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Executive Summary
The COVID 19 pandemic has had an unprecedented impact on the employment climate in the UK and across the world since it was officially declared by the World Health Organisation on 11th March 2020 (WHO,2020) and it continues to provide uncertainty as we enter 2022. This report addresses the current employment climate in light of the pandemic and establishes the impact that it has had on South Wales Police (SWP) on its ability to attract recruit, develop and retain their employees. 
The current tight labour market has resulted in organisations competing for candidates in hard to fill vacancies and the pandemic has also resulted in a shift in attitudes of workers who are looking to their employers to provide a better work life balance, therefore, in order for SWP to address these challenges, this report also looks at what systems and practices are currently in place to establish whether they are fit for purpose which then results in some recommendations to further enhance SWP talent management strategies.
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Introduction
South Wales Police (SWP) is the largest Welsh police forces which covers an area containing 42% of the total population Wales. SWP has an employee strength of around 3000 Police Officers and 2200 Police Staff (South Wales Police, 2021).
Throughout the pandemic, SWP has been an essential front-line service supporting the communities of South Wales all of which would not have been possible without the people who work within the organisation, it is therefore not a surprise that People feature on the Chief Constables Delivery Plan for 2021-2025 (South Wales Police, 2021) and that there is drive to ensure that the talent management strategies that underpin this are fit for purpose to meet the current climate and future challenges that employers will face. 






















Literature Review
In order to identify external factors and the impact that they have on SWP, a PESTLE analysis has been conducted (Appendix A) as a result of this, further analysis can be undertaken on factors that provide a larger impact on talent management within the organisation.
Political
As a public sector organisation, the political landscape in the UK has a large impact on SWP’s ability to recruit and develop employees as it receives the majority of their funding through the central government grant. In 2019 Prime Minister, Boris Johnson announced “an additional 20,000 police officers in England and Wales by 31st March 2023” (GOV.UK, 2020). For SWP specifically this means an uplift of 133 new police officers in 21/22 (South Wales Police,2021).
Whilst additional resource is a positive impact on the organisation, the uplift programme presents additional strain on the infrastructure of the organisation such as the Training Department who have had to induct more recruits than they would in a typical year, this coupled with the ongoing pandemic has required the organisation to adjust the usual induction and training programmes by delivering elements of training online and creating Covid “bubbles” with new cohorts. 
During the pandemic, the public sector as a whole has seen an increase in employees, a large contributor to this is the NHS who have employed staff as a direct result of COVID 19, according to ONS (2021), the Public Sector has increased by 2.4% from June 2020, in comparison, the Private Sector has seen a decrease of 1.2%.
Economic
During the Spending Review 2020, the Chancellor of the Exchequer implemented a pay freeze for the public sector and at the time of writing, have yet to announce whether there will be an increase in 2022/23 (UK Parliament, 2021). 
A Police officers’ salary in SWP currently starts at £21,402 and reaches £27,030 after 3 years’ probation (South Wales Police, 2021), in addition to this, the introduction of the Policing Education Qualifications Framework, all Police Officers are now required to hold a degree or obtain one during their probation (College of Policing,2021). According to a study by High Fliers (2021), the average starting salary paid by The Times top 100 graduate employers in 2021 is £30,000 per annum with employers such as Aldi paying £44,000 as a starting salary to employees on their graduate programme. 
With the salaries of SWP Officers and Staff being funded by the Government, this provides challenges when trying to attract new recruits and also retain current staff who may feel that they may be able to get a job with higher salaries with potentially more flexibility.

