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[bookmark: _Toc103893717]LO1: Be able to review and evaluate an organisation’s approach to talent planning

1.1 [bookmark: _Toc103893718]Assess how and to what extent the organisation undertakes workforce and talent planning

Hywel Dda University Health Board is one of several similar organisations that work as part of the over-arching organisation of NHS Wales, which reports directly to the Minister for Health & Social Services.  As such, talent planning has both a national and local focus. This alone indicates that the organisation undertakes workforce and talent planning to a great extent.

This national approach to succession planning is evidenced in the National Succession Strategy (EV3).  As stated within this document, it takes into account the local factors that affect workforce and talent planning.  It is interesting to note the focus on senior level succession planning that this document has.  This interests me because figures from NHS England show that approximately only 2% of the NHS workforce are Managers (Jones et al, 2022).  

At a local level, there is a great focus on Workforce Planning.  The Workforce, Organisational Development and Education Strategy (EV17) is a starting point for this.  The strategy highlights how the changing landscape of healthcare will require a changing landscape of roles and, therefore, skills and talent.    This strategy also highlights the ‘Digitalisation’ of the workforce as the healthcare model progresses into the digital age.  The implementation of digital technology across the entire NHS Wales system has allowed more staff to work remotely than ever before (NHS Wales, 2022). 

Within Hywel Dda, the Workforce and OD Directorate has undergone a significant reorganisation. EV14, EV16 and EV17 are organigrams that display the key teams involved in workforce and talent planning.  Again, this demonstrates the extent that the organisation undertakes these activities.  Investing in and training dedicated workforce planning teams can reduce costs and target inefficiencies, both of which are prevalent issues in the public sector today (CIPD, 2021a).  There has also been significant investment in the Leadership Development Team (EV16) which has responsibility for talent management.  This team has also set up a Coaching Network, where colleagues are formally trained to coach / mentor colleagues across the organisation (EV18).  This network is capitalised when recruiting as it is viewed as a benefit for potential applicants, it is also evident from EV18 that this network will build talent pipelines for future leaders (CIPD, 2021b).

As well as workforce planning, the organisation has invested a great deal in its Recruitment function.  EV12 shows the strategic plan for recruitment.  This plan demonstrates the commitment of the organisation to strategically evaluate the entire recruitment process, particularly for internal recruitment (IoC, 2022).  The Recruitment function executes seasonal, targeted recruitment campaigns like the one shown in EV10, which is live during the Easter Holidays when the locality is busy with tourists.




1.2 [bookmark: _Toc103893719]Analyse internal and external information relating to the organisation’s future people and skills need and the availability of talent

Health Education and Improvement Wales (HEIW) was set up by the Welsh Government to manage the development of the workforce of NHS Wales (HEIW, n.d.).  They have developed a framework for succession planning as seen as EV3.  This was designed to focus on an emerging crisis in recruiting executive leaders. At a local level, Hywel Dda has developed a coaching network of internal coaches (EV18) which is designed to develop a pool of talent to fit in to future leadership roles.

Hywel Dda relies on its digital platform, Electronic Staff Record (ESR).  ESR is an advanced workforce management database that has the functionality to use data to project workforce supply, talent management and other features (NHSBA, 2022).  An example of the use of ESR in workforce planning is evident as EV4.

In NHS Wales, the Welsh Government have so far been reluctant to publicise national nurse vacancies despite pressure from nursing unions (Nursing Times, 2021).  The Royal College of Nursing (2021) have collected data that shows there are 408 WTE nursing vacancies within Hywel Dda.  The external information can be fairly difficult to find outside of media reports.

In relation to the organisation’s future people and skills need, the most pertinent internal information comes from the Integrated Medium Term Plan (IMTP) (EV6).  This document lists the number of vacancies for each staff group.  At the time of writing, the current number of Nursing and Midwifery vacancies stands at 112.9 WTE.  This is by far the highest number of vacancies per staff group.  To counter this, the organisation has put together a Nursing Retention Task and Finish group which reports directly to the Board.  In my role, I have created a ‘Thinking of Leaving’ survey, which is an anonymous survey that colleagues can fill in if they are thinking of leaving the organisation (EV19).  This data is fed into the OD Dashboard (EV20) which informs the task and finish group.


