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You work for a large organisation that has just completed a restructure of its people function.  You work in the resourcing team having previously specialised in employment relations. Your new manager is an experienced resourcing specialist and is delivering a webinar at a forthcoming CIPD branch event. The event is popular, with many bookings made. When participants make a booking, they are asked to include questions they would like answers to. 
Your manager is keen to develop your knowledge of talent management and workforce planning and has asked you to prepare full written answers to the 15 questions the participants have raised.  The questions are varied, and you want to impress your new manager with your answers as well as your ability to independently research any areas you are unfamiliar with. The questions will be answered during the webinar, so it is important your answers are focused, clear and concise. 
In addition, you should make appropriate use of academic theory and practical examples to expand your responses and illustrate key points.  Please ensure that any references and sources drawn upon are acknowledged correctly and supported by a bibliography.
To help the reader, please make use of headings and assessment criteria references to signpost the assessment criteria being addressed
1. How can organisations strategically position themselves in competitive labour markets? (AC 1.1)

Employers should undertake a competitor analysis to enable them to develop a strategy to achieve competitive advantage (Porter, 1985).  Analysis can be undertaken via methods such as SWOT to identify their strengths, weaknesses, opportunities and threats (Haan, 2023).

Employers need to ensure that they have a strong positive employer brand to attract and retain employees (Peters, 2023).  Employer branding includes pay and benefits, training/development opportunities, flexible working, job security and perception with those companies who can offer these being seen as the employer of choice.  To create a strong employer brand, Peters (2023a) outlines four processes that an organisations should undertake: discovery (research into how the employer is perceived), Analysis, interpretation and creation (what the organisation stands for, offers and requires), implementation and communication (introducing the brand) and measurement, maintenance and optimisation (evaluating the impact).

In a recent survey, pay was rated as the most important aspect of an employer brand to employees but was closely followed by how the employer is perceived with emphasis on goals and values (CIPD, 2022). Taylor and Woodhams (2022a) state that an employer of choice is seen as optimal in that they pay well and have good ethical values treating people well. 

Employers who are successful in obtaining/retaining the best talent will have a Human Resource Advantage to rivals in the forms of human capital advantage; hiring the most talented people and social capital advantage; talent used collaboratively (Boxall and Purcell, 2016). 
  

2. What is the impact of changing labour market conditions on resourcing decisions? (AC 1.2) 

Boys (2022) states economic conditions govern the numbers in employment, levels of retention and investment in development in order to meet the organisational demands and therefore effect the decisions on resourcing.  Market demand is established from the number of people in employment, hours worked and the number of available vacancies.  The number of people in employment and seeking employment make up the supply.  Where there is a tight labour market, demand is high and supply is low resulting in higher wages being paid.  The effect of this increase of cost of employing people drives the demand down and wages level.  A slack labour market sees supply high with many looking for employment but limited vacancies available, therefore, wages fall and demand for labour increases (Taylor and Woodhams, 2022a).  

In a tight labour market, there is a number of unfilled vacancies and competition for talent is high, therefore, organisations need to focus on attracting candidates through company branding, proactive recruitment methods and high levels of reward/flexibility.  They may need to consider ‘growing their own’ by employing underqualified candidates with the plan to develop and train them.  Organisations would need to ensure that they retain their employees by investment in training and development, succession/future planning and reorganisation (CIPD, 2022).  In a slack labour market organisations can afford to be more selective of candidates as levels of applications for vacancies will be high, therefore, resources may be increased in the selection process.  

In order to monitor the external environment and identify trends, organisations should use an analysis tool such as PESTLE to identify the reasons for such trends and are then able to make informed strategic organisational plans (CIPD, 2023a).  

3. What is the role of government, employers and trade unions in ensuring future skills needs are met? (AC 1.3)

The CIPD (2018) highlight those organisations who are developing and using their workforce skills effectively have higher productivity, profitability, and employees with higher levels of job satisfaction, resilience to change and increased earning potential thus affecting wider society and the economy.  