The status of the labour market is always an important factor to all organisations when looking at talent management. The CIPD Resourcing and Talent Planning Survey in 2020 highlighted that “Nearly three-quarters of respondents report increased competition for talent and changes in the skills needed for jobs” (p.5). While the CIPD 2021 Survey found that recruitment activity declined overall compared to the previous year, the competition for skilled work remained (CIPD, 2021) 
The skills shortage has been impacted by several significant events in recent years such as Brexit and the COVID 19 pandemic and the repercussions of this has been seen recently with the HGV driver crisis resulting in 100,000 vacancies for drivers in the UK (People Management, 2021), the nursing and health care sector are also seeing a high rise in vacancies People Management reports as of 24th October 2021 there were 2,489 Healthcare and Nursing vacancies in Wales alone. Another area where vacancies are becoming increasing hard to fill is the IT sector with 2,507 vacancies reported in Wales. 
ONS (2021) reported an “85% increase” in computer misuse offences in June 2021 compared to the same timeframe in 2019, SWP therefore require to continually resource and develop the area of business which aims to tackle cyber-crime which means that SWP becomes an organisation that is competing to attract and retain staff with relevant IT skills.
An additional Labour Market challenge which has been identified by Welsh Government is the movement of the younger workforce out of Wales to pursue jobs in other parts of the UK and internationally which has become a lot easier to do with technological advances and the globalisation of the economy. It is reported that “16 to 64-year-olds could be just 58% of the population by 2043” (BBC website, 2021) therefore, in order to prevent a shortage of younger workers within SWP this will need to take this aspect in to consideration in their recruitment and retention strategies.
Social 
UK employment rates according to ONS (2022) are currently estimated at 75.5% which contributes to the tight labour market the UK is experiencing and at present, it is fast becoming what is described as the “candidates’ market” (Hayes,2021 p.33). The COVID 19 pandemic has also seen employee attitudes change towards work with US experiencing what is being called “The Great Resignation” (Jacobs,2021 p.33) and recent research by Ranstad UK also suggests that “24% of workers are actively planning to change roles within three to six months” (cited in The Times,2021 p.3) therefore it is important to understand what employees value the most in order to retain and attract new employees to SWP.
The pandemic led to SWP having to react at a very fast pace to enable many roles to be conducted at home by those who were not required on the front line. Many roles which were previously considered “fixed” roles requiring a full-time presence in the office have been adapted successfully to roles which can be done at home. CIPD (2021) Good Work Index reports that 39% of employees would like to continue to work from home after restrictions are lifted and is also reflected in a report by RADA Business (2020) which states that 45% of workers say they are extremely or very interested in permanent homeworking. 
Ranstad (2021) found that in a survey of over 6,000 UK workers, 51% stated that they seek flexibility in their working hours with only 4% wanting to work at the weekend. As a 24/7 emergency service, SWP require its front-line staff to cover various shift patterns, therefore the lack of flexibility is potentially having an impact on attraction and retention rates within SWP.
When looking at SWP data, there were 121 Police Officer leavers in 2020 compared to 140 in 2019 with the main reason for leaving in both years was due to retirement which is also the trend as of 31st October 2021 with 90 officers retiring, however the overall figure for Officer leavers is already higher than both 2019 and 2020 at 147. When looking closer at the figures, there have been a total of 17 resignations from Student Officers within their probation which is significantly higher than pre COVID in 2019 where there were 4 resignations, in 2020 where there were 7 in total. (South Wales Police, 2021), As Student Officers tend to be within the younger age brackets, this is something that will need to be considered when looking at strategy going forward.
Environmental
Health and wellbeing of employees has always been a top priority for SWP and since the COVID 19 pandemic began it has been more important than ever. According to a Survey by Workday 2021, 75% of employees of employees surveyed referenced that their mental and financial health had been impacted in 2020 (cited in The Times p.14), and CIPD (2020) Good Work Index suggests that “key workers were more likely to say their mental health is negatively affected by work in June (30%) than non-key workers (23%).”
Ensuring that SWP are able to continue to deliver core functions but also being able adapt to the quick and regular changing of health and safety guidelines has and remains a large challenge for the organisation. SWP has started to experience growing levels of sickness absence in recent months almost two years after the pandemic began, with Mental Health illness being the top cause of absence (South Wales Police, 2021) which may suggest that employees are starting to experience “employee burnout”. Stahl (2021) states that employee burnout caused by the pandemic is also a contributing factor to the Great Resignation, therefore this is a significant factor to be addressed by SWP.
SWOT Analysis
In order to review what can be done to address some of the external factors that have been identified in the PESTLE analysis, a SWOT analysis has been conducted (Appendix B) to look at some of the strengths and weakness within SWP which will then highlight the areas in talent management which will require more focus.


