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This talk is written for the People and Culture Committee of South Wilts Grammar School, who would, under the organisation’s Scheme of Delegation, be the team that make decisions related to the use of AI in talent management.
There is considerable HR expertise on the team, including at Director level of large organisations in a number of different sectors, including large multinationals. The talk is designed to reflect this, but build expertise in the relevant HR sector of education. 

Script

PART 1: CONTEXT AND BACKGROUND
1.1 | Introduction
The use of AI in talent management can be emotive and controversial. Jon Boyes argues that the five stages of grief are mirrored in our approach to AI: first, denial (this is just a fad) through anger, bargaining, depression (all of our jobs will go) to acceptance (that AI is here to stay and can be leveraged to improve both our performance and job satisfaction) (Boyes, 2023). Today, I want to propose that we move towards the acceptance stage, embracing AI for talent management in our organisation.
The CIPD identifies a talent management ‘loop’: we need to attract talent, identify it (through succession planning and performance management), develop it (through learning and development), engage, retain and then deploy our talent (CIPD, 2023a). Now is the time to invest more in AI and thus set aside a greater proportion of our budget for talent management. This is for two reasons: one, that talent management is vital and that, secondly, technology and, especially, generative AI could help us improve our talent management processes. 
1.2 | Why talent management matters
One HR expert, Mick Marchington, sets out a number of reasons why effective talent management is needed and all of these are relevant for SWGS (Marchington, 2021). First, for competitive edge and future survival. We know that high performance in education depends on the quality of teaching (Husbands & Pearce, 2012) and we also know that there is a shortage of teachers and that the ‘talent pipeline’ is slow (Martin, 2023). Second, Marchington points out the problems of the loss of baby boomers and the consequent loss of experience in organisations. At SWGS, we have a relatively older staff and lots of potential retirements coming up in key departments. Third, Marchington points to a lack of leadership potential. This is true when needing to bring in external talent, especially at leadership level. In the recent Headteacher recruitment round, there were no suitable candidates. We must therefore attract, develop and then retain talent.
1.3 | Building on current processes
We currently have a reasonably well-developed talent management philosophy which could act as a good springboard for future developments. Torrington identifies two broad ways of defining talent: the exclusive view where talent management focuses on those deemed to have the potential to reach top jobs, or identifies the 2% of crucial roles that add value (Torrington, 2020) and at the opposite end of the spectrum, the inclusive view which approaches talent management from the view that “all employees possess latent talent” and that organisations need to unlock that talent (Torrington, 2020, p. 394). In the middle, there are various blended approaches which focus on talent groups with high potential, but also ensure that learning and development opportunities are open to all staff. That is where SWGS sits, with its “All leaders, all learners” philosophy. But the talent management approach could be improved with more investment and with AI (especially generative AI) as an integral part of this. 
1.4 | What are AI and generative AI?
So what are AI and generative AI and how can they help us?  When we talk about AI, we are talking about “machines that can perform tasks that would previously have required human… brainpower to accomplish… [such as] intelligence, …reasoning, making decisions, learning from mistakes, communicating, solving problems.” (The Alan Turing Institute, 2024). Generative AI takes this one step further by creating “text, images, audio, video or other media in response to user prompts. It uses machine learning techniques” analysing patterns in data and applying these findings to make new outputs such as a translation (The Alan Turing Institute, 2024).



PART 2: Implementation
2.1 |Strategic alignment and financial viability
If we decide to invest more in AI, there are two particularly important things to consider in developing our talent management and the use of AI: the first is strategic alignment. In their Responsible AI framework, PWC set out a number of key considerations, one of which is the importance of aligning the use of AI with strategic goals (Oxborough et al, 2024). At SWGS, there are very clear strategic values built around Success, Wellbeing, Growth and Service (South Wilts Grammar School, 2023). Investment in talent management could have a huge impact on meeting the criteria for Success for students (excellent academic success) and staff (impactful leadership at all levels), to Wellbeing for staff (staff are well-supported and value that support) and to Growth (staff effectiveness and job satisfaction). The second thing to consider is how we target our investment. As PWC point out, care over financial viability is important and as a small-medium organization with limited capacity), we have to target our investment and use of AI carefully to where it will have maximum impact. Therefore, we should focus on specific parts of the talent management loop using AI to attract talent to contribute towards Success; to retain staff by contributing to their Wellbeing; and to develop our staff through learning, thus contributing to the strategic aim of Growth. This can be done relatively modestly, mostly using open source AI. 
2.2 | Proposal one: using AI to attract talent for success
The first proposal is that we use AI to attract talent, to improve the success of our organisation; we need to find routes to the best candidates.  McKinsey and Company point to the way in which generative AI can create more attractive advertising through text and image creation (Kirchner, et al., 2024) Additionally, we need to find new places to advertise; our use of social media is not developed and the CIPD points out that “where social media is used to promote employer brand, generative AI can help shape a content strategy and individual post content” (CIPD, 2023b). Additionally, there is an EDI dimension. As Kim-Schmid and Raveendhran point out “biased language in job applications can also decrease applications from traditionally marginalized groups including women and racial minorities” (Kim-Schmid & Raveendhran, 2022) and AI offers the opportunity to ensure more accurate job postings, which remove unconscious bias, are appropriately advertised and which offers effective screening when candidates apply. As the CIPD argues, generative AI is adept at “transforming detailed role profiles into candidate-centric job adverts. They can improve inclusive language, brand consistency and clarity” (CIPD, 2023b) Attracting a more diverse set of staff would align with our overall strategic aims, but also with our EDI strategy too. 

