it is unlawful to retire a person at a set age unless there is a justified reason. Many individuals are now opting for Flexible retirement which usually involves them reducing hrs and drawing their pension. Good practice for Retirement should follow the following basics:
· Having ongoing discussions with the employee around their intentions for the future– appraisal process and 1-1 meetings.  
· Offering a wide range of options that could be available – Flexible retirement, moving to a part-time contract, changing to a less responsible role, phased reduction in working hrs, retiring but being kept as a consultant.
· Many people reaching retirement now want to work longer. A survey by the centre for research into older workers (CROW) found that 80% of respondents would like to work beyond their retirement age, the majority however would only do this on a part-time rather than remain full-time. 
· Training should be available to all managers to enable conversations with staff to take place around retirement age.
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