Learning Outcome 1
Walsingham Support is a national charity whose purpose is to support vulnerable adults with learning disabilities to live independently.  Due to the organisation being within the health and social care sector, it has seen significant recruitment and retention challenges over the past two years, however, this was already an issue prior to the COVID-19 pandemic.  The workforce is spread across both the North and South of England and within the Neath Port Talbot and Swansea areas within Wales. 
According to (CIPD, 2021) workforce planning should be integrated into the strategic planning process and linked to the organisation’s goals.  Walsingham Support’s strategic priorities are established from the organisational values and core strategies and are embedded into three year rolling priorities (EV.1.1).  All employees are expected to share the organisational values and workplace cultures should align with the organisational values.  There is no formal method in place for workforce and talent planning within the organisation: nevertheless, the organisation’s recruitment and selection policy includes guidance on how to hire potential candidates with the appropriate capabilities, but it does not include key information on how to undertake workforce planning (EV.1.2).  The organisation also has a learning and development policy which states that all learning and development needs should be monitored through supervisions, initial review meetings after successful completion of the 6-month probationary period, and then annually through annual performance reviews. The policy also states that developmental needs should be reviewed following a transfer or promotion (EV.1.3).  
On a monthly basis, I complete the organisations Strategic Plan and KPI tracker, which I update with the percentage of leavers from the operations team, office staff and management each month (EV1.4).  This information is overseen by the Director of People and Engagement and is relayed back to the Executive Leadership team to identify trends and recruitment needs.  The learning and development team also complete the training information of the organisation, which is also overseen by the Director of People and Engagement. This information provides an overview of trends within turnover and any gaps within the organisation that has been identified.  Workforce and talent planning is an unstructured process in terms of guidance, but it does have the measurements in place to identify risks before they affect the organisation's objectives.
The organisation revised its values in early 2021 to incorporate four core strategies, from which the Annual Strategic Priorities and three-year rolling strategic priorities (2022–2025) were developed. The priorities plan lays out a strategy for future employees, including how to identify the proper talents to satisfy current and future needs.  The strategic plan calls for the development of a people strategy, however this has yet to be implemented.   Monthly supervision meetings take place for employees to discuss learning and development needs with their line managers, objectives are put in place and reviewed on 6-8 weekly basis through supervision meetings and on an annual basis through annual performance reviews (EV.1.5).  According to the organisation's leavers reports from Quarter 4 of 2021, the operations side of the business has had a significant turnover rate. Despite the high number of support workers who have departed the company, there has also been a substantial number of management resignations over the past 3 months (EV.1.6).  As management positions necessitate specific talents and competencies, the organisation's current talent must be evaluated on a regular basis.  In response to the high number of resignations, the organisation developed a Management Development Programme to provide new and current management with the correct skills and resources to effectively lead, engage and develop their teams (EV.1.7). 
 In comparison, Social Care Wales is the regulator of the social care sector and is responsible for the development of the social care workforce in Wales.   Social Care Wales established a 10-year planning strategy that is organised around seven core themes, each of which has 32 activities to support the strategy’s implementation, which will be reviewed every 3 years (EV.18).   The aim of the strategy is to ensure that by 2030, the health and social care workforce will feel valued, rewarded and supported wherever they work.  All health and social care staff are expected to be registered to the social care register, to be part of a professional workforce.  All registered social care workers will be part of database that employers and prospective employers can view social care workers skills, qualifications and knowledge. 
The organisation will download leavers reports every month to analyse any trends for employees that have left and from what departments this enables the organisation to work on development opportunities.  Vacancy notification forms are also completed on a monthly basis by all regions and are forwarded to the external recruitment team to advertise the required roles.  The vacancy notification forms do not only capture the usual information of what position is vacant and hours but also the skills and knowledge that applicants will require; this information will be then relayed to the job advertisement (EV.1.8).  The organisation has a dedicated learning and development department but however, lacks a learning and development strategy.  A learning and development (L&D) plan identifies the workforce capabilities, talents, and abilities that the company requires, as well as how they can be developed to ensure the company's long-term success (CIPD, 2021). The recent implementation of an external recruitment team has had a very positive impact on the organisation, due to having a dedicated team to attract required candidates and have the best insight into different talent pools. 
















