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[bookmark: _Toc93756508]Executive summary

This report outlines the current challenging climate that Brexit and Covid have had upon staffing levels within the NHS. Despite the dramatic impact of declining staffing levels, NHS critical operations must keep running despite these challenges. This paper considers how talent management continues to be affected by internal and external factors impacting the NHS. A review of literature will reveal the key impact Talent Management has on increasing the workforce and also maintaining it to have a positive impact on operational performance. The research demonstrates that talent management teams across the UK have increased their use of technology to increase workforce numbers in a positive manner. Recommendations are made for an improved talent management strategy and informed by the research into effective methods of Talent Management, to reduce vacancy factor and engage and improve the retention of the current workforce.
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[bookmark: _Toc93756509]Introduction
Hywel Dda Health board provides Health and Social care to the population of West Wales. The health board is split across three localities providing challenges in patient care and workforce requirements, due to the mix of urban and rural areas. Hywel Dda’s key deliverables includes staff engagement to support recovery from COVID, training and support to grow our own workforce, new leadership training and coaching program, Hywel Dda will aim to co design this with staff to build excellent customer service, and this will re-focus our view on talent management. (Hywel Dda University Health Board, 2022)
Hywel Dda currently have a deficit of 43 beds based on the Health Boards predictions for 2021/2022 (Hywel Dda University Health Board, 2022) This paper outlines the factors that affect talent management within the NHS and external businesses, its use to hire new staff and maintain and upskill the current workforce. This report will critiques the current methods used, concluding with new recommendations for talent management within Hywel Dda.
It is first necessary to understand the challenges that Hywel Dda Health Board faces and the impact talent management has on patient care.
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[bookmark: _Toc93756511]How resourcing and talent management activities influence performance

HRM aims to help meet six central objectives: Staffing, performance, administration, change management, reputation building and promoting employee well-being Taylor, S. (2019, p. 12).
Nursing talent management within NHS has a very influential impact on performance; an aging workforce creating a loss of experience from staff retiring. Increasing services and staffing requirements has created a perfect storm of staffing issues, which have a direct impact on service performance. (Nursing Staffing Levels Wales Act, 2016)
According to Shield and Pears (2019, p. 319) Talent management is about the identification, nurture, progress, reward and retention of key individuals who can aid the development of organisational sustainability. Talent Management therefore affects a wide range of resourcing decisions, such as workforce planning, recruitment and selection, employee retention and outsourcing this can be applied to Hywel Dda Health Board.
Retention of staff within the NHS is fuelling a recruitment and retention crisis that is also damaging patient care, this being one of the main key performance indicators, the NHS has about 25,000 nursing vacancies unfilled across the UK. Denis Campbell (2017) 
Within the NHS Human Resourcing specialists are key players in resourcing and talent management, that saying unless value is added by these teams which could include, improved fill rates, retention of employees, development of existing employees into senior roles. If this doesn’t take place they will represent little more than a ‘cost’ on an organisations balance sheet. Taylor, S. (2019, p. 22)
The most important way in which resourcing and talent management activities add value is be playing a significant role in achievement of strategic objectives. Taylor, S. (2019, p. 22)
Based on the research above Talent Management activity is central to maximising the extent to which objectives are met effectively, efficiently and fairly. I have created a SWOT analysis on the Internal and External factors impacting on talent management within Hywel Dda (Appendix 1). This allows a quick reference of the challenges presented within the Health Board.
[bookmark: _Toc93756512]How to use technology to support the delivery of people practices, and improve the worker experience

