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Understanding Resourcing and Talent Planning

Question 1
An employee is emigrating and asks you if the labour market trends of their destination country are the same as in the UK.  Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice).

In order for an employee to consider how their personal and professional attributes coincide with a country outside of the UK, it is important for them to understand how labour markets are continuously evolving, resulting in a competitive market for organisations to be recognised as an ‘attractive’ employer, (Woodhams, 2016).

I have undertaken an analysis of the labour market trends, within the UK against that of Australia, (OECD Data, 2021) findings of which are detailed below.

Employment Rates
The long term unemployment rates are slightly higher in the UK than Australia however, 
both the UK and Australia are within the top 15 for employment rate, Australia (73.5%) to that of the UK(74.2%) (OECD Data, 2021).  The employment rates for different age groups are detailed below:

	Age Group
	Employment Rate – UK
	Employment Rate - Australia

	15-24
	47%
	58.4%

	25 - 54
	84.7%
	80.7%

	55 – 64
	65.5%
	64.2%



The main difference of employment status between the two countries is Self-employment which is higher in the UK (15.6%) than Australia (9.7%) (OECD Data, 2021).

Therefore, it would seem that both countries would need to consider sources of labour within the age group 15 – 24 being graduates/school or college leavers. 

Wage Rates
The average wage levels in the Australia are approximately $7,000 higher than the UK with a 5% difference between the gender pay gap.  However, there are more women employed within the UK (71.1%) than Australia (69.4%) (OECD Data, 2021).

Population
An important demographic factor for consideration is the age profile of the population.  The elderly population within the UK is approximately (3%) higher than Australia with little difference between with the younger population (1%).  It is clear within the table above that older people are remaining in employment however, the working age population within both countries has been reducing over the past 10 years, (OECD Data, 2021).


Question 2
A new HR assistant asks you to explain the following aspects of workforce planning:
· Key principles of workforce planning
· Tools used in working planning
· How to develop a basic people plan, including succession planning

What is workforce planning?
Workforce planning is a process undertaken by Senior Management in conjunction with HR considering the current skill set of the workforce, identifying skills gaps in order to meet future workforce requirements and implementing solutions enabling an organisation to meet its overall objectives and strategic plan for the future, CIPD (2021).

The role of HR is to understand the potential risks and identify development opportunities by utilising skills and expertise of the current workforce, considering external resources available in order to fill the gaps.  Whilst doing this, it is important to consider cost implications and whether the outcomes are in line with the business objectives.

Effectively, workforce planning is having the right people, in the right place, at the right time with the right skills at the right cost, CIPD (2021).

Workforce planning can be linked to both short and longer term planning processes.  Short term planning ensures the correct number of people with the relevant skill set are undertaking roles effectively to meet day to day operational requirements.  Whereas longer term planning links to talent planning/succession planning providing a clear understanding of the future workforce, CIPD (2020).

What tools and techniques are required to carry out effective workforce planning (WFP)?

Planning is key to effective WFP and in order for Organisations to plan, they need to think about the future.  The most well-known techniques used to analyse the current situation are PESTLE and SWOT analysis.  There is also a new model to help analyse the current climate we are working in – ‘VUCA world’.
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VUCA as detailed within (MindTools, 2021), describes the situation within an ever changing volatile environment in which organisations are required to work.





To enable organisations to perform and implement effective WFP, use of the following tools should be considered, (Career Minds, 2020):
· Define Business Objectives – Clearly identify values, vision, mission and goals and determine the required skill set for the future.
· Understand the current workforce – analysis of employee data including demographics, recruitment and retention, competencies which assists with developing effective strategies.
· Determine direction for the future workforce – what are the requirements for the future?  Undertaken a PESTLE analysis to continuously analyse both internal and external factors influencing the organisation.
· Address gaps within the workforce – including shortage of specific expertise, turnover rates, recruitment and retention processes.  These are areas that require change in order to meet business objectives.
· Develop and Implement a strategy to ‘close the gap’ – an important tool to address shortages within the current workforce and identify options to increase the capability, capacity and productivity of the workforce.