SWP Strengths and Weaknesses
Attraction and Recruitment
In an article by Lauren Brown (8th March 2021) 51% of employees surveyed by a poll stated that job security was “an important consideration” and in a survey conducted by Ranstad (2021) job security featured in the top influential factors for employees. During the pandemic, many organisations relied upon the Government furlough scheme in order to pay staff salaries, however as SWP is a publicly funded organisation and one which was considered an essential service, there was no requirement to reduce staff numbers and SWP is also not eligible for the furlough scheme, therefore any ongoing restrictions due to the pandemic would not affect the incomes of staff working within SWP, something which may attract new candidates but is also something which may contribute to retention. 
As previously discussed, SWP are unable to compete with the public sector when it comes to financial rewards which is a tactic that many organisations are using as a way of attracting and retaining employees in response to the current labour market. CIPD (Autumn 2021) found that 47% of employers were raising wages in order to alleviate hard to fill vacancies, however it may be that SWP can look to other elements to attract candidates such as more promotion of its employer brand. Peter Watkins (2021) found that 92% of UK Generation Z respondents to a global survey were looking for careers which had a positive environmental or societal contribution and CIPD (2020) also claims that an organisations’ values is the most important factor for candidates when looking at employer brands.
South Wales Police Mission and Values are to “Keep South Wales safe” and to be “Proud, Professional and Positive” (South Wales Police,2021) therefore this is something that can be potentially utilised to attract the younger generation of workers, an area that was highlighted as a risk from the PESTLE.
Retention and Development
Another tactic that is being used by employers to retain employees and to fill the gap in the hard to fill vacancies is to upskill existing staff, something which CIPD (2021) found 57% of organisations were doing. When looking at the development of employees, SWP has its own Learning and Development department who deliver a wide range of both professional and personal development programmes, something which has resulted in nominations for the Wales CIPD 2021 awards for Best Diversity and Inclusion initiative and Best Learning and Development/Organisation Development initiative (News from Wales, 2021). SWP also have a Development Hub which supports Police Officers and staff with promotion aspirations and delivers learning sessions on a monthly basis to assist with the upskilling of all staff. 