Within the NHS we use a resourcing system called TRAC (Trac, 2022) to ensure ethical hiring practices, according to Taylor, S. (2019, p. 21) Talent management has three broad criteria (effectiveness, efficiency and fairness) these rules have been built into our recruitment software. To access a role that has been advertised, we have one portal to view all jobs currently listed, future employees can view Job descriptions, seek contact with a hiring manager or submit an application. The system itself is set up to be inclusive of Age, Disability, Gender, Marriage Status, Rage, Religion, Sexual Orientation are all hidden from the appointing managers view to ensure fairness and equality to applicants, but are reportable for the health boards KPI’s. 
According to Taylor, S. (2019, p. 121) Employees are impressed when their employer commits to an agenda that is seen as being fair to everyone, also decision making trends tend to be better when senior levels of the organisation are populated with people who reflect the full diversity of the communities in which they serve.
The use of social media platforms (Facebook, Twitter, and LinkedIn) is significant in ensuring candidates see the adverts, as a means of informing people who are potentially well qualified about job vacancies and opportunities Taylor, S. (2019, p. 246). 
The TRAC system automatically shares the advert on these platforms so professionals cannot just apply but also share with their peers. This type of technology has brought equality and diversity to the start of employment within the NHS. (Trac, 2022)
According to (CIPD, 2017) their review found that workers attitudes and behaviours where a key factor in the extent and manner in which emerging technologies were used. How much a worker trusts and new system influences how effectively it is used. It’s important to remember then that employers should involve their people in making technological changes and ensure they are aware of the positives and negatives. 
(Harvard Business Review, 2021) Harvard Business Review reported on Ping An collects and analysis data on its existing agents including (Performance Data, Customer Visit Records and Training Information) They combine this with the views of outside experts to identify top performers, this information fuels AI-enabled Interviews that generate questions and check candidate responses against an answer pool to determine the best matches on the characteristics that matter the most. The company have reported a significant improvement in its ability to identify, recruit and retain great talent and dramatically lowered costs. 
Whilst Hywel Dda is able to maintain the use of technology within it hiring practice further advancements can be made to improve hiring practices to ensure the effectiveness, efficiency and fairness.
[bookmark: _Toc93756513]The importance of strategic workforce planning
Succession planning according to Taylor, S. (2019, p. 410) is to identify critical positions that need to be included in this process, In the NHS for example all jobs that become available even at the most senior level will be advertised, this is to ensure fair and transparent recruitment practice. Due to this though major strategic decisions can be put on hold until the position is filled. 
I have created Appendix 2 it sets out how to identify and assess possible candidate for these positions. According to Taylor, S. (2019, p. 415) Regular reviews are key to ensuring that those staff still fall within the categories. This theory suggests that monitoring internal staff that sit in the Star box should be included in the process for hiring to new positions.
Supply forecast can be broken down by internal supply and external supply Taylor, S. (2019, p. 163) 
Appendix 3 provides an insight into the challenges to Internal and External supply within Hywel Dda.
The basic characteristics mentioned involve analysing the current workforce department by department, before estimating the numbers likely to remain employed and the skills they are likely to possess. Knowing the turnover rate is of little importance, the key here is to rely on a mixture of statistical information and managerial decisions. It’s important to forecast the likely turnover among specific groups of staff, such as those of a particular age, those with defined length of service or those employed at a different level. Taylor, S. (2019, p. 163)
Appendix 3 outlines those reason that staff might leave their roles.
Forecasting external supply is based on the local labour markers according to Taylor, S. (2019, p. 163) included in Appendix 3 is a list of variables of potential candidates that live within commuting distance of the principle place of work linked to Hywel Dda Health Board.
Information Technology is used greatly within the NHS and also as mentioned by Taylor, S. (2019, p. 166) using our internal HR system we are able to breakdown key metrics that include WTE, Turnover %, Demand, Vacancies, Forecasting Vacancies, Post’s filled externally, Recruitment costs per job. 
An example table is provided in Appendix 4, this type of dataset allows easy understanding of current requirements and demand increase which will have an impact on WTE in post. This information can then also be used to create What IF? Scenarios allowing workforce planning to be applied based on different forecasted demands to create an ability to have a workforce plan that adapts to key trends unknown currently to HR.
Skills gaps are also a key part to workforce planning, according to the Department of Education (Department for Education, 2017) they found that employers may think that their existing workforce is fully proficient, 13% reported skills gaps in their workforce with approximately 1.27 million staff lacking full proficiency in their role (equivalent to 4.4% of the total UK workforce) 13% is a reduction on the 17% seen in 2011 in England, it remains unchanged in smaller Nations such as Scotland (5%) and Wales (4.7%). Managing this skills gap through workforce development and training has seen a decrease in nationally recognised qualifications, from 3.5million in 2015 to 3.3million in 2017. There has also been a shift since 2015 to online learning with around half of all employers providing training online or through e-learning modules. Due to this recent policy reforms which include apprenticeship policy across the nations and new retraining funds to help address these shortages. 