Whilst it is clear that the use of WFP tools and techniques can be beneficial to the future of the organisation, it is important to utilise HR professionals in leading all aspects of WFP.

How to develop basic people plans and succession plans.

As detailed within (Woodhams, 2016), four stages should be used when developing an effective workforce plan:
· Forecasting future demand - aim to identify what job roles needed, how many people and with what skills.
· Systematic techniques – consider past trends to predict future requirements
· Managerial judgement – Expertise of senior staff within an organisation, industry or the external market
· Working back from costs – budget will determine an affordable staffing structure
· Forecasting Supply – analyse current resources, considering composition, skills and retention.  This tends to be the main focus for many organisations due to the freeze on recruitment and the need to redeploy and retain employees within critical roles/areas.
· Identifying Gaps – Conduct a skills audit identifying the current gaps between supply and demand.  The following three steps should be carried out:
· Produce a competency framework
· Assess current employees
· Analyse the current skills against future requirements
· Addressing the Gaps – Utilise existing resources by redeployment of staff, training and development, coaching and mentoring, retention and potential removal should individuals no longer ‘fit’ within the future workforce.  Consider the external environment, what the labour market looks like, recruitment and attraction, collaborative working with other organisations or outsourcing.

Utilising the above tools and techniques is essential when undertaking WFP to identify and address both the skills gap and future demand.

Whilst succession planning is similar to WFP, the difference being in that succession planning identifies and develops aspiring managers and individuals to fill business critical roles following the departure of substantive post holders, (CIPD, 2020).

The initial phase is to identify business critical roles which require potential replacement, focusing on individuals, senior or key positions or categorising a ‘pool’ of roles requiring similar skill set should emergencies arise e.g. COVID-19 pandemic.
· Individuals with the potential to act up in senior roles, providing development opportunities for future leaders.
· Group roles that require similar skill set with the aim to develop a ‘pool’ of talented individuals having the ability to undertake a variety of roles.

It is important for organisations to recruit people with the right skills to undertake key roles.  However, the current climate suggests a lack of potential for future leaders within the existing workforce and as such developing future leaders should be aligned to other processes including reward and recognition, decision-making and embedding within organisational culture.

According to (CIPD, 2020), the approach to succession planning is emerging, focussing on openness and diversity linked to talent management practices.  This approach incorporates the whole workforce providing opportunities to develop employees and identify critical roles throughout the organisation, not limited to managerial roles.

According to (Human Resources Today, 2020), the direct link of identifying how employees can reach their career objectives and what critical roles needs to be filled should be integrated with each other ensuring retention of key talent and the future requirement of the workforce.

As detailed by (Human Resources Today, 2020), having an established training and development process linked to succession planning is key in enabling people to develop specific skills enabling them to progress or gain wider experience across the organisation.

Question 3
Your Director asks for your thoughts on how the organisation can attract the talented people it requires and ensure that these people stay with the organisation. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach.

Due to the impact of the pandemic, it is more important than ever to consider different approaches in retaining and attracting the best talent within the labour market, developing a resourcing strategy based on attracting the right people, differentiating the organisation from the competition and identifying them as an ‘employer of choice’, Woodhams (2016).

Attracting Talent
As detailed by (naturalhr, 2020), it is important to develop a culture that people admire and feel proud of which subsequently improves the organisation’s reputation.

(CIPD, 2020) outlines the importance of employer branding, linking with the organisation’s values, HR strategy and policies.  It is defined as ‘a set of attributes and qualities, often intangible, that makes an organisation distinctive, promises a particular kind of employment experience, and appeals to those people who will thrive and perform best in its culture’.

However, the message relayed to both existing and prospective employees must be consistent with the reality of working in the organisation, or there is risk of damaging the brand and reputation.

When advertising jobs, consider the most effective method of reaching prospective and current employers.  Utilising the company website is cost effective in conveying information regarding the vacancy and organisation however, consideration should be taken as to whether this approach reaches the required audience.  An important factor is whether the website is viewed credible by viewers, consider promoting information from external sources e.g. awards achieved in addition to the benefits (SHRM, 2009).