LO2
As aforementioned, Walsingham Support does not have robust plans in place in regards to retention and development. However, the organisation recently outsourced its recruitment operations to a dedicated recruitment team, which was tasked with selecting appropriately skilled talent for the organisation based on the shared desired qualification and professional requirements.  A new employee needs the confidence, clarity and skills to carry out their new role.  According to (Bauer, 2004) potential training for new employees includes “hard skills, soft skills and onboarding skills”.  Hard skills refer to job-related knowledge and is gained through training and experience and are needed to perform specific roles.  Soft skills are personal traits and habits, for example, communication skills, interpersonal skills, ability to work in a team, dependability, empathy etc.  Onboarding skills provides new employees with the training to be able to carry out their roles and be able to fit into their teams.  From there, training can be developed into personal objectives and career path planning. 
Supervisions are carried out with employees on a 6-8 week basis, however, the supervision forms that are used to record discussions do not create structured conversations around learning and development opportunities and therefore it is not discussed until the annual appraisal, even then there is no option to monitor development opportunities after the completion of the appraisal, which in effect makes the appraisal process not fit for purpose. There are 2 separate supervisions forms one for the operations and development team and a separate form for office-based staff.  Within the office-based form it asks the supervisee about current work priorities and if there have been any successes and if so, how they can be built upon. The supervision form focuses on successes that have been achieved but does not open conversations around development. I feel that the supervision meetings could be utilised to encourage development through coaching and mentoring practices being discussed more regularly to enable understanding.  To ensure the continuity of development conversations the organisation will need to introduce a continuous development plan that can be implemented alongside the 6-8 weekly supervision meetings. The introduction of skills 
The majority of office-based staff within the organisation have been temporarily working from home during the COVID-19 pandemic and due to this my organisation have recently implemented hybrid working contracts to allow office staff the flexibility of either working from home or in the office.  Employees have benefited from this so far since it has given them the flexibility to work from home and improved their work/life balance by allowing them to cope with domestic and work obligations more flexibly during the day, and frequently with much more freedom to organise their day. Additionally, employees saved time by not having to spend time commuting to and from work. With the new recruitment team in place, vacancies are now being filled on the operations side of the business, and service rotas have been adjusted to allow for flexible working patterns for support staff and to ensure that they get enough rest between shifts. Flexible working hours are advantageous to organisations because they can help employers retain employees and increase productivity (Unison, n.d.). 
My line manager and I recently created a business case for an Employee Assistance Program (EAP)  to present to the Executive Leadership Team for approval, as currently there is no EAP in place. Recent Exit Interviews have revealed a trend of employees feeling burned out or unhappy with the amount of support that they have been receiving. For example, 10 out of the 13 people who recently left the organisation felt burned out at work or dissatisfied with the degree of support with their wellbeing. The implementation of an EAP will contribute to lowering the organisation's high turnover rate, whilst retaining top talent and making employees feel appreciated and valued.

With the introduction of either an attitude or employee satisfaction surveys, it would enable the organisation to identify the experiences of current employees and establish their opinions about the how they are treated, salary, their line-managers, communication methods, learning and development opportunities, career pathways, their working environments and the organisation overall. It is crucial to examine the perspectives of people who are still employed by the company. Whilst  collating  exit interview's can provide useful information, gathering information from existing employees through employee surveys will help to identify possible retention challenges before they lead to individuals leaving, hence reducing the negative implications of turnover.
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In January 2022, the organisation commenced a consultation period, setting out a proposed change to the Operations and Development management team structure over the 3 regions of Wales, Northern England and Southern England (EV.3.1).  Walsingham Support like many organisations within the care sector has been affected by many years of underfunding from Local Authorities, Local Health Boards etc. and especially during the recent COVID-19 pandemic.  In reviewing management team structures for Operations and Development in 2021, it was evident that there were considerable differences between regions and that different methods were being used to influence management structures.  The Executive Leadership Team determined that the Service Leadership Teams needed to become more person-centred, therefore new role profiles and job titles had to be produced.  It was also necessary to assess the current workforce to establish if there were suitable internal employees with the required skill. The positions of Locality and Deputy Managers were identified as being at risk, and consultation meetings were set up with employees within those roles to discuss options and suitable alternative roles.  Due to the merging of the Locality and Deputy Manager roles into a new Practice Lead Manager role, any remaining positions would be advertised internally for current employees seeking advancement opportunities, and any additional roles would be discussed with the recruitment department before being advertised externally. 