Labour markets are a key indicator to the ability of an organisation to fill employment gaps. The current labour market being tight, according to Taylor, S. (2019, p. 41) the signs of a tight market is increased difficulty in finding new recruits and that good people who have the skills that are most in demand are more likely to leave their current employment in order to work for another organisation or set up their own business. This also alters the power balance between employee and employer putting the power in the hands of the employee. Recruitment initiatives such as retire and return, flexible working (for employees that have had to leave previously due to family reasons) and overseas recruitment are needed to bolster the workforce. 
A loose labour market is less problematic for employers as there is a surplus of labour in the market with the skills required, it’s also easier to retain staff due to the labour market being flat. Taylor, S. (2019, p. 43)
The current labour market is having a negative effect on Hywel Dda, a tight market is making it extremely challenging to hire and maintain the workforce due to the ability of staff to move roles across multiple health boards within Wales.
[bookmark: _Toc93756514]The importance of employer branding to resourcing activities
A poor candidate experience can have a negative knock-on effect on the strength of an employer’s brand. (CIPD, 2015) 
Hywel Dda’s Brand and Values are linked the behaviours as an organisation and employee (Hywel Dda Health Board, 2022) as an organisation putting people at the heart of everything we do, working together to be the best we can be, striving to deliver and develop excellent service, these values are also a key part of our recruitment process ensuring dignity, respect and fairness are always part of the on boarding process. 
Snappy slogans may seem at first sight trivial but according to Taylor, S. (2019, p. 292) Advertising slogans or corporate logos, can be terrifically powerful in helping build and retain what is known as ‘brand equity’. Consumers come to associate, short, snappy slogans with a wide range of other perceptions about the company, such as knowledge or feelings. Train.Work.Live is the brand aligned to our values within Hywel Dda (us, 2022) this branding is aimed to break down the health board values of offering training, a positive working environment and the ability to live and enjoy west wales.
There is a case against employer branding as a kind of marketing activity that is inherently manipulative, serving the interests of the employers while harming those of the employees. The branding is trying to appeal to people’s emotions, sense of self-worth and self-identity in order to affect their behaviour in the labour market. Taylor, S. (2019, p. 300) 
But the main goal here being the employer trying to catch the eye of the labour market to separate one origination from the other, this is the idea behind Hywel Dda’s Train.Work.Live branding.
Employee value propositions is an additional benefit package that can be made up of policy (flexible working from day one) or monitory (pensions and employee benefits) it’s a non-cash provision within a reward package. According to (CIPD, 2022) they were originally introduced as a retention tool for employers, but now they also attract potential employees from the labour market. Hywel Dda make this clear in their recruitment adverts, NHS pension and Employee benefits are mentioned to improve overall value of working within the health board.
[bookmark: _Toc93756515]Different approached to candidate pipelines and how to assess the value of different sourcing channels
According to (Hartley, 2015) a key part of ensuring a wide verity in recruitment practice is to understand the background of individuals and the story that tells. Given the choice between two candidates one with a perfect application and one who has fought through difficulty known as a ‘scrapper’. Hartley knows who flourishes in the darkest of spaces are empowered with grit to persist, their secret weapon being passion and purpose. Hywel Dda shortlisting is based on competency and qualification, a possible review of this could open up the market to candidates historically not hired due to this practice.
Education liaison involves recruiting people directly from educational institutions. Reports that recruiting former work placement students is rated as being the most effective graduate recruitment method, within the Hywel Dda this is the key engagement for Nurses to move into a health board setting and start their careers. Taylor, S. (2019, p. 266)
School recruitment drives through work experience for students also forms part of this candidate pipeline. Recruiting through Modern apprenticeships can help pick up school leavers who choose not to continue to university according to Taylor, S. (2019, p. 268) being able to hire young people into an organisation early on to obtain a qualification while still working and earning.
[bookmark: _Toc93756516]How to design and select assessment approaches for all levels in the organisation
Traditional recruitment can be broken down into, Application, Shortlisting, Interview.
Taylor, S. (2019, p. 312) Applications forms and CV’s are the main forms of application forms are usually pre-filled with questions that the employer wants to know, it can then include a brief summary where CV type response can be added, because these forms are so restrictive in their design, this may lead to excellent candidates being overlooked. However CV’s can be criticised for giving job applicants the opportunity to sell themselves to a potential employer by material in their applications that is irrelevant. 
Taylor, S. (2019, p. 313) Suggests the best solution being designing separate applications for each vacancy advertised. This resolve the problem around CV’s and can allow an application form to be more specific. Shortlisting is used once the application closes to score the applications, within Hywel Dda our process is to have at least two people shortlisting each Application Form to ensure fairness and equity between candidates. On the shortlisting screen all personal identifiable information is removed to minimise sex, ethnic and gender bias. 
Appendix 5 – is a cost benefit analysis in hours needed to undertake traditional recruitment process and advanced methods of recruitment as mentioned by Taylor, S. (2019, p. 348). Based on the research above there is a balance to be had between process and cost to workforce)