Future Challenges for SWP
Following the analysis of the PESTLE and SWOT exercise has highlighted three main areas that requires focus from SWP.
· Attracting and recruiting to hard to fill vacancies
· Enhancing employee work/life balance to retain employees (in particular Student Constables) 
· Employee Wellbeing and Resilience
These highlighted areas also reflect some of the future challenges identified in the key findings of the CIPD (2021) Resourcing and Talent Planning Survey therefore they are not unique to SWP.
In order to improve SWP position an analysis of current systems, policies and procedures in the key are required to see if there is anything that can be improved.
Advertising and Application system
Effective advertising especially in light of the challenges regarding recruiting younger employees is an essential part of attracting candidates. At present, all SWP vacancies are advertised as standard on the corporate website and when a recruitment campaign for intakes of Police Constables or PCSOs are active it is also promoted on SWP social media (Facebook and Twitter), however this is not the case for all jobs. Candidate numbers for roles such as Police Officers and PCSO’s are often oversubscribed, therefore further work is required for harder to fill vacancies already identified such as IT roles. Glassdoor (2020) found that 79% of job applicants use social media to search for a new role and Aberdeen Group (2020) also found that 73% of millennials found their last position through social media websites. SWP do not have a dedicated social media page for jobs, therefore posts for jobs could potentially be lost amongst other announcements on the generic SWP pages.
In order to apply for a role in SWP, an online application form is completed on our Application Tracking System, Oleeo which takes candidates through the required pre-screening assessments and questions for Police Officer roles, something which is mandated for this type of role. For Police Staff roles, candidates have to complete an application form which is formatted around the competency framework for the role with examples being “Working with others” and “Managing change”. This type of formal approach to recruitment is common in the public sector according to CIPD (2017), however there are growing trends in informal approaches to recruiting with employers thinking outside of the typical routes to attract employees. In 2021 a company in the US asked potential candidates to post a video on the social media platform TikTok to apply for a role (Rewire,2021). Whilst this method of recruitment may be popular with candidates who are regular users of social media, there would be concerns regarding fairness and equality using this type of informal recruitment method as SWP aim to recruit a representative workforce and having a limited pool of candidates from social media would not work with strategy, although it is worth considering whether other alternative methods could bring success to SWP in recruiting in hard to fill roles.
Enhancing employee work/life balance
Due to current covid restrictions in Wales, those who have been working from home in SWP continue to do. Many organisations have taken this as an opportunity to think about whether this is something that can be incorporated in to their policies on permanent basis. McKinsey & Company (2021) found that 9 out of 10 organisations that they surveyed last year were working towards a hybrid model of working. 
An example of an organisation that has used this to their advantage is Blood Cancer UK, a third sector employer, who after introducing a more flexible working policy for their staff which included the option to work hybrid (home and office) saw their retention rate has risen to 94% (People Management, 2021 p.22-23). ONS (2021) when looking at attitudes towards the future of homeworking found that 85% of homeworkers wanted to have a hybrid approach to working going forward. 
SWP Agile Working policy which was written pre pandemic refers to working from home being an “ad hoc capability” with the requirement for employees to come to police sites for meetings and that considerations should be given to office cover. If SWP were to adopt a hybrid style of working for those who can, this should provide a better work/life balance but also reduce utility costs for the organisation aswell as relieve the pressure for car parking spaces which was a growing problem pre-pandemic.
At present, front line shift workers work a variety of shift patterns, however the majority work a pattern of 2 days, 2 afternoons and 2 nights (mixture of 9-11 hour shifts) which is followed by 4 rest days. Another growing trend which aims to improve employee satisfaction but also have benefits for the organisation is condensing employee hours to create a shorter working week. This has mainly been trialled in companies working a traditional 5-day week however, Human Resources Management (2021) found that 60% of organisations that have implemented a 4-day week have seen an increase in productivity and employee satisfaction.
In order to increase rest period in between shifts, SWP could consider increasing shift times to provide extra time off in between which may be beneficial to front line officers looking for a better work/life balance. An example of this would be a 4 on 4 off pattern with 12-hour shifts which is often used in health care. Thomson and Duke (2015) found that 12-hour shifts had a positive impact on job satisfaction and work life balance, however there are also negative impacts such as staff getting fatigued working longer shifts.  
Employee Wellbeing and Resilience
SWP have many resources available to assist with employee wellbeing including an Occupational Health team and a 24/7 Employee Assistance Programme and other initiatives such as Blue Light Champions who are there to support colleagues with mental health, however the pandemic has put a strain on these resources, an example being at present there is an 8-10 week wait for in house counselling. 
Jacobs (2021) describes that although being able to utilise technology for meetings has enabled the organisation to continue to function, it has meant that people are more available than they would have been before the pandemic as there is not a requirement for travel time to on-site meetings which is creating extra work and pressure. This is something that is reflected in SWP with MS Teams and Skype being available to all colleagues which allows communication to be much more instant than traditional emails would have been. 
Demand on the front line has also increased due to the impact of COVID sickness and isolation which has led to cancelled rest days and leave embargos across the force which is likely to have contributed to the recent rise in sickness absence.
Essex County Council (EEC) who are a large organisation with a mixture of key frontline workers and support staff launched a new Wellbeing Strategy in 2020 which includes a lot of the initiatives that SWP already implement, however something which could be developed further with SWP are the line managers.
EEC state “The focus of performance and coaching conversations has shifted to ensure that wellbeing is the first concern for any discussion”. Wellbeing Lead, Dr Sabrina Robinson also states “Our aim is compassionate leadership and management, which is embedded in our training and culture.’ (CIPD,2021 p.4)
By developing line managers to be able to utilise the resources and tools that SWP have to support wellbeing, this could assist in reducing sickness absence and improve staff resilience during this difficult period.
Conclusion/Recommendations
Following a review of the current challenges that SWP and some of the key systems and processes in place to assist SWP with Talent Management, the following recommendations should be considered:
Attraction and Recruitment
· Looking at whether alterative informal methods of recruitment could be utilised to assist with hard to fill vacancies, for example use of CV’s rather than formal applications. Any change to method of application must comply with equality and diversity strategies and the College of Policing Code of Ethics.