2.3 | Proposal Two: Using AI for development to ensure growth
A second proposal is to use AI in the learning and development part of the talent management loop to feed into the growth strategy of the organisation. This would work well for both support and teaching staff with some generative AI used for all staff and some for micro-learning It is increasingly difficult to recruit support staff and so we need to upskill those appointed into these roles quite rapidly. AI can help. Jon Boyes points to a recent study from Harvard Business School which tested an intervention at Boston Consulting Group. It asked ChatGPT-4 to support consultants with 18 different ‘realistic’ tasks and found that consultants using AI finished 12.2% more tasks, finished them 25.1% more quickly and with 40% higher-quality results than those without AI support (Boyes, 2023). Significantly, too, it was a skills-leveller with those consultants who performed worst when assessed at the start making the largest gains. Using open source AI fits in with our important aim of not exposing us to any financial liability, as well as being general purpose. Investigating with what tasks staff could be supported by AI should be a real focus of SWGS. 
AI can also be used in teachers’ learning and development. At SWGS, we spend a considerable amount of time coaching teachers in classroom practice, but there are now apps which enable this to happen and, also crucially, take out some of the human bias which we know is inherent in observation (Coe, 2014) and will therefore draw on a more consistent, evidence-based approach to teacher improvement. It is important that apps replicate, as far as possible, contextually relevant classrooms and therefore the choice of app is vital. One of the best ones to explore which is currently available is Teacherverse (Teacher Development Trust, 2024). This is developed (and indeed iteratively developing) by the Teacher Development Trust, a highly-respected UK-based organisation whose work is underpinned by strong research and evidence, such as this in their Understanding AI for Schools document. (Teacher Development Trust, 2023). Thus AI can be used for the personalised learning and development of our teachers in the most important and impactful thing that they do: teach students in the classroom.
2.4 | Proposal three: using AI for wellbeing to ensure retention
A third proposal, then, is to use AI in the retention part of the talent management loop, which in turn feeds into the organisational strategy of wellbeing. As Felix and Webb point out, teachers’ wellbeing is not good. The DfE Workload Reduction Taskforce found that 72% of teachers felt their workload was unacceptably high and that this was the biggest reason for teachers considering leaving the profession. (Felix & Webb, 2024). Generative AI can play a huge role in reducing teachers’ workload and allowing them to spend more time on teaching. It can offer support to students through AI tutors, it can craft emails for parents, it can undertake administrative tasks. In addition, it can scan text and make it suitable for certain age groups, generate definitions, and create quizzes, as Oak National Academy is already doing (Oak National Academy, 2024). A similar school to SWGS, Hasmonean School for Girls, is already using AI in this way, creating revision materials and quizzes with multiple choice questions, translating material for EAL students, writing letters to parents, using AI to generate a first draft of reports for editing, and supporting neurodiverse students (Department for Education, 2023). This wide range of uses could have an enormous impact on reducing teachers’ working hours, thus improving teachers’ wellbeing and leading to greater retention of high-quality staff.
AI could also be useful in determining how our staff wellbeing compares with similar institutions and then taking action to mitigate negative factors. Thirty-three London Councils are benchmarking themselves against each other, using different criteria such as the reasons why staff leave, diversity in the workforce, HR casework and sickness absence (Hogarth, 2021) Online tools provide systematic analysis of data and offer instant information which would take weeks to produce manually. Good practice can be shared across organisations to retain staff better. 
PART 3:  Ethical considerations
So, AI can play a critical role in some key areas of our talent management, in attracting, developing and retaining colleagues. But there are ethical issues that need to be carefully considered. These relate to quality (such as the use of data), privacy and legal frameworks (such as GDPR), and impacts on EDI (such as issues of racial bias). (Oxborough et al, 2024) As a school, we work closely with professional associations, the largest of which is NASUWT who has published a set of Principles for the ethical design, development, procurement and application of digital technologies and AI which help to identify the ethical issues involved in the use of AI in a UK school-based context. (NASUWT, 2023). These provide an immensely helpful ethical framework in which to operate and include issues such as complying with regulatory/ legal frameworks, consultation of staff, data protection, impact on curriculum and pedagogy and protecting jobs. These principles have guided my suggestions for the implementation of AI and following these will ensure staff – and union – buy in, essential for the successful implementation of AI. The Institute for the Future of Work also has a risk analysis which could be followed to ensure the successful, lawful implementation of AI, with a particular focus on algorithms, vital for ensuring high quality data and EDI. (Institute for the Future of Work, 2023)


PART 4: Recommendations
In all, then, AI has huge potential for talent management at SWGS and there are five recommendations:
1. SWGS should invest in AI for talent management in a targeted way which is in line with its strategic aims of success, wellbeing and growth and within its financial capabilities. 

2. The strategic aim of success can be supported through generative AI in the attraction part of the talent management loop.

3. Generative AI can be used to support the strategic aim of growth with skill development of support and teaching staff. 

4. The strategic aim of wellbeing can be supported by generative AI through its use for administrative tasks, resource development and benchmarking.

5. Ethical issues should be carefully considered, using the NASUWT framework should as a guide. 
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