The Government creates policies to support education, funding for training and analysis of future skill requirements.  The Department for Business and Trade outlines the grants, funding and training available to organisations and individuals and the Department for Science, innovation and Technology is involved in identifying future skills/training as a result of technology advances (Gov.UK, n.d.).  The Unit for Future Skills analyses jobs and skills data to provide the information required for decisions makers to invest in the right skills to support future needs (Gov.UK, n.d.).  

Crowley (2023) outlines the importance of employers in creating a culture encouraging learning in the workplace through training and development to improve skill levels.  Employers should invest in training programs, coaching/mentoring and clear career progression paths and identify roles at risk of automation in order to upskill/reskill employees to futureproof their business.   

Trade Unions campaign to improve employee’s access to training, education and development of skills.  Union Learning Representatives work with employers to promote a positive learning and development culture and ensure that the workforce has the support/training required (TUC, 2021).  The Wales Union Learning Fund is funded by the Welsh government and Wales TUC to provide union led support, guidance and training to union and non-union members in public services (Wales TUC, n.d.).  It aims to develop essential skills in the workplace and upskill the workforce (Business Wales, Welsh Government, 2019).  

The CIPD along with other education and employment sectors have created a universal framework for essential skills to identify the skills required by employers, help educators prepare the future workforce and help organisations manage skills in the workplace (CIPD, 2019).

4. I am new to people practice and have heard that workforce planning is important. Before I try to convince others of this, I welcome the views of someone with more experience. Could you analyse the impact of effective workforce planning? (AC 2.1)

Workforce planning is aligning the skills of the workforce to the business needs, preparing for the future and ensuring talent is available when needed (CIPD, 2023b).  In order to do this, data needs to be collected in two forms; hard data dealing with numbers (quantitative) and soft data (attitudinal) involving employee experience, training/development and performance levels (Weeks, 2023).  Operational planning is looking at the short term whilst strategic planning is looking at the long term (CIPD, 2023b).

Effective workforce planning increases the efficiency and productivity of the workforce by ensuring that employees have the right skills and tools to do their jobs.  By assessing the skills of the workforce and being flexible in where to deploy staff, productivity can be increased and labour costs reduced (George, 2023).  By analysing future needs of the organisation, skills/talent gaps can be identified and through targeted recruitment, the organisation can ensure it has employees with the skills needed to succeed.  Succession plans should be put in place to ensure that talent from within the organisation can be developed through training, avoiding recruitment costs whilst improving retention and employee engagement. 

Workforce planning allows an organisation to identify future challenges, making plans to address them working pro-actively instead of reactively, ensuring an advantage over competitors.   

Efficient workforce planning relies heavily on the collection and analysis of good quality data externally and internally in order to make informed decisions.  Effective communication within the organisation between people professionals, the rest of the organisation and stakeholders is essential to ensure that the strategical plan is clear to all (George, 2023).

5. I want to introduce workforce planning in my organisation but I’m unsure which technique/s to use. Could you evaluate the techniques used to support the process of workforce planning? (AC 2.2)
According to Weeks (2023) workforce planning is one of the most effective actions an organisation can undertake.  The CIPD (2023b) set out 6 stages to workforce planning:
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Baseline: looking at the external labour market pressures, future need, organisational priorities and internal talent e.g. PESTLE/SWOT Analysis, gathering information and data, map the structure of the organisational workforce and identify business critical roles. PESTLE/SWOT analysis help open up communication in an organisation, is versatile and inexpensive, however, it is subjective and open to bias, can over-simplify complex issues and needs repeating to be relevant.
Supply: looking at the internal workforce in a quantitative (numbers employed, costs, numbers retiring/moving) and qualitative manner (performance and capability) and reviewing the labour market.
Demand: Taylor and Woodhams (2022a) note that demand forecasting, involves looking at what skills will be needed in the future e.g. looking at previous trends.  Trend analysis is data focused and can be accurate in a stable environment, however, it assumes that patterns will repeat and relies heavily on the data being correct.   
Gap Analysis: looking at the current and future gaps between supply and demand.  By creating competency frameworks for each role and completing audits on current employees and comparing this to the future needs will identify the gap (Taylor and Woodhams, 2022a).  Competency frameworks help clarify expectations, standardising performance and are versatile, however, creation is time consuming, rigid and complex and need to be continuously updated to remain relevant (George, 2024a).
Action Plan: creating a plan to minimise the skill and workforce gap.  
Deliver: delivery of the workforce plan.  
6. Could you explain two approaches to succession and contingency planning aimed at mitigating workforce risks? (AC 2.3)