Assessment centres with a lower need for hours used so should be the ideal solution but Taylor, S. (2019, p. 348) mentions that they can throw up issues surrounding fairness and that the test’s do not discriminate on grounds of sex, race or disability, there is also a chance of unfair bias towards candidates. The risks can be mitigated through designing exercises that are job-related but do not give an advantage to those with extensive knowledge of the role, retaining organisation specific exercises make it equitable for recruits not just at this stage but also future interviews. 
According to (Mohdzaini, 2021) understanding the current process of on-boarding and understanding if technology can make on-boarding easier and more engaging to new starters. Within the NHS the recruitment software is automated until Shortlisting stage, this allows managers time to be freed up, moving a step further (Mohdzaini, 2021) discusses the ability to introduce AI even further into the first stage shortlisting with the use of automatic checks, can the applicant work in the UK, It takes their personal detail and hands it over to a AI chat bot, at a time place and pace that suits the applicant. This then creates an overview of their strengths and coaching tips based on the answers provided. The next stage is then handled by a manger but they now have an insight into the person rather than the application form. This process could provide additional benefit to managers who are under pressure with such large vacancy with Hywel Dda.
[bookmark: _Toc93756517]The importance of effective on boarding in setting standard of performance
Within Hywel Dda On-boarding (Induction) is the first steps a manager will have to engage with their employee, the existing methods are face to face induction on day 1, followed by a tailored programme based on the role hired, they are then handed over to the manager to undertake on the role induction. 
(Mohdzaini, 2021) talks about the use of remote on-boarding, due to the pandemic there has been a need for businesses to move at a lightning pace to ensure new starters are still able to be on-boarded, the example (Mohdzaini, 2021) mentions has been taken up by the NHS, our corporate induction programme is now fully online.
Managers within Hywel Dda have also had to adapt their workplace on-boarding to online dependant on roles. 
Taylor, S. (2019, p. 402) talks about other aspects of induction, a Buddy can be a powerful tool to use, they will be of the same status but have a good understanding of the role being undertaken, the buddy scheme appear common in the UK setting out the following guidelines Appendix 6 these helpful steps ensure that the buddy is also supported and can improve their development into the first steps to becoming a supervisor or team leader. The buddy is also introduced prior to their first day, so they have a point of contact outside of management as a support mechanism.
Taylor, S. (2019, p. 405) talks about using the on-boarding process to learn from the new starter, this can be invaluable feedback to check and improve the current processes you have in place, having direct links with the new starters about how the induction is going can be key, not everyone is the same so tailoring this period is key, it also give great feedback for the improvement of the induction on the organisational agenda. Welcome packs are also mentioned, within our team we have a standard operating procedures manual that was developed by the team themselves, and they chose the content with support from our supervisors. This empowers the team to take ownership of their new team members and support them in all aspects. It’s also important for the supervisors to set out informal rules and norms along with formal ones.
[bookmark: _Toc93756518]Conclusion
Talent management seeks to attract, identify, develop, engage, retain and deploy individuals who are considered particularly valuable to an organisation. To be effective, it needs to align with business goals and strategic objectives. (CIPD, 2021) 
By aligning business strategy and HRM strategy it is possible to moderate the relationship between talent management and firm performance; when there is a higher level of strategy alignment, the impact of talent management practices on firm performance goes up. (CIPD, 2018) 
In a climate of enduring skills shortages and research suggesting a lack of confidence in the leadership potential within the existing workforce, interest in succession planning has revived. Yet, recent reports suggest that despite growing investment in leadership development, improvement in leader quality has stalled. (CIPD, 2020) 
If L&D activities are aligned to the organisational strategy, then this analysis will be an iterative process, with L&D teams working regularly with stakeholders to gain insight to the organisational needs to meet the internal and external demands. (CIPD, 2021)
Research shows that talent management needs to be intertwined with the strategic needs of the Health Board. It’s clear by the research above that Hywel Dda has a good platform to Talent Manage, however the current process can be improved by learning from external companies and embracing technological change not to replace the current processes but to strengthen them through the challenges that lie ahead.
[bookmark: _Toc93756519]Recommendations
Following the above conclusions, a recommendation is made for a review of the Talent Management Strategy aimed at increasing recruitment, identifying current workforce skills deficits, improving benefits packages and using workforce planning at the heart of the review, this leans on our current key deliverables mentioned in (Hywel Dda University Health Board, 2022), there are further steps we can take based on the research above to ensure resourcing and talent management have a positive impact on performance. This review would include a review of our existing practices, the use of technology across our workforce teams to improve efficiencies. Linking this with workforce plan that is fluid in it’s design to take into account multiple forecasts. The current branding is sufficient and stands out to applicants, expanding our candidate pipelines to include foreign recruitment planning could lead to an increase in the workforce short term while our ‘grow your own’ process continues to improve long term sustainability of the workforce.
Using our systems in a harmonised way to provide the data needed to improve recruitment and retention of the workforce. As research has shown, if successful this recommendation will have an impact on talent management at Hywel Dda Health Board.
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SWOT Analysis
	Strengths
	Weaknesses