Whilst salary is important, it is no longer the deciding factor and therefore, organisations should promote the overall benefits being offered i.e. work life balance, flexible working, agile working, pension benefits, annual leave etc.  Getting the balance right is an important factor of the ‘employer brand’ in both attracting and retaining employees, (natrualhr, 2020).


The use of Social Media in attracting talent is increasing as it enables employers to advertise vacancies with the ability to search for specific criteria of individuals and contact them direct.  Alternatively, employers can use social media networking i.e. LinkedIn identifying a vacancy to all members who could expand the opportunity to their contacts.  Although this approach is evolving, the use of such platforms is positive for the future (SHRM, 2009).

Retaining Talent
Approaches in retaining talent are dependent on an organisation’s strategy, positioning and brand.  Figures from a Resourcing and Talent Planning Survey (CIPD, 2020) below show the effect of implementing initiatives to improve retention.  However, the effectiveness depend upon the reasons for turnover, so it is important to understand these reasons before introducing such initiatives.
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According to (HR Magazine, 2019), whilst it is important to analyse reasons as to why people leave an organisation it is equally important to collect data from current employees to determine specific reasons for staying.  An organisation with a caring and supportive culture is critical to a successful retention strategy.  This culture should be embedded into the organisation where employees feel valued which in turn increases engagement and productivity.  The role of line managers is critical in achieving this approach in providing genuine support to staff evidencing their values not just as words but by putting the values into practice.

When reviewing reasons for leaving, it may be difficult to obtain accurate data due to individuals not providing a genuine reason.  Organisations may consider conducting exit interviews however, to obtain valued and accurate feedback, it could be recommended for an independent person to conduct the interview whereby individuals are willing to provide an honest response.

An alternative approach to obtain such data could involve using a confidential survey for current employees raising questions in relation to their intentions to leave the organisation, responses of which would enable senior management to consider and act accordingly which will hopefully reduce potential negative outcomes of turnover, CIPD (2020).

The employee journey is vital in aiding success and embedding employees within the organisation.  Individuals who understand how they contribute to the overall business objectives are soon committed and engaged which improves retention.  Therefore, the way in which organisations attract, recruit, develop and retain people along with effective HR processes is essential in meeting business objectives, (HR Daily Advisor, 2018).

Another way to support with successful integration into an organisation is a meaningful induction programme whereby individuals are provided with opportunities in understanding organisational values, building relationships with colleagues, understand what is required from them, who they report to and informal operational processes they should be aware of.  This will provide the individuals with the required support in settling into the organisation and again improving retention, (HR Daily Advisor, 2018).

Employee retention should be achieved by treating people well, encouraging open and transparent communication, supporting them to succeed and understanding the value of maintaining effective working relationships.

LO3 - Understand good practice in relation to organisational resourcing activities.

Question 4
In preparation for input at a managers meeting, summarise the following:
· key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
· different methods of recruitment and selection, and the strengths and weaknesses of each
· good practice in relation to dismissal, redundancy and retirement.

Whilst recruitment and selection is a process undertaken to appoint individuals within an organisation, it is important to understand the different activities within each stage.

‘Recruitment’ advertises the business and vacancy to potential candidates trying to attract a suitable calibre of individuals to apply whereas the ‘selection’ process choses the most suitable candidates who has applied for the vacancy, (Woodhams, 2016).

Prior to advertising a vacancy, it is best practice to review the Job Description, Person Specification and Competency Framework to ensure they are fit for purpose.

In order to define the required skills, knowledge and behaviours required for a particular role, creating a set of competencies for each role within the organisation linked to individual performance and business objectives evidences the behaviours valued within the organisation (SHRM, 2020).

Job Description and Person Specification
A job description outlines the main roles and responsibilities of the post, detailing how the work is carried out, the frequency, purpose and how it links to the overall business objectives.  Job descriptions are utilised to determine post titles, salary range, performance management, and referenced when writing an advert.  A copy of which is provided to recruitment agencies, available to prospective candidates and utilised to produce shortlisting criteria, (SHRM, 2021).