Succession planning is a proactive approach of identifying business critical and senior roles and putting a system in place to develop talent from within the organisation to progress into the roles when the current holder leaves e.g. through retirement, resulting in a smooth transition.  Contingency planning is a reactive approach of identifying potential risk scenarios, e.g. a pandemic, and creating a planned response to mitigate the risks/impact (Hirsh, 2022).   

It can be useful to developing and maintaining a talent pipeline of individual employees identified as potential future leaders, which can be done informally via conversations or appraisal meetings in order to identify those employees who want to progress, the skills required and what training/development can be put in place to support this (Taylor and Woodhams, 2022a). Talent can be formally identified through performance reviews and developing competency frameworks (George, 2024b). It is important to balance internal progression with introducing external employees raising the question as to whether experience/knowledge of the organisation and its culture is more advantageous than introducing new approaches and ideas.

[bookmark: _GoBack]Another approach is job rotation and secondment opportunities, which allow employees to gain experience in different roles of the organisation and therefore making them able to step into different roles when/if required (Turpin, 2019).  Lateral moves are beneficial to the organisation and the employee allowing shared perspectives and knowledge but it is important to ensure thorough planning and support for the employees throughout (George, 2024b).  Lancaster (2023) highlights that secondments also work well for employees to understand the overall organisation and familiarise themselves with different areas of the business gaining invaluable skills.

7. I tend to advertise all vacancies on our organisation’s website, then managers interview applicants. I would like to consider other recruitment and selection methods. Could you briefly assess the strengths and weaknesses of these methods as well as one other recruitment method and one other selection method? (AC 2.4)
Advertising on the organisation’s website reaches a target market, with visitors to the website already interested in the organisation, it is more cost effective than paid platforms, introduces the brand/culture and access to other information.  Company websites do not have the broader reach of recruitment platforms with users who are unaware of the organisation and can be discriminatory to those who do not use/have access to computers, limiting the diversity of potential candidates (ACAS, 2023a).  Recruiting externally increases the reach to a larger candidate pool with new ideas, skills and enthusiasm but is time consuming and new employees require induction/settling in time.  Alternatively, internal recruitment such as promotions is quicker, more cost effective and the employee will already be familiar with the organisation (BBC, 2023). Promotion also increases employee morale, loyalty and motivation but won’t introduce fresh talent.
Interviews should be structured with set questions, asked in the same order with set scoring criteria to ensure fairness (McCartney, 2023b).  Interviews allow for conversation, where the employer can assess communication skills and gives the candidate the opportunity to ask questions.  However, interviews rely on a perception and judgement, which can lead to bias and they do not accurately measure the ability of the candidate to do the job.  
Psychometric testing of personality, ability or aptitude is an alternative section method, with evidence showing that tests for cognitive ability correlate to good job performance (MCCartney, 2023b).  Psychometric testing has the ability to narrow down large volumes of candidates to those that would fit with the culture and role and helps avoid any bias (Jacobs, 2018).  Bach (2005) states that using psychometric tests raises issues with ethics, as those taking the tests are entitled to their results, which is not always possible.  The tests do not work alone and only work alongside other selection methods with the results needing analysis by a trained and certified individual (McCartney, 2023b).