· Wider promotion of all vacancies on social media for all job roles should increase the amount of potential applicant views, in particular from younger generations.
Retention and Development 
· SWP to review and update Agile Working policy with further flexibility to be considered including hybrid working, even after the current Covid restrictions have been lifted. This will aim to benefit both the employee’s work/life balance and also have financial benefits for SWP.

· Further work to be conducted regarding the changing of shift workers rota to ensure a better work/life balance for front line workers. Any changes must ensure that there are sufficient resources to cover demand and allow SWP to continue providing an effective service to the communities of South Wales.

· Increase training for line managers so that they can become compassionate leaders and aim to enhance the culture of wellbeing that SWP has in place.

In conclusion, with the pandemic remaining an uncertainty for all organisations, there are several challenges that SWP face going forward however with improvements in the areas identified SWP will be in a strong position to face these challenges.
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Appendix A
	Political
	Political party in office – as of December 2021, Conservative Party (UK Government)




Public sector pay rise as result of Covid 19 spending – Budget 2021, pay freeze to be lifted – pay rise unknown.


COVID 19 Restrictions UK and Welsh devolved Government.

	Funding given to the Police Forces which will impact on recruitment and development of new and existing staff.


Impact on attraction and retention if wages do not remain competitive.


Staff to work from home (where possible) 

	Economic
	Labour Market, Skills shortages

Demographic UK/Wales – ageing workforce, younger people moving away to find work.

	Challenges to recruit and retain to roles which require specialised skills.

Smaller pool to recruit from, high turnover of younger employees.

Challenges to Succession Planning 

	
Social

	
Attitudes towards work – work/life balance.


	
Balancing need to provide 24/7 service and employee needs.


	Technology
	Increase in Cyber Crime

	Need to recruit and develop employees with specialised skills.


	Legal
	COVID 19 – Health and Safety Legislation 
	Creating a COVID secure environment for key workers - amending policies and procedures

	Environmental
	COVID 19 – Ongoing pandemic, impact on daily lives and on physical/mental health.
	Impact on employee wellbeing, motivation to develop in the organisation and recruitment to roles that are less flexible e.g shift worker roles.












Appendix B				       
	[bookmark: _Hlk92032915]Strengths

Attraction and Recruitment 
Public Sector – greater job security? 

Variety of Police Officer and Police Staff roles available, Detectives, PCSOs, CSI’s, Call Handlers etc. 

Development
Police Officer role offers development for promotion through rank structure. Apprenticeship schemes and Graduate roles for new and existing Police Staff

Internal training dept who deliver courses in areas such as leadership and management, personal development and mandatory courses.

Retention 
Internal Occupational Health Dept including Counsellors to promote employee wellbeing. 
Employee Assistance Programme – Care First 

Employee friendly policies to improve employee experience – flexible working, agile working, IVF, career break, menopause policies etc.

“Diolch cards” for all employees that offer discounts.


	Weaknesses

Attraction and Recruitment 

Restrictions on salaries and financial reward due to being public funded.

Attracting to hard to fill vacancies e.g Public Service Centre and IT.

Development

Pressure of COVID 19 on front line means that Police Officers are experiencing significant delays in being released in to new roles.

Delaying of non-essential courses due to Covid 19 pandemic – the need to deliver more courses online.

Retention 
24/7 service which requires shift working for most Police Officer roles, less flexibility and working from home opportunities. Potential last minute cancelled rest days which impacts work life balance.

Impact of COVID 19 causing “burnout” and pressure on OH service to support employees 

	Opportunities 

Attraction and Recruitment 

To review current recruitment practices such as advertising and application processes.

Development

Review current appraisal processes and system (PERFORM).

Retention 

Review current employee friendly policies and wellbeing practices – can more be done to improve work/life balance and support colleagues throughout employment lifecycle?

	Threats

Developments in ongoing Covid 19 pandemic, Labour market, Skills Shortage, Market Demographic, Employee attitudes to work – As per PESTLE













Recruitment Video Link 
https://youtu.be/erGPMupS6SU
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