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Executive summary

Intro
In the most recent CIPD (2022) Resourcing and Talent management Report, it outlines challenges that organisations are currently facing when recruiting new staff to the business. The purpose of this report was to evaluate the external and internal factors affecting Lincoln Electric UK’s talent management whilst critically analysing the HR systems, process and practices that challenge the future of work.

Method
To analyse the report, the PESTLE analysis tool was used, the external factors included economic and social factors affecting LE UK. Research shows that external factors included pay and benefits, working patterns and social mobility.	
	Internal factors were also analysed outside of the PESTLE analysis tool and found that organisational values and career development opportunities had a part to play in the recruitment attraction strategy.

Findings
The results showed that the external factors affecting LE UK is the number of employees retiring. Thus, supporting the ageing workforce, apprenticeships were found to be an excellent tool to enhance the diversity of the workforce at LE UK. Introducing apprenticeships allowed for social mobility to take place and give individuals the opportunity despite their backgrounds.
	Another external factor that challenges LE UK’s recruitment and workforce needs is millennials. The introduction of apprenticeships, attracting millennials to gain knowledge and wisdom from retirees’ length of service and experience, attracting the generation will include savvy recruitment techniques.
	Subsequently, the economic factors include the rewards packages as millennials do not look for compensation in a job, career development and training attract millennials to the business. Inadvertently, LE UK will also need to demonstrate their company values and display their culture through the actions in the recruitment process.

Conclusion 
LE UK has some work to do on the forefront of their attraction strategy. If they wish to enhance their employer branding, they can effectively attract new staff to the business. Enhancing the onboarding experience and effective training will likely retain new starters into the business

Recommendations 
Following the literature review of the internal, external and internal factors affecting talent management along with the critical analysis of HR systems, processes and practices. The recommendations are as follows:
1. To analyse skills gaps in business critical roles following retirees who leave the business
2. To build the employer brand in the local community
3. Implement a robust onboarding process
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1. Introduction 
This report looks at one of the challenges stipulated in the CIPD (2022) Resourcing and Talent Management 2022 report whilst focusing on the attraction strategies at Lincoln Electric UK. Plus, throughout the literature review the HR systems, processes and practices in place will be critically analysed to accentuate how they support recruitment to attract new recruits. Attraction strategies incorporate a various tools and practices to build a psychological contract with the candidate before they apply for any role, this helps LE UK to target key talent pools, increases the competition for talent in South Wales and allows the candidate to assess their fit with the company (Morales, 2021). 
	The social, economic and internal factors affecting the business can influence the candidate’s attraction to the Company. Whilst LE UK provide apprenticeship schemes for engineering roles, the increase of individuals retiring within the business, will help support social mobility as apprenticeships will provide sustenance to an ageing workforce, helping to improve the diversity throughout the organisation (CIPD, 2018). Due to the generational workforce change, adopting new attraction strategies to capture millennials and younger generations will include the use of social media and savvy recruitment methods by tailoring and creating personal ads (Friedman, 2016).
	The external factors presenting a barrier to recruitment at LE UK include the working patterns with the essence of hybrid working and career development opportunities. The CIPD (2022) report demonstrates that 23% of employers find that introducing flexible working at the recruitment stage helps to attract candidates to the business. Whilst LE UK, Port Talbot do not offer hybrid working and minimal career development opportunities for 60% of the workforce, the attraction strategies will need to adapt and present different opportunities including pay & benefits, display the organisational values and provide job security throughout their recruitment tactics.

2. Literature Review 
The current external climate and the internal issues verifies that Lincoln Electric UK will need to prioritise their attraction strategies as currently, recruitment continues to be a challenge in the organisation. Research suggests that 80% of UK organisations recruited in Q3 2023, 36% of those businesses increased their headcount and demonstrated that companies are willing to pay higher salaries to new and current staff to help attract and retain talent (Yonak, 2023).
	To help understand what external factors effect LE UK, PESTLE is a valuable tool to use. The PESTLE analysis helps a business to identify potential impacts on the development of the company, whether it focuses on products, brand or the whole organisation (Marmol and Feys, 2015).
	Currently, the two main factors affecting LE UK are social and economic factors, with the cost of living and the fallout of covid, thus working practices have changed and the economy is suffering. As Selfin (2023) predicts in the latter half of 2023, the UK economy will struggle and the momentum for hiring will and has already started to slow down. This may accentuate the recruitment struggle at LE UK and highlight potential difficulties to improve and move forward. 