8. I am aware employee turnover rates vary from one organisation to another but what turnover and retention trends exist and what factors influence why people choose to leave or remain? (AC 3.1)
Beatson (2023) highlights the current issues in retention of public sector workers especially in healthcare and the NHS advising that it appears to be due decreased staff morale with data showing a 62% decrease to morale since the pandemic.  The recent labour market outlook report shows that 55% of employers are looking to maintain their staffing levels with turnover likely to decrease further and the employer gaining the advantage as the labour market slows (CIPD, 2024).
Employers should to monitor their turnover levels to develop efficient retention initiatives.  Turnover can be for voluntary reasons e.g. resignation or involuntary reasons e.g. redundancy/dismissal.  It is the unpredictable nature of voluntary reasons that can have the biggest negative impact on an organisation.  Employees may leave for many different reasons involving push factors (internal) e.g. job dissatisfaction/lack of career development or pull factors (external) e.g. higher pay/better benefits.  A CIPD report found that those employees who had unmet career expectations were more likely to leave their currently employer and those who’s employers had invested in upskilling were more likely to stay (Peters, 2023b).
Drake (2024) advised that less people are looking to leave their current roles with employers that offer flexible working, good benefits and progression/development opportunities retaining their employees.  It is important to understand why employees choose to stay in their roles and employee remaining surveys can be helpful to identify the reasons for staff retention.  Peters (2024a) advises that, in addition to good pay and benefits, employers should be offering flexible working, focus on employee wellbeing, enable career progression and development, treat employees fairly and consult employees.  Employees who feel engaged, valued and loyal to an organisation, creates a psychological contract, which drives retention (Peters, 2024b).
9. I want to compare different approaches to developing and retaining talent on an individual and group level? Could you give me some pointers? (AC 3.2) 
Talent is an individual who, through either immediately contributing or contributing after they have reached their potential, can have a substantial impact on an organisations performance (Quilliam, 2023).  Talent management is the term referring to the identification, attraction, development, retention and deployment of talent.  
O’Boyle Jr. and Aguinis (2012) highlight that high performer’s are 800% more productive than average performers, therefore by carrying out performance reviews, an organisation can identify their top talent in which to focus on development and retention.  As outlined in 3.1, one of the main reasons employees leave an organisation is due to unmet career expectations, which is supported by Mahan, Nelms and Bearden (2018) who report that one third of turnover is due to lack of opportunities for development and unsupportive management.  Rogers (2020) suggests that to retain talent it is important for managers to engage with the individual through one-to-one meetings discussing their development aspirations and creating a personal development plan form them to reach their potential, with progress reviewed regularly.  She also notes that varied learning opportunities and on-the-job experience is fundamental in developing talent.  
Keller and Meaney (2017) outline the importance of employee value proposition in retention of talent.  Employees give their time, ideas, effort and experience in exchange for tangible rewards, experience/development opportunities, managerial support, meaningful work and working for an organisation that has good values, culture and reputation, which are seen as the most valued elements by employees.  This is supported by Quilliam (2023) who states that employees who are healthier, happier and more fulfilled when they are well managed, have autonomy and good quality jobs.
Group strategies would include approaches such as reward strategies, offering flexible working options and career breaks with 47% of employees saying they would consider leaving an organisation if flexible working wasn’t offered (Brown, 2021).  Offering opportunities for coaching, mentoring, networking and secondments also help develop employees (Quilliam, 2023).
10. Could you evaluate approaches that an organisation can take to build and support different talent pools? (AC 3.3)

A talent pool is a collection of potential candidates who have the skills, knowledge, and experience and/or potential that allow them to fill current and identified future needs.  Pools of talent can be for a precise role or the pools of candidates who have the ability to adapt to a number of roles (George, 2024).

An organisations needs to review their strategy and develop a competency framework by identify the competencies an individual would need to meet the organisational goals.  In order to look for internal recruitment the current workforce would need to be assessed to identify talent and skill gaps by way of performance reviews, one-to-one meetings, assessments etc. (Lauby, 2018).  Fulton (2023) states it is mutually beneficial to recruit internal talent through internal mobility, as current employees are given the opportunity to develop and grow within the organisation rather than feel undervalued and leave.   Furthermore, the organisation is retaining talent who are already familiar with the business, its culture/brand and avoids the added cost and time of recruiting and avoids loss of productivity whilst onboarding and training.   A talent pool can be developed using means such as coaching, mentoring and through peer-to-peer feedback (Lauby, 2018).  