[bookmark: _Toc103893720]1.3 Assess the extent to which current organisational planning activities are addressing potential needs

Before exploring this area, it is vital to note that the organisation has had an increasingly extreme focus on retention in the last 12 months.  In January 2020, the RCN (2022) found that 73% of nurses asked were concerned about staffing levels.  This demonstrates that staffing levels were already a major concern even before COVID19 was the big issue.  Since the pandemic, it is reported that the number of nurses and midwives resigning in 2021 increased by 13% from the previous year (Breese, 2022).  As such, the organisation has invested serious time and resource into retaining nurses.  An example of this is the Nurse Wellbeing Survey (EV21) which is a campaign directly aimed at listening to the concerns of nursing staff and removing barriers to positive wellbeing.

In terms of Workforce Planning, the organisation has a strong Future Workforce Team which looks at developing internal staff but also recruiting future staff through Hywel Dda’s Apprentice Academy (EV22).  This programme covers both clinical and non-clinical apprentice routes into a variety of roles.  The scheme is aimed at those who are from lower socio-economic backgrounds.  Research suggests that employing apprentices creates a direct talent pipeline across organisations and reduces staff turnover (National Apprenticeship Service, 2018).  The recruitment of apprentices is spread widely over social media (EV24).

From a cultural perspective, the organisation is working very hard on its employer brand.  It has invested significantly in its Organisation Development department and in roles such as my own.  EV23 shows a list of the current cultural interventions that are delivered by the Workforce Experience Team.  The guiding purpose of these is to foster a compassionate and open culture and essentially make Hywel Dda a great place to work.

At a strategic level, page 66 of the IMTP (EV6) emphasis the target to reduce turnover by 1% in one year and 3% in three years.  This strategy also highlights the focus on an ambitious expansion of the organisation’s apprenticeship scheme and the creation of a pastoral support system for all future workforce pipelines.  The limited word count of this paper prevents me from discussing any other aspects in great depth, but it should be said that this strategy is a broad and varied one. 

It is evident that Hywel Dda University Health Board has gone to significant lengths to address the potential needs for future workforce and talent planning.

[bookmark: _Toc103893721]LO2: Be able to recommend ways to improve an organisation’s approach to talent planning

2.1. Make reasoned recommendations for how the organisation can maintain an appropriate number of people with the skills required by the organisation

Having considered the above points, there are a number of recommendations that I would make to maintain an appropriate number of people with the required skills by the organisation:

i) Maintain a keen interest in the qualitative feedback received on people’s engagement levels
The organisation should be mindful that statistical data is only one side of a story and that it is very difficult to quantify (in a graph) the lived experience of an employee.  As such, the organisation should focus more on qualitative data in order to respond and react on a more human level (Forbes, 2018).
ii) Identify high-potential employees
Whilst the organisation already does a great deal to develop talent pools, my recommendation is that it should look at its current employees in order to identify those exceeding their objectives/competencies. Whilst there are some risks of perceived organisational injustice (Greenberg, 1987), I believe that if managed correctly this process would increase discretionary effort of employees (Aubrey Daniels, 2021).
iii) Continue to expand the Apprentice Academy offering 
Hywel Dda’s Apprenticeship scheme has seen much success in its early years.  I would recommend that the organisation continues to develop this scheme in order to improve skills and improve staff morale (CIPD, 2021c)


[bookmark: _Toc103893722]LO3: Be able to contribute to people resourcing activities


[bookmark: _Toc103893723]3.1 Identify and explain the rationale for a specific resourcing activity within the organisation. 

Due to the size and make-up of my organisation, I have very little involvement in the strategic people resourcing in my paid employment. As such, it would be difficult for me to relate this learning objective to my paid role.  However, I am a Trustee/Director of Pembrokeshire Action to Combat Hardship (PATCH) (EV25), which is a Basics Bank that aims to fight hunger and hardship in Pembrokeshire.  In this role, I as appointed for my professional background in HR and, due to various circumstances, have become the de-facto HR Director.    The organisation currently has three paid employees: a General Manager, a Basics Bank Supervisor and a newly appointed Retail Manager.  This is in addition to 20 WTE long-standing volunteers.

PATCH has been steadily growing in capacity since its inception in 2009.  This is in reaction to the rapid rise in food bank usage in Wales over the last decade (Trussell Trust, 2022).  The leadership team have always desired that PATCH should generate some of its own income, instead of relying solely on donations.  Prior to me being appointed to the Board, plans were in place to open a shop in the existing premises.  This would require recruiting a new employee (Retail Manager) who had the relevant expertise and experience.  When I was appointed to the Board, I was asked to lead on the entire recruitment process from job design to onboarding.
 
[bookmark: _Toc103893724]3.2 Agree roles and responsibilities with other contributors to the activity. 