2.1 Social Factors
The organisation has seen 46% of their new starters within the last year, leave the business (Lincoln Electric, 2023). This highlights a mega trend at the site and identifies key factors and improvement areas. Skills shortages remain to be an issue when recruiting engineers, IT and finance albeit there is an increasing encouragement to recruit in these sectors (Selfin, Stelmach and Ali, 2023). These areas have been a struggle to recruit as the talent pool is so small in South Wales, the calibre of candidates that LE UK review are not strong enough to fit the vacancy profile. 
	The Financial Fairness Trust (2023) identifies that employment rates fall for people who are in their 50’s, they dramatically fall for those who are in their early 60s as this is a result of the sudden increase of people who retire. At the age of 69, in the UK there are 18% of men and 12% of women still employed, whilst retirement rates for men is 74% and women are higher at 80% (Financial Fairness Trust, 2023). The LE UK workforce is ageing, and the demographics would suggest that a percentage of the workforce will soon be retiring. This would suggest that the organisation will need to adopt and adapt new attraction strategies. To attract millennial employees, job applications will need to be seamless, and the hiring process requires transparency, millennials seek employers who are honest and clear with their workforce (Peek, 2023).
	Currently, HR in LE UK do not have a system for recruitment, this opens the organisation up to risk of becoming biased and inconsistent. To ensure the business can adapt and grow and opening the opportunities to attract millennials, a new HR system like Tracker would ensure that applications can be sorted and matched to vacancies, in a fair and consistent manner (Tracker, 2023). Millennials emphasise through their actions that money is not a key driving factor when looking at the next step in their career, millennials value continued growth and an organisation willing to provide knowledge, experience and expertise to their personal achievements (Stahl, 2019).
	Ensuring millennials become attracted to the business, LE UK offer individual development plans to new starters, allowing them to feel valued and appreciated as an employee, the process will set out the company values at the beginning of the employee’s experience, influencing the attitudes and behaviours as this is what they will see and hear when demonstrating expectations (Ettridge, 2021). IDPs are a great tool but they need an environment where goals can be set and executed as this may prove to be a barrier on the employees’ development (Hirsh, 2014). LE UK have a system where you can input your IDP, this links with the Managers, goals are created to achieve the employees IDP, SMART objectives will help the employee to remain focused whilst identifying strengths and weaknesses (Leonard and Watts, 2022). The system that is already in place allows the employee to update and track their goals at any moment, it helps employees keep on track, it allows conversations with managers and the wider community can view it to understand if their goals fit in to the wider business strategy. It helps the retention of staff as they feel valued and appreciated, providing job satisfaction to the employee and the Company’s investment into their personal development (Flowers and Hughes, 1973).
	LE UK need to adapt their attraction strategies when targeting millennials, 26% of private sector companies in the CIPD Resourcing and Talent Planning Report answered that social media was an effective attraction method, additionally, 48% of private sector companies found that the use of professional networking sites was a far greater attraction method (CIPD, 2022). Research shows us that millennials do prefer digital means when applying for a job, as Dalessandro (2018) conducted tests whereby millennials first viewed job advertisements on social media, referrals from others and multiple digital job boards.
	The OECD (no date) emphasises that a change in a person’s socio-economic situation is known as social mobility, and this can relate to their parents or throughout their own lifetime (inter-generational mobility). Social mobility and equality of opportunity are linked together, this helps us to determine that people are being given the same chances in life so that they can achieve what they set out to do regardless of their socio-economic backgrounds (OECD, no date). Social mobility can be measured by earnings, social class, health and education (OECD, no date). 
LE UK have apprenticeship programmes in one department, if the organisation implemented apprenticeship schemes in several departments, this would help the recruitment and attraction strategies by identifying areas in which the recruitment has slowed down (Hay, 2023). The advantages of introducing apprenticeships into departments where recruitment struggles, allows employees to have on-the-job training and helps to fulfil critical skills gaps (Hays, 2023). LE UK could expand their processes and practices to create new apprenticeship schemes as this will help develop current and potential new employees, this will ultimately reduce recruitment costs and will increase retention due to the investment into the employee’s career and development.