It is crucial to ensure that external recruitment to your talent pool is inclusive and diverse, considering the ‘hidden workforce’ such as stay at home parents, professionals who freelance as a second job, those with disabilities and retired professionals who can fill the resource shortage (Dunning, 2017).  Recruiting ‘boomerang’ employees is advantageous as they already have the knowledge of the organisation and any investment into their development is retained, however, they may have higher expectations on returning and may not bring new ideas and enthusiasm as a new employee could (Mawson, 2023).

11. Could you evaluate two benefits of diversity in building and supporting talent pools? (AC 3.4)

Ali (2022) explained that diversity is recognising, valuing and respecting the different visible and non-visible characteristics of individuals.  It is these different beliefs, views and experiences, when brought together, create a workplace that is innovative, creative, engaged and as a result more productive.  A survey by McKinsey & Company (2023) report that organisations that invest in diversity are 39% more likely to outperform their competitors (including financially).  However, in order for companies to be diverse they also need to invest financially.  By having a diverse workforce the organisation is promoting that every individual is valued and respected and therefore empowers them to contribute and be their true self (Carcucci, 2024).  As outlined in 3.3., by widening the talent pool to a more diverse workforce, you are also widening the access to the best talent and with the best talent comes increased productivity.  

Corporate reputation and brand can greatly benefit from being perceived as diverse and inclusive and research into the psychological contract have shown that individuals want to work for organisations that employ good working practices (Ali, 2022).  An organisation with an employee brand, which has diversity as a corporate value will help shape the psychological contract between the employer and the employee/individual to help retain and recruit talent (Peters, 2024).  This was supported by a report carried out by CIPD (2022), which found that when considering employee brand, 33% of candidates said perception of the employer was most important and 26% saying organisational values were most important.  Furthermore, an organisation with a good employee brand helps retain talent, increase employee engagement and therefore better performance compared to competitors (Hosseini et al, 2022).

12. I am trying to persuade managers in my organisation to take employee turnover more seriously but have been unsuccessful. Could you explain the impact associated with dysfunctional employee turnover? (AC 3.5)
Turnover can be separated into functional, which is beneficial to organisation (poor performers leave) or dysfunctional, which has a negative effect on organisation (when highly skilled employees leave).  Dysfunctional turnover can be voluntary or involuntary.
To work out the percentage turnover you need to multiply the total number of employees who have left over a set period (month, year, years etc.) by 100 and then divide by the average total employed over the same period.  It is also useful to then breakdown the figures to reflect those employees who left for voluntary or involuntary reasons and break it down for different departments/locations to get a clearly picture and identify any departmental issues (Tantum, 2023).
Dysfunctional turnover has a direct financial cost to an organisation e.g. costs involved in advertising the vacancy and indirect costs e.g. another employee covering the role, administration, recruitment/selection time demands and induction training for the new employee (Peters, 2024a).  Indirect costs include loss of productivity from leaving employee and the new starter for the initial induction period, loss of financial investment put into leaving employees training/development, organisational damage from transfer of information to a competitor or damage to reputation if the relationship ended on poor terms (Taylor and Woodhams, 2022)
Cholteeva (2022) reports that 63% of UK businesses say the organisational culture has been negatively affected by turnover with a further 21% reporting lower level of employee engagement and 22% has seen further employees leave due to the change in the culture.  Turnover can also effect employee morale being sad at the loss of a team-member or due to having to bear extra workload until replacement is found, making them feel less motivated and therefore less productive.    
13. Could you assess suitable types of contractual arrangements dependent on specific workforce need. (AC 4.1)  

According to Ayling and Suff (2023) there are contracts for service or contracts of service.  Contracts for service relates to self-employed workers, freelancers, contractors, consultants and other workers.  For example, agency workers can be instructed via an agency as a contingency plan if the workload is increased suddenly or to cover sickness (Silkin, 2022).  Contracts of service are the contacts between an organisation and an employee and can be:
Permanent – full or part time dependant on requirements – to meet the demand of consistent, regular and ongoing workload.  
Fixed term – used for a set period to cover situations such as project work, roles governed by funding, maternity leave etc. (CIPD, 2022).
Temporary – Found at short notice to cover periods of uncertainty providing flexibility.  Can include employees on fixed- term contracts or workers such as agency and casual (Daniels, 2019).
Zero-hour/casual – Gov.uk (2012) state that zero hour contracts can be used for ‘on-call’ or ‘piece work’ allowing employers to respond to a surge in demand e.g. hospitality where extra workers are required for large events.  Employers are not obliged to provide work and the worker is not obligated to accept work but workers still have the same protection as an employee or worker (ACAS, 2022).   

