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Question One
Labour Market Trends – UK & Australia

The term ‘labour market’ refers to “the supply of and demand for labour, in which employees provide the supply and employers provide the demand” (Investopedia, 2020). By understanding the labour market of the country the organisation is working within, they can better plan their resourcing strategy, and tailor their recruitment and selection methods to suit accordingly. 

When comparing the labour market of the UK with Australia, the below findings are significant:  

	
	United Kingdom
	Australia 

	Population 
	66.4 million
	25 million 

	Size of Country 
(square miles)
	93,630
	2.97 million 

	Employment Rate 
(of working age population) 
	75% 
	73.5%

	Employment Rate (Male)
	78.2%
	71.2%

	Employment Rate (Female)
	72.1%
	61.2%

	Employment Rate by Age 
(in the same age group)
1. 15-24 years old
2. 25-54 years old
3. 55-64 years old
	

1. 51.2%
2. 76.7%
3. 60.7%
	

1. 58.3%
2. 80.7%
3. 64.2%

	Unemployment Rate 
	5.1%
	5.6%

	Long-term Unemployment Rate 
(longer than 12 months)
	25.1% of unemployed
	23.9% of unemployed

	Average Wages 
(US Dollars)
	$47,226
	$54,401

	Employment by Activity 
(thousand persons)
1. Agriculture
2. Construction
3. Industry including Construction
4. Manufacturing
5. Services
	

1. 328
2. 2,169
3. 5,474
4. 2,791
5. 26,592
	

1. 325
2. 1,154
3. 2,459
4. 902
5. 10,071


					(OECD, 2020a)			(OECD, 2020b)

Australia is clearly the larger of the two countries based on the size of the country, however the UK has a population of around 41 million more people than Australia. CIPD (2021) highlights how the UK has seen a boost in employment over recent years, reflected in high employment rates and low unemployment rates. The UK and Australia are comparable in terms of employment rates, with the employment rate for males being higher than that of females. Employment rates across the three different age groups, is higher in Australia than the UK, with the UK having a higher rate of long-term unemployment than Australia. Manpower Group (2019) reports the UK as being ranked 3rd out of 75 countries in terms of workforce availability, based on language skills and opportunities for educational advancement. Whereas migration policies attracted people to the UK previously, this may change because of Brexit. 

There is also a similarity between the types of employment within each of these counties, with the highest rate of employment within the ‘Services’ sector, followed by employment within the ‘Industry/ Construction’ sector. Average wages are around $7,000 more in Australia than the UK. 

The COVID-19 pandemic has impacted the economy and labour market in both countries. UK employers received support from the Government through the Coronavirus Job Retention Scheme (CJRS) enabling employers to claim for support for their employees during a time of reduced business demand. This consequently helped limit the rise in unemployment. The Daily Mail (2021) reports how the agricultural sector in Australia needs to review how it sources its labour, as due to travel restrictions, this impacted on the supply of labour, and the loss of earnings for many. As a result of the pandemic, Mirage News (2021) reports how Australia has seen a rise in part-time employment, and a fall in full-time employment between March 2020 – March 2021. Women are said to be accountable for the rise in employment.  
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Question Two 
Workforce Planning 

Workforce planning is carried out to ensure that organisations have the right balance of labour against demand. This suggests that organisations need to have the right number of people, with the right skills, at the right time, working in the right places, at the right cost on the right contract to meet the organisations short and long-term objectives (CIPD, 2020).

Wilkinson and Taylor (2016) imply that workforce planning is a four-stage process and can therefore be used to develop a workforce plan:
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Forecasting Demand and Supply 

The first stage of the talent planning process is to determine the skills that the organisation needs and will have in the future. This can be achieved through:

· Systematic techniques – looking at past trends to predict future needs, and looking what the desired outcome is, and working back from this. 
· Managerial judgement – utilising the knowledge and experience of senior employees. 
· Working back from costs – looking at the future budget to calculate the number of staff the organisation can afford. 

Once this has been achieved, the next stage is to look at the current workforce and their abilities. This will include looking at the number of people employed by the organisation, how much this is costing in wages, and the breakdown of age and gender within each department. To assess individual skills, organisations can consult person specifications, internal training records and appraisal outcomes. The use of KPI’s will enable a prediction to be made on the number of leavers through retirements, and an estimated number of resignations. 




Identifying and Addressing Gaps 

Gathering the above information, allows for an organisation to carry out a ‘skills audit’. The Leadership Business (2021) define this process as a “survey of a targeted group of people to identify their level of competence or capability in a specific skill or set of skills”.