2.2 Economical Factors
Providing a work-life balance for employees is becoming the most important aspect for both new and current employees (Urquhart, 2022). Research suggests that benefit packages can improve an employee’s overall wellbeing (Urquhart, 2022). Due to the cost of living crisis in the UK, employers are encouraged to explore benefit packages that will help reduce the risk of employees falling into financial deficits (CIPD, 2023 - A).
	Employers are beginning to implement ‘total reward’ packages, this will include the overall costs of salary, bonuses, overtime, benefits, training, flexible working patterns and wellbeing activities, just to name a few (Pilbeam, 2010). Total reward packages can help motivate employees and meet the needs for both the employee and organisation, albeit there can be disadvantages if the employee does not appreciate or understand the benefit/reward, communicate why certain benefits are being provided and subsequently, some organisations provide rewards but do not take into consideration the employees needs and wants (CIPD – B, 2023).
	Subsequently, the CIPD (2022) research found in the Resourcing and Talent Planning Report that pay and benefits were ranked the highest in all elements when attracting new staff. LE UK are part of the global Lincoln Electric group, the processes and practices involved with pay and benefits ensures everyone is within a certain pay grade. The pay grade structures the skill, responsibilities and productivity levels across the whole of the company, aligning to the global standards of Lincoln, this allows managers to have more flexibility in the future when compensating employees (GreggU, 2019). To allow managers more flexibility when compensating their staff, broadbanding will help Lincoln become more competitive in the market, by broadening their pay structure it allows managers to be agile and create a positive environment for career progression (Learning Business Skills, 2023).
	CIPD (2022) research also suggests that 77% of companies had difficulty attracting candidates in 2022 and found that senior and skilled roles were the most challenging. Signature Recruitment (2020) suggests that the fallout of the Great Resignation remains elusive through 2022 and for 18 months afterwards – could this explain why recruitment is still tough and attraction strategies are more important than ever?
	The resources a company holds are important when it comes to resourcing and talent managing, the Company will need to display good pay packages and benefits, but this will be strategically reviewed in LE UK’s budget planning. Budget planning is a financial process where an organisation estimates their income and expenses (Cote, 2022). As Cote (2022) explains that budgeting is important in many ways, it helps in the realms of resourcing and talent managing as it allows you to plan for human capital in advance without it affecting the expenditure of the business.
	Research also suggests that a company can improve their brand and enhance their attraction strategies by reviewing the ways in which employees work (CIPD, 2022). Currently at LE UK, Port Talbot, the current practice for all employees apart from functional staff, are required to work on site. As working arrangements have changed since the fallout of COVID-19, the UK remain the top country to offer working from home as Grant (2023) suggests that UK employees work an average of 1.5 days a week at home. The introduction of the Employment Relations (Flexible Working) Act 2023 enhances the right for employees to request flexible working requests from day 1 (Alridge and Pugh, 2023), is this the right time for LE UK to adapt their strategy to attract key staff?
	Research conducted by Ipsen et al. (2021) suggests the advantages of working from home enhances work-life balance, work efficiency and work control but individuals felt that the disadvantages left them with home-office constraints, work uncertainties and inadequate tools to carry out their jobs. The current practices at LE UK do not offer home working or hybrid working models, whilst 60% of the workforce cannot work from home due to their manufacturing roles, the remaining workforce operate in the office but have previously demonstrated that they can work from home with the right structure. 
Hybrid working models will help retention and will attract the right candidates into the business, as recently when recruiting an IT Administrator, the candidate pool has been limited due to the on-site requirement. Implementing a hybrid working model will attract and retain talent, the ability to recruit in a wider geographical region, helping employee financial wellbeing and will create a diverse workforce (CIPD, 2023 – C). This is important because LE UK will not be limiting themselves to a limited candidate pool that results in a lot of time and money is spent on recruitment as the CIPD (2022) report states the costs of recruiting staff have recently increased by 50% from £1000 in 2021 up to £1500 in 2022.
	Subsequently, the economy has played a huge part in LE UK’s attraction strategies, with the importance of recruitment, a few potential candidates interested in the LE UK’s manufacturing job centred around the furnaces, had hoped the organisation would offer overtime to boost their basic pay. Due to economic uncertainty in the past couple of months, offering overtime has not been an option throughout recruitment, due to overtime being monitored for several months. The UK labour market has increased the competition for staff and the nearby companies, the wage growth has affected the prices that have already been high for quite some time (Millard, Low and Carbo, 2023). Additionally, LE UK’s location is in the vicinity of Tata Steel to which they employ 4,650 individuals, working in both their Port Talbot and Llanelli sites (Kelsey, 2017). This means that LE UK need to enhance their pay, benefits and reinvent their attraction strategies to attract the best potential candidates due to the big employers in the local areas with a worldwide known brand.

