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Executive Summary 

The purpose of this report is to evaluate the external and internal factors shaping talent management in Swansea Council including the attraction, recruitment, development, and retention of its people. The report will provide a critical analysis of Swansea Council’s HR systems, processes, and practices to determine if they are fit for purpose and meet the challenges of future work. The report will provide recommendations of how Swansea Council can improve their talent management approach to account for the changes in the way people view employment and roles within the Council. 

This will be based around the topic of ‘broadening the pool