It was agreed at a meeting that I would share the Job Description with the Chair and the General Manager for their thoughts and input (EV35).  Once this was completed, the Job Description was discussed at length by the Trustees and was eventually approved (EV35).

The Board wished to have an interview panel that consisted of two trustees and a Volunteer.  I was dubious about this, as I felt that this may damage any potential future relationship dynamic with the successful candidate (Bradt, 2019).  However, my colleagues felt very strongly about this and therefore we asked the General Manager to select a volunteer to join the panel.  I spoke with the volunteer on the phone and allowed her to ask any questions she needed.  I also set up a group message with the panel before the day which detailed the agenda for the interviews.
 
[bookmark: _Toc103893725]3.3 Identify organisational procedures and legislative requirements which underpin the activity. 

My initial actions were to ensure that PATCH was an attractive employer to potential candidates.  At the beginning of my tenure, many policies were outdated and not fit for purpose.  I was acutely aware of the CIPD’s best practice guidance on Employer Brand (CIPDd, 2021).  I was also aware that in such a small, third sector organisation that these factors had not been considered before.  Put simply, I did the best I could with what I had.   Initially, I used the ACAS (2021a) templates to create people management policies to ensure PATCH was protecting its employees and itself.  These can be seen as EV26.

I asked my fellow Trustees for feedback on all of these policies before ratification.  Another Trustee forwarded them on to our local volunteer association, who’s feedback is shown in EV31.  I was very grateful for this feedback and for the engagement of my trustee colleagues.

When creating and advertising the role, I was mindful not to discriminate against any of the protected characteristics of the Equality Act 2010.  I followed the ACAS (2021b) guidance document which advised on best practice such as using neutral language that could not be construed as discriminatory.


[bookmark: _Toc103893726]3.4 Plan and prepare for agreed role, ensuring the availability of any materials or resources required. 
There was an historic job description that had been written (EV33). I felt that this job description lacked clarity and was over the recommended length of 8-10 bullet points (Mason, 2019).  I worked closely with the General Manager and the Chairman to create a new Job Description and Person Specification (EV35).  We were guided by the CIPD best practice and ensured that these documents contained no gender bias (CIPD, 2021e)

As shown in EV30, I created a recruitment timeline.  As none of the current employees were suitable or willing to apply for the role, we agreed to advertise externally.  We did consider employing a recruitment agency in order to improve efficiency (CIPD, 2021f), however we felt that this would come at a cost that the charity could not afford.  I decided to advertise this role on Indeed (EV28) as this would not cost the organisation anything.

Once the applications had been received, I met with the Chairman and we shortlisted the candidates from a scoring system against the person specification (EV29).  We individually scored the candidates against the criteria and then shared scores with each other.  This was done independently to eliminate as much bias as possible (Reed, 2022).  We invited the shortlisted candidates to interview.  Ideally, I would have liked to have held an assessment centre for all of the candidates.  However, due to the time constraints and cost implications, this wasn’t possible (Wilkinson & Taylor, 2016, page 67).

During the interview, each candidate was asked the same questions and were scored using a rating system (CIPD, 2021g).  Interviewers scored the attendees independently and discussed at the end of all of the interviews.  Once the panellists had agreed a candidate, a recommendation was made to the board of Trustees.  This was then formally voted upon and I made a verbal offer of employment to the successful candidate.  I followed this up with a conditional offer of employment (EV36) that included details on the pre-employment checks and references (EV32) required from the candidate.

[bookmark: _Toc103893727]3.5 Undertake agreed role in a timely and accurate manner, in line with organisational procedures and legislative requirements. 

Throughout the process, I received feedback from colleagues that confirmed my contribution was effective (EV37, EV38).  Due to the voluntary nature of this role, much of the communication takes place via a Whatsapp group.  This is because it is difficult to have formal meetings more than once per month  It was also noted in the minutes at Board meetings as shown in EV35 and EV34

[bookmark: _Toc103893728]3.6 Reflect on the effectiveness of the resourcing activity in meeting required objectives and report back to stakeholders.

In general, this was a huge learning curve for me.  I initially joined the board due to my personal feelings to reduce poverty and not because of my professional background.  It soon became apparent that there was a real need for the expertise of a People Professional on the board which my colleagues assumed would be me.  I admit to feeling extremely overwhelmed as I was fairly new to this profession and did not have much experience in recruitment.  

On balance, the successful recruitment demonstrates that the process went well.  I was initially very anxious at the prospect but I am now very grateful for this opportunity. Feedback from the candidate and others (EV34, EV37, EV38) shows that this was a successful process.
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