When developing a Job Description, (Woodhams, 2016) detail a standard format including the following:
· Job Title
· Salary/Job Family/Role Profile
· Main location
· Report to (Line Manager)
· Date
· Main Roles and responsibilities
· Essential functions
· Job working circumstances
· Contract type/hours of work
· Travel

In addition to a job description, it is good practice to have an accompanying personal specification detailing personal qualities necessary to perform the role.  As outlined within (Woodhams, 2016), the following information is included:
· Skills 
· Experience
· Qualifications
· Education
· Personal attributes

The personal specification will determine whether each quality is essential or desirable.

Competency Framework
Competency frameworks can be used as an alternative approach or alongside a Job Description.  These are the combined knowledge, skills and qualities required to undertake the role effectively.  It evidences the necessary behaviours and values of the organisation in order to meet business objectives enabling individuals and team members to work effectively, understanding how they add value to the organisation as a whole, (MindTools, 2020).  A copy of the framework is provided to recruitment agencies, available to prospective candidates and utilised to produce shortlisting criteria

According to CIPD (2020), competency frameworks could include the following:
· Core competencies – relevant to all roles, supporting the organisations values and mission
· Common competencies – relate to specific job roles
· Technical competencies – outline technical expertise required and assess the in depth knowledge required
· Leadership competencies – skills and behaviours that contribute to leadership performance.  Advantages of which can identify and develop aspiring managers.
· ‘Meta’ competencies – recruitment of high-potential individual to meet the future requirements of the organisation in the longer term.

When drafting a framework, it is important to understand the potential legal implications and ensure that the competencies are not discriminatory towards existing or potential employees.

In order to identify an appropriate recruitment method in advertising a job, Organisations should consider the nature of the role and the methods to attract the right calibre of candidates both internal and within the external labour market along with potential cost implications (Woodhams, 2016).

As detailed by BrightHR (2021), the following are some of the recruitment techniques for consideration:

	Technique
	Advantages
	Disadvantages

	Internally
Intranet, notice boards, promotion, redeployment
	· Promotional opportunities which in turn increases staff morale, engagement and retention
· Evidencing career progression to prospective employees
· Low cost
	· Smaller pool of applicants
· Redeployment – applications may not have the relevant experience in the role
· Lack of new ideas

	Recruitment Agencies

	· Ability to access a large network of potential candidates
· Provide specialist expertise within the required field
· Quicker process with access to applicants at short notice
	· Expensive
· May not find the best candidate for the role

	Online
Social media platforms, newspapers, professional journals
	· Opportunity to connect with potential candidates
· Expand employer brand evidencing the culture
· Ability to access a wide network of potential candidates
· Low cost
	· Ensure the information is a true reflection of the organisation to avoid a negative impact on reputation
· Potential candidates may not engage with your chosen media source
· Smaller businesses are limited on their media selection

	Educational Liaison
Career fairs, college/university open days, college tutors
	· Low cost
· Opportunity for new ideas
· Enthusiastic and motivated candidates
	· Limited calibre of candidates
· Increased timescales to recruit
· Invest time in new recruits as they are unfamiliar with the business



According to BrightHR (2021), technology is always evolving which increases the efficiency of a process, and as such online techniques have become the preferred option.  However, there needs to be a balance with the traditional methods to maintain personal interaction.

When considering an appropriate selection method, consideration should be given to the type of job, resources and method validity with the aim to appoint the best person for the role.  Candidates should be informed of the chosen selection method in advance and request whether any reasonable adjustments are required by applicants to ensure equal opportunities in line with the Equality Act 2010, (CIPD, 2020).