	· Identification of Gaps in workforce
· Ability to select the most suitable candidate and capable employee
· Develop them to fit positions
· Communications across the organisation
· Link with universities – Placement programs to in-bed staff early
· Central Talent Management team
	· Time consuming
· Fails to identify capabilities of employees
· Costly to implement
· Large workforce – difficult to prioritise recruitment
· Gaps are increasing

	Opportunities
	Threats

	· Help to recruit top talent
· Train and develop current talent
· Retain staff
· Develop leadership talent
· Improve output quality when hiring
· Include ethical and behaviour led recruitment to match organisation goals
· Improve internal recruitment to cover hard to fill vacancies
	· Competition from other health boards and health settings
· Pay linked to Agenda for Change and not local agreements to improve fill
· West Wales has a small population but large land mass
· Agency fill increasing (Cost) while gaps are unfilled
· 



[bookmark: _Toc93756522]Appendix 2 - Odiornes’s Typology Succession Planning
	High Potential
	High Performance

	STARS – 1st priority for succession planning
	WORKHORSES

	Low Performance
	Low Potential

	PROBLEM EMPLOYEES
	DEADWOOD



[bookmark: _Toc93756523]Appendix 3 – Internal and External Supply Forecasting
	Internal Supply
	External Supply

	Internal Promotion
	General population density

	Internal Transfer
	Population Movement

	Internal Demotion
	Age Distribution

	Secondment
	Unemployment Rates

	Retire (and or return)
	School Leavers

	Move into full time or part time education
	Proportion with higher education

	End of Fixed Term Contract
	Skill Levels

	Through Illness
	

	Career Break
	



[bookmark: _Toc93756524]Appendix 4 – Spreadsheet Application – Workforce Planning
	Job Title
	A
	B
	C
	D
	E
	F
	G

	Manager
	1
	0%
	20%
	0
	0
	0
	£0

	Team Leader
	2
	50%
	20%
	1
	1
	0
	£2,000

	Supervisor
	2
	0%
	20%
	2
	0
	0
	£500

	Co-ordinator
	7
	68%
	20%
	0
	4
	2
	£600

	Admin Support
	3
	48%
	20%
	0
	1.5
	2
	£700

	E-roster Advisor
	5
	0%
	20%
	1
	1
	4
	£500


Key
A: Total number of whole-time equivalents in post at 1 January
B: Turnover rate based on past trends
C: Increased demand expected during the coming year
D: Number of vacancies typically filled by internal promotion
E: Number of vacancies expected in the coming year
F: Number of posts to be filled externally in the coming year
G: Recruitment costs per job group for the coming year (£s)




[bookmark: _Toc93756525]Appendix 5 – Cost Benefit Analysis
	Category
	Detail
	Cost in Hours

	Traditional Application/Shortlisting/Interview
	Normal Process 2x staff shortlisting 3x staff interview
	30.5

	Virtual Application/Shortlisting/Interview
	Normal Process 2x staff shortlisting 3x staff interview
	26.5

	Ability Testing
	Normal Process 2x staff shortlisting 3x staff interview with ability testing
	71.5

	Ability Testing & Analytical Ability
	Normal Process 2x staff shortlisting 3x staff interview with ability testing
	79

	Assessment Centre
	6x staff with a mixture of Interview/Ability and Analytical
	49



[bookmark: _Toc93756526]Appendix 6 – Buddy on-boarding go to guide
	· Choose a buddy with care

	· Offer training and clear guidelines

	· Keep it flexible

	· Provide support to the buddy

	· Reward people for taking on a buddy role
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