The HR Business Partner for Wales and I met with the Head of Operations, as well as the Operations and Development Managers for Wales to determine specific tasks for the team in implementing the restructure. The Head of Operations invited the HR Business Partner to attend the one-to-one consultation meetings as the HR representative, to meet with the employees whose roles were identified as at risk. There was very little risk of redundancy as the changes that were being made had suitable alternatives however, all identified staff members were invited to a 1-1 meeting to discuss the changes that were being made and why the role is being matched to a new and updated profile.  I was tasked with internally advertising the roles (EV.3.2) and liaising with our recruitment department to externally advertise for the remaining roles (EV.3.3).  It was identified that there were 23 roles to fill, 9 of which were filled due by current managers, 10 were filled by support staff within the organisation looking for career advancement, with the remaining 4 going out to external advert.  I also attended the Practice Lead Manager Interviews as the HR representative and provided feedback to the Head of Operations in regard to how I felt each candidate did within the interviews (EV.3.4)
All employees who will be affected by the restructure received a consultation paper.  The aim and justification for the change, as well as the proposed new jobs and the skills and knowledge required for the new roles, were all stated in consultation document (EV.3.1).  Employees were provided with a copy of the consultation document prior to the group consultation meetings, and an updated copy was then shared with employees once the consultation meetings had concluded (EV.3.5).   The revised copy was made after recommendations had been put forward to the ELT and SLT panel, it was suggested that coproduction was removed from the job titles, as shared in the initial paper, as current employees felt that they weren’t suitable and didn't reflect the roles.  As the change impacted current managers, the organisation’s redundancy policy was consulted and evaluated, as well as discussed with concerned employees who were classified as at risk, to ensure that they understood the process (EV.3.6). Along with the revised consultation document, a FAQ sheet was distributed to answer any pre-planned questions and to provoke any unanswered queries prior to the consultation meetings (EV.3.7). Original tenders for each service had to be considered in order to ensure that the terms agreed upon with local authorities originally were taken into account when determining the contracted hours for each role.  In terms of legislation, the restructure had to follow ACAS's advice and the Employment Rights Act 1996, which governs the majority of employment relationships, as well as the Trade Union and Labour Relations (Consolidation) Act 1992, which governs the consultation process for both employers and employees and the Equality Act 2010 to ensure that no unlawful discrimination occurs during the recruitment and selection process.
The Operations and Engagement Manager created a bible for the role in anticipation for the new role going live on 1st June 2022. The bible is a how-to manual that gives step-by-step guidance on how to carry out their roles.  Employees were also given person specifications and job descriptions for the new roles, which they could evaluate and ask questions about during their 1:1 consultation meetings.  I attended a meeting with the Head of Operations and the Operations and Development Managers (EV.3.8) to discuss developing an organisational RACI (Responsible, Accountable, Consulted, and Informed) model to define accountability across the newly established regional management teams. To identify which role was responsible for each task, the RACI Model was compared to the organisation's 7 Pillars of Governance.
During the consultation period the consultation programme set out a timeline for the restructure to take effect.  The consultation period was due to end on 18th February 2022 but was extended until 11th March 2022 to provide enough time for employees to feedback on the revised plans.  The Executive Leadership and Senior Leadership Teams took time between March 12th and April 3rd, 2022, to review the feedback and interact with staff groups to confirm the outcomes and structure in preparation for the development of the transitional plans.  The outcomes were discussed with employees that were directly affected by the change through 1:1 meetings.  From the 4th April 2022 the organisation developed the transitional plans to move to the agreed structure, and the staff that were identified as at risk were assigned to suitable alternative roles within the structure which were outlined during the consultation process.
The restructure was successful in filling the majority of the roles, there are still 4 Practice Lead Manager roles that are currently being externally advertised and are yet to be filled.  The reason for the restructure was to enable the leadership team to be more person-centred and move towards coproduction focused organisation.  The new structure is not yet complete, but the organisation has learned some valuable lessons for the future. There was no gap analysis to discover skill gaps, and due to this the organisation will aim to introduce further development programmes in order to develop internal talent and fill roles in a proactive manner if and when the opportunity arises again.