Taylor and Woodhams (2022b) identify the benefits of flexible working for employers, as it helps vary their workforce over the hours/days demand is the highest and therefore avoiding inefficiency and employees being underworked.  Flexible working can be offered in the form of flexitime, compressed hours, job shares, term time working etc.  Reilly (1998) states that flexibility allows employers to react quickly to redirect the workforce in the face of new opportunities.  Agency workers can be brought in via an agency as a contingency plan if the workload is increased suddenly or to cover sickness (Silkin, 2022).




14. I have heard there are different types of terms in contracts – surely a term is a term. Can you differentiate between express terms and implied terms? (AC 4.2) 

Contacts of employment include implied terms and express terms, agreed orally or in writing (Ayling and Suff 2023).  Express terms are usually in writing, agreed between the employer and employee, and include things such as pay, working hours and holidays.  Express terms cannot diminish the statutory rights of the employee e.g. a contact should not state that pay would be less than the National Minimum Wage as this diminishes the right of the employee in line with the National Minimum Wage Act 1998 (Daniels, 2019). 

Implied terms are those that usually do not need to be in writing, as they are deemed obvious.  ACAS (2023a) state that an employment tribunal judge would class a term as obvious if it passes the 'officious bystander test' derived from the case Shirlaw v Southern Foundries (1939) whereby it was agreed that a term would be part of a contact if an ‘officious bystander’ felt it should be.  Implied terms are inferred from an expectation such as the duty of care to an employee, mutual trust and fair pay (Ayling and Suff, 2023).  Daniels (2019) explains that implied terms can come from a number of different sources such as:
1. Collective agreements –Agreement between employer and the employees association or trade union collectively (express or implied incorporation).
2. Statute/common law - automatically implied to a contact and employees do not need to be explicitly informed of the creation of new statues by their employer.
3. The Courts – decisions in relation to implied terms, set a precedent.  Courts consider whether an implied term is reasonable or necessary in the circumstances.
4. Work rules – Rules set out by an employer as to how they expect employees to behave i.e. wearing uniform.  These rules could be set out in an employee handbook and referred to as incorporated terms (ACAS, 2023).
5. Custom and practice - Habitual behaviours/practices that have been in place over a period of time.  

15. Could you explain the components and two benefits of effective onboarding? (AC 4.3)

Taylor and Woodhams (2022a) state that an effective onboarding process is beneficial to an organisation and therefore time, finances and effort should be invested to create a positive experience.  

Pre-employment information should be provided to the employee such as new starter forms, contracts/conditions of service plus any outstanding administration relating to their onboarding.  The employer should go through the organisational/department information, which could include a staff handbook, health and safety guidance, a tour of the work site, organisation background etc.  The employer should clarify the expectations of the employee setting out benefits and policies, role specific information followed by socialisation in the form of meeting the team, relevant people and introducing the culture and organisational structure.  Finally, the employee should be familiarised with the support/development options available to them such as personal development plans, in house or external training and career development (McCartney, 2023a). 

ACAS (2015) highlight the importance of reviewing the onboarding process regularly, asking employees for feedback in order to identify areas for improvement.

Onboarding has a soft side in helping new starters to settle in and feel comfortable and a hard side in providing information and training to enable them to carry out their role efficiently (Taylor and Woodhams (2022a).  A good onboarding should ensure that the employee is equipped with the information and tools needed to complete their role and be productive and efficient from the start of their employment (Stein and Christiansen, 2010).    Laurano (2015) highlights that a poor onboarding results in low levels of productivity, which could affect organisational performance and goals, whereas, good onboarding is reported to increase productivity by 70%.  

CIPD (2022) report that 28% of organisations have improved their onboarding process to increase retention levels.  Employees who have had a good onboarding experience feel valued and supported and are less likely to leave.
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