2.3 Internal Factors
Company values are becoming increasingly essential to individuals and promoting the company values will help attract the right talent into a business. A recent study by LinkedIn found that 59% of respondents throughout Europe stated that if a company did not share their values, they would not work for that organisation, whilst 55% of those reported that a pay increase would not encourage them to work for the business (Laker, 2023). Values are actions that need to be carried out by an organisation, a company should demonstrate what they do best in how they display their vision and creating their culture (Sinek, 2019). LE UK will need to adapt their strategy to incorporate their values into their recruitment strategy, HR systems that outline career opportunities and testimonials from employees who have previously developed. Psychometric testing can also be a great tool to implement as it will help the organisation to understand the type of candidate they require for the job (Diamantis, 2020).
	Currently, LE UK do not have an onboarding/induction format to follow where it allows the entities to demonstrate the Company values and setting out expectations to the new employees on their first day. Hays (2023) share the best practices for onboarding and recruitment by advising to assign buddies to new employees, create a schedule so that new employees understand what they will do for 1-2 weeks, opportunities for ‘quick wins’ to boost confidence in tasks, define long term expectations within the role, discuss learning and development opportunities, the manager sits with the new employee to set out their expectations and ensure to tick all relevant boxes relating to health and safety, occupational health medicals. 
The HR practices at LE UK for onboarding new staff requires form filling, health and safety induction, HR discusses payroll, benefits and the general rules of the site. The strengths of an induction at LE UK aids the new employee with the ‘toolkit’ to begin their new job, they also meet various team members who are in other departments. Whilst the induction process is laborious, the downfall can be the resources used as LE UK do not use videos to outline the values of the Company, to demonstrate the global business and allow the entity to establish what role the new employees plays in the bigger organisation. A poor induction can lead to new employees eventually leaving the business as their first day will be a negative experience and will impact their outlook towards the business (Charleston, 2016). Is this linked to the retention rates of new starters and highlights to LE UK that the induction is playing a key role to attract and retain staff?
	LE UK pride themselves in offering career development and training opportunities to all staff. LE UK provide opportunities for employees to discuss talent profiles, their goals and aspirations and create an environment to allow open discussions regarding employee’s development. Research suggests that opportunities to grow and learn contribute to employee’s happiness in the workplace, can increase personal motivation and upskilling employees is economical (Perry, 2021). When attracting potential staff, discussions on training and potential future opportunities with new employees can engage staff from the outset and throughout. Creating career opportunities for current staff will help retain top talent within the organisation by investing in their internal and external professional development, upskilling what skills they already have, in addition to their manager coaching and mentoring through the process (Happeo, 2023). Additionally, to identify career development opportunities at LE UK, the company will need to review the skills and identify any gaps that they may have, identifying the top talent who could potentially absorb tasks and who will require training (Happeo, 2023). 
	When onboarding new staff, it is important that growth opportunities through testimonials can be used as an effective tool, good testimonials are crafted with care and can serve a powerful message to attract job searchers (Indeed, 2023).