From this information, an organisation can decide how to best utilise its resources. As a result, there is potential for movements within the organisation, an increase in training opportunities to further develop their employees, or the possibility of redundancies or termination of contracts should an individual’s skills not match the organisations future needs. 

There is also the potential to bring in new employees from outside of the organisation. By analysing the local labour market and looking to recruit from further afield, will bring about a pool of potential employees with varying skills and experiences. Alternatively, organisations can look to work collaboratively with one another, sharing resources, or outsource or offshore certain activities. 

Succession Planning 

AIHR (2020) define succession planning as “the process of selection and developing key talent to ensure continuity of critical roles”. Whereas once, succession planning was carried out to ensure the smooth transition of a director or senior management and to eliminate the need to recruit from outside of the workplace, it has since been extended to select and upskill the entire workforce. Wilkinson and Taylor (2016) suggest the aim is to develop ‘pools of talent’ whereby a replacement can be selected as and when a vacancy arises. 

Taylor (2019) suggests that there are two approaches to succession planning: 

	Traditional 
	Contemporary

	· Larger organisations 
· Stable and predictable environment 
· Top-down approach 
· Managers identify and nurture individuals with talent
· Continuity of leadership 
· Subjective, elitist, and secretive 
	· Less secrecy, open communication
· Devolution to line managers 
· Pools of talent 
· Sophisticated selection techniques 
· Management development techniques 
· Encompasses all 



Appraisal meetings play a big part in succession planning. They allow for employee aspirations to be identified, an assessment of current skills levels and identify any gaps, and develop and agree development opportunities and plans to move forward. Development activities can include: 

· Coaching and mentoring 
· Training sessions
· On-the-job training 
· Experiencing other departments 
· Acting up 

The CIPD (2012) reports the difficulties in balancing succession planning, with the organisations want to bring in new talent. They go onto suggest that organisations should aim for a ratio of around 80:20 between insider and outsiders but should refrain from appointing senior management from outside of the organisation, due to the lack of organisational knowledge, even though this could bring about new ideas and approaches. 

Scenario Planning

Mindtools (2020) talks about how organisations need to consider the eventualities in a variety of possible or probable futures, and what impact this may have on the organisation. Scenario planning can be used as a tool to help organisations anticipate sudden, and unforeseen changes. 

Legal Requirement and Fair Access 

Under the Equality Act 2010, employers have a legal responsibility to make sure that they do unlawfully discriminate against someone, based on grounds of the nine protected characteristics. 















(Diverse Cymru, 2020) 



Organisations must ensure that employees are given a fair access to all opportunities available. To do this, organisations can provide: 

· Extensive communications to all employees – via internal website, emails, weekly circulars.
· Fairness in selection – using formal selection criteria, not including equality and diversity information to eliminate discrimination. 
· Regular employee appraisals – providing development targets. 
· Redeployment opportunities – full consultation 
· Guidance and communication with management on equality of opportunity and career management – not blocking progression. 
· Flexible working practices 
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Question Three 

Attraction of Talent 

Organisations want to ensure that they attract the right people to the organisation, preferably with the right skills and attributes to carry out the role and fit in within the organisations culture and ethos. 

Competitor Analysis 

By gaining an understanding and insight of its competitors, organisations can identify their weaknesses, identify opportunities for and threats against current attraction processes (Management Study Guide, 2021). ‘Competitors’ refers to labour market competitors, and not product market competitors. Utilising Porter’s Five Forces model, organisations can establish the nature of its competition in terms of salary, other benefits, job role, and opportunities for training and development. 

Organisation Positioning 

Higgs’ (2004) model recognises four common approaches used by organisations when presenting itself to the labour market, based on two factors: reward and culture. 

· Employer of cash – treats employee’s harshly but pays them well
· Employer of values – cannot pay market rate, treats employees very well
· Employer of churn – both pays poorly and treats employee’s harshly
· Employer of choice – both pays well and treats employee’s fairly. 

From the four approaches, an organisations strategic aim is to be an ‘employer of choice’. McCartney (2017) recommends several ways organisations can achieve this, including: creating a positive candidate experience, reviewing salary and benefits, and focusing on career growth opportunities. 

Employer Branding 

Organisations must differentiate themselves from their competitors and market themselves in the best possible way should they wish to be successful. CIPD (2020) defines an employer brand as “a set of attributes and qualities, often intangible, that make and organisation distinctive, promises a particular kind of employment experience, and appeals to those people who will thrive and perform best in its culture”. 