As detailed by CIPD, (2020), the following are some of the selection techniques for consideration:
	Technique
	Advantages
	Disadvantages

	Interviews
Telephone, face-to-face, panel, group
	· Portray a positive image of the organisation
· Low cost
· Candidates relay knowledge, skills and experience
· Discuss details of the job role
	· Can be prone to bias
· Make personal judgements as to whether they like or dislike the candidate
· Give preference to candidates who may have similar competencies to themselves

	Psychometric Testing
IQ, personality questionnaires, job specific
Should not be the sole basis of decision making

	· Administered online
· Good predicators of job performance
· Methodical process to assess candidates differences

	· Assessing tests is a skilled task requiring training and certification
· Timely process
· Expensive

	Assessment Centres
	· Variety of tasks enabling candidates to demonstrate their ability to undertake the role
· Valid measure of each individuals’ suitability 
	· Expensive
· Only effective if there are large number of candidates
· Timely due to the individuals required to conduct the process



When undertaking recruitment and selection, whilst it is important to appoint the best person for the job, Employers have legal responsibilities to ensure that no unlawful discrimination occurs on the grounds of a protected characteristic.  ACAS (2020) provides detailed guidance regarding the legal requirements of any recruitment and selection process.

Explain key aspects of good practice in relation to dismissal, redundancy and retirement.

Good practice when dealing with potential dismissal must be to try and resolve the matter informally, prior to invoking the formal process.  All investigations referring to disciplinary, grievance and capability should be conducted in a fair and transparent way ensuring employees are informed of the allegations against them and have an opportunity to respond, (ACAS, 2015).

Capability
Employers may perceive that employees do not have the relevant capabilities i.e. skills, qualifications, health or any other physical or mental quality to carry out the role to the required standard.  In such cases, the employer may follow the statutory disciplinary and dismissal process, which could result in ‘capability’ dismissal.

Throughout the process, the employer must evidence that the relevant support and training has been provided and an opportunity to improve their performance or health prior to proceeding with dismissal.  If the employer fails to evidence this, the ET may rule the termination as unfair.

To prove a ‘fair’ dismissal, the employer must prove that they acted reasonable and fairly.

Disciplinary and Grievance procedures
Disciplinary and Grievance procedures are in place to support both the employee and employer and to ensure situations are details with in a fair and consistent matter.  Employers are advised to adhere to their own procedures and the ACAS Code of Practice Disciplinary and Grievance Procedures (CIPD, 2019).

Throughout each process, the wellbeing of individuals is paramount and as such, employers need to ensure the relevant support is provided including offering support from Occupational Health.  The employer should also ensure the dignity of the individuals is respected at all times.

Redundancy
Under the Employment Rights Act 1996, a redundancy arises when employees are dismissed due to closure of business, workplace or reduction in work of a certain kind.

According to Personnel Today (2005) the most important factor is to ensure a fair and reasonable process.  The employer must evidence the following:
· Informed of the potential redundancy situation in advance if practicable
· Meaningful consultation with affected individuals and Trade Unions following appropriate timelines (Trade Union consultation required when more than 20 redundancies are proposed)
· Consult with employees who are absent from work due to maternity/career break/sickness etc.
· Fair selection criteria is used
· Identify appropriate pools of employees
· Seek suitable alternative employment
· Reasonable training
· Consider any interest of voluntary redundancy
· Right of appeal
· Offer of support

Failure to consult as outlined above, could result in an unfair dismissal claim.

Retirement
‘Retirement’ of an employee has historically referred to the departure of an employee when they reach normal retirement age 60 (Women) 65 (men).  However, due to changes in employment law, it is unlawful for organisations to compulsory retire employees at a certain age unless there is a justifiable reason for doing so (Woodhams, 2016).

During the pandemic, organisation aim to retain and attract knowledge and experience of older workforce and as such, it is best practice for organisations to have ongoing discussions with individuals regarding their future intentions offering options for consideration (Woodhams, 2016):
· Flexible retirement – reduction of hours
· Change of job role- less responsibility
· Retiring from permanent employment – retaining expertise providing consultancy
· Pre-retirement course – support individuals financially and emotionally in making the right decision.
· Signposting to the Pension Department for expert advice and support

It is important for Organisations to provide Line Managers with the necessary skills to undertake such discussions effectively, raising awareness in relation to policies and procedures and the wellbeing and financial support available in order for them to signpost individuals.
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