3. Conclusion

Currently, attraction strategies need to be a vital tool at LE UK so that the focus can be to attract talent into the business. Whilst the number of employees who are closer to retirement is on the increase, the business will need to adopt attraction campaigns to encourage a younger workforce. As Gallacher (2022) states, whilst ageism should not be tolerated, in essence, with a continuing skills shortage, LE UK will need to retain the wisdom and perspective of older workers and retain their knowledge within the business. To retain the knowledge of those retiring, LE UK’s apprenticeship programme is a great programme to adhere to, as through generational gaps knowledge and wisdom through experience can be shared (Gallacher, 2022). 
	To attract a younger workforce, HR systems and best practices will need to be reviewed and become current and thus, become digital. By delivering the brand online, building relationships online to give potential candidates the awareness of the business, the impact of corporate social responsibility will ensure that social media becomes an integral practice in recruitment decision making (Jorgensen, 2023). The digital job board Indeed (2022) relays the benefits social media can have on recruiting, justifies itself by educating candidates about the company and its values before applying for any role, through particular social media platforms it can allow professionals to network, reduces hiring costs and allows potential candidates to interact with current employees. More than 91% of companies find themselves using social media to attract candidates to their business (Walker, 2023).
	The current HR systems and practices in LE UK work sufficiently but the slight enhancements to help attract a younger workforce will help aid the business in years to come. The current internal and external factors can be adapted so that promoting the Company values through social media will help any potential candidate feel attracted to vacancies, whilst there is opportunity for this to work in LE UK, it can become a detriment as it will open the business up to scrutiny by the content posted on social media platforms (CIPD, 2021).

4. Recommendations

I. To analyse skills gaps in business critical roles following retirees who leave the business
Succession planning will provide LE UK with insight and tools to address key development areas and the business critical roles whilst conducting a skills gap analysis (P3 People Management, no date). As P3 People Management (no date) outlines competency frameworks will nurture and retain top talent within the business. This will provide career development opportunities for current staff, engaging and motivating individuals. Engaged employees will help attract potential candidates by providing positive employee testimonials to help provide an insight to the company values and the culture within the business (LinkedIn, 2023). 
	The costs involved with succession planning is finalised with time and energy (Van Duynhoven, 2023). Albeit if it has not been carried out correctly then this can have major impacts on the business including increased recruitment costs, increased training costs and a decline in the Company’s performance (Hawes, no date).

II. To build the employer brand in the local community
The employer brand will help potential candidates to perceive Lincoln Electric UK to be the ‘place to work’ and a strong employer brand will help hold a competitive edge in Port Talbot to foster the competition for talent (CIPD, 2023d). Windley (2022) suggests that reviewing social media channels will be one of the first actions to take when enhancing employer branding, this will ensure LE UK builds the relationships with potential new recruits before they have applied for a vacancy, they will seek the company values, deciding if they fit their own personal values. To develop an employer brand includes discovery and what the various stakeholders seek, their interpretation of the company, implementation & communication of the organisation and maintenance of the brand (CIPD, 2023d). Building an employer brand will set a psychological contract between the employer and the employee (CIPD, 2023d).
	Creating a positive employee brand will help reduce recruitment costs by 10% as the candidates secure their role in the organisation and pay will not be a considered factor but poor employer branding can cost the organisation 10% more in recruitment costs (Burgess, 2016).

III. Implement a robust onboarding process
An effective onboarding process can lead to 69% of new starters potentially staying with the business for 3 or more years (Dove, 2022). Demonstrating the culture from the first interaction with the employee, sets out the company expectations, the core values so that new recruits understand the direction of the business, help to set out tasks allowing them to achieve great success in their new role, regular reviews will keep interactions and any concerns at bay… to create a culture of happy employees, starts with their very first experience (Newhouse, 2020).
	Implementing a system where onboarding is an automated process will cost the business up to £1,250 as advised with the Rapid Onboarding system supported by GOV.UK (no date).
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