The brand message that is developed must reflect the reality of working for the organisation. Failure to do so, could result in employee dissatisfaction, and impact on the reputation of the organisation. Lievens et al (2007) suggest there are five different personalities that organisations align themselves with through their branding: 

1. Sincerity – honest and friendly
2. Excitement – trendy, spirited and innovative
3. Competence –reliable and successful 
4. Sophistication – prestigious 
5. Ruggedness – masculine and tough 

Organisations such as Google and Admiral have successfully developed an employer brand and can therefore class themselves as an ‘employer of choice’. Creating strong employee value propositions (EVP’s) helps set the organisation apart from competitors and attract quality candidates, typically including benefits, financial rewards, career development opportunities and additional perks related to the job (Indeed, 2021).  

With the increased use of social media, organisations now resort to using platforms such as Facebook, LinkedIn, and Glassdoor to promote and advertise, allowing for instant comments and feedback to be given and received. Social media is a cheap way of advertising, however needs to be actioned correctly to avoid damage to the organisations reputation. 

Retention of Talent 

As well as attracting talent, organisations must ensure that they can retain such talents. Wilkinson and Taylor (2016) suggest that organisations should approach this via two angles: 1) looking at external factors such as labour market trends and analysing competitors, and 2) internal factors such as turnover levels and reasons for leaving. 

Turnover

Turnover can be classed as voluntary, initiated by the employee, of involuntary, initiated by the employer (Allen, 2008). 

The loss of employees to an organisation is not necessarily a bad thing. ‘Functional turnover’ refers to the removal of poor performers, or part-time workers, whereby the benefit of replacing outgoing employees exceeds the costs incurred. On the other hand, ‘dysfunctional turnover’ has a negative impact on the organisation, whereby the costs of replacing highly skilled employees exceeds the potential benefits (Kraft, 2021). 

Dysfunctional turnover can be expensive to organisations, however by understanding the cost of turnover, the extent of the problem can be identified, and subsequent business cases made to senior management when trying to introduce retention strategies to combat the problem. Wilkinson and Taylor (2019) go onto suggest how such costs can be direct, or indirect. 
	Direct Costs
	Indirect Costs 

	· HR admin time – leaver paperwork 
· Costs of advertising the vacancy 
· HR admin time – recruitment and selection process
· Costs of backfilling the role on a temporary basis 
· HR admin time – new starter paperwork 
· Induction and basic training 
	· Departing employee less productive before leaving 
· New employee less productive in first few weeks 
· Lower morale and productivity amongst staff 
· Company information used to the advantage of a competitor
· Damage to reputation 



Understanding the reasons why employees leave, helps to reduce levels of dysfunction turnover. Unavoidable turnover, such as ill-health or relocation, is outside of management control. Oppositely, avoidable turnover is created due to dissatisfaction within the workplace, factors which could be controlled by management. 

There is no one approach to identifying the reasons why people leave an organisation. The most common approaches are: 

	Exit interview 
	· Allows for discussion with employee leaving 
· Identifies main reasons for leaving 
· Assist in establishing ways to keep employees 
· Employees reluctant to voice criticism 

	Staff attitude surveys 
	· Understand morale and identify issues 
· Broad range of issues from whole workforce/ groups 
· Anonymous 
· Hard to pin-point what impacts turnover

	Surveys of former employees
	· Completed a couple of months after departure 
· More considered response on reasons for leaving 
· Confidential/independent 
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Question Four 

Organisations choose to recruit for two different reasons: to replace an existing employee upon their departure from the organisation, and when a need for a new job role has been identified. Tutor2U (2021) imply that recruitment and selection is a four-stage process, whereby first, a need for the job must be identified, and subsequent requirements for the position are addressed. This is then followed by creating an advert for the vacancy and selecting a suitable candidate from those who choose to apply.  

Taylor (2019) suggests that carrying out job analysis is an essential foundation of any ‘good practice’ approach to recruitment and selection. A job analysis allows the organisation to determine the job duties and responsibilities, performance expectations and necessary skills and experiences required to carry out the role. 

Job Descriptions 

Based on the information gathered from job analysis, Management Study Guide (2021) state how a job description summarises the key tasks in relation to the role, including: 

· Job title
· Job location 
· Job Summary
· Reporting to 
· Working conditions
· Job duties 
· Machines to be used 
· Hazards 

Job descriptions can be used to evaluate job performance and identify areas of further development. Should the information gathered during the job analysis stage be very basic, this does not provide the foundation whereby management decisions can be made, therefore it is important to spend time on such processes.  

Person Specifications 

Wilkinson and Taylor (2016) define a person specification as an accompanying document to a job description, outlining the human attributes required for someone carrying out the role. The information included in a person specification includes skills, experience, qualifications, education, and person attributes. Each specification is generally categorised as ‘essential’ or ‘desirable’ (BBC, 2021). 

Competency Frameworks 

A competency framework is an alternative approach to a job description and person specification. The CIPD (2020a) definition is “a structure that sets out and defines each individual competence required by individuals working in an organisation or as part of that organisation”. This definition implies that a competency framework can be generic to the organisation, rather than a specific job. 

Boyatzis (1982) defines competencies as “an underlying characteristic of a person which results in effective and superior performance in a job”, implying that this framework creates a profile of superior performers. CIPD (2020a) suggests that competency frameworks are useful in supporting talent strategies and guide practices in recruitment and performance management. Such tools are used to focus on an organisation’s core values and ethos in the recruitment process as it supports an organisation’s vision. 

Methods of Recruitment 

The methods used in advertising a vacancy can vary depending on the type of role being advertised, but also the best practice approaches used within the organisation. 

Depending on the talent pool within an organisation, they may choose to look to individuals currently working within the organisation to promote or transfer. Organisations may have the facility to ‘job-rotate’, providing opportunities for all to experience different elements of the organisation. Due to the pandemic where redundancies are being made, redeployment of staff may be required. Utilising current employees to fill vacancies can result in positions being filled quickly and could potentially save the company money in terms of advertising. This can, however, limit the number of eligible candidates and affect employee morale should a wrong decision be made.  

Whereby some roles require specialist expertise, for example, ICT roles, organisations may look to use employment agencies to recruit. Zojceska (2018) emphasises how using such agencies brings about a higher quality of candidates with the specialist knowledge and skills required to carried out the role. On the other hand, consideration must be taken when using agencies as this comes with a higher cost and takes away the element of ‘employer branding’. 

Technology continues to change the ways of working, and this is the same for recruitment. Organisations can now utilise social media platforms, local radio stations and newspapers to help promote vacancies within the organisation. RPOEdge (2017) notes how by using social platforms, employers have direct access to potential candidates’ social media profiles and get insights into his/her life. Consequently, there is potential to make indirect assertions about a person. Recruiters can utilise media to broaden or enhance their employer branding. 

Methods of Selection 

The approach an organisation takes to ensure applicants meet the required criteria for a role, can vary depending on the sector, the number of applicants, and the role that is being filled. In this regard, several selection methods can be used.  

Standard application procedures refer to the submission of either a CV or company application form whereby candidates express an interest in the role, followed by shortlisting the most appropriate candidate. There is the potential for bias and discrimination during the shortlisting stage, therefore organisations must ensure that selections are based on the candidate’s ability and experience above all else. 

Interviews are widely used within the selection process and can be structured in various ways. According to the ‘Resourcing and Talent Planning survey’ carried out by the CIPD (2020b), they suggest the most common interview structures were competency-based interviews and addressed the contents of CV’s and application forms.  

Conducting interviews allows the employer to understand and explore a candidate experience and ability, whilst identifying learning opportunities, and providing a positive impression of the organisations as a good employer. They provide the employee to familiarise themselves with the requirements of the role, and the organisation. 

Anderson and Shackleton (1993) examine the weaknesses of such approach, highlighting how there is the possibility of stereo-typing people based on characteristics shown, and allowing the experience of interviewing one candidates to affect those thereafter. There are also the factors of selecting a person based on whether they personally like or dislike the candidates, or who are perceived of having a similar background or career history. 

Wilkinson and Taylor (2016) look at assessment centres as a means of selection, suggesting that this method provides more accurate measures of candidate suitability using a mixture of methods, such as role-play, group activities and ability and/or personality tests. This method can only be used when there are many applicants and can also be costly to conduct. 

Retirement

‘Retirement’ is the scheduled departure of an employee due to reaching the set age to no longer continue working. Winthrop (2021) highlights that it is no longer lawful for organisations to compulsorily retired employees when they reach retirement age, instead individuals can choose flexible retirement. 

Organisations should encourage ongoing discussions with their employees regarding their future intentions and discuss options for work-life balance, such as switching from full-time to part-time or moving to a role with less responsibility. 

Involuntary Turnover 

An organisation may choose to ‘get-rid’ of an employee should they be unperforming or the role is no longer viable. 

‘Dismissal’ is when an employer ends an employee’s contract of employment (ACAS, 2021). When managing dismissals, it must be clear that there is a valid reason for the dismissal and that appropriate procedures have been followed. Dismissal falls into two categories: conduct or capability. Organisations must follow the ACAS Codes of Practice. 

The pandemic has resulted in an increase in organisations making their employees ‘redundant’, whereby they are trying to save costs by removing job roles. The CIPD (2020c) suggests that employer should take all reasonable steps to try and avoid redundancies in the first instance. Communication should be transparent with all employees, ensuring morale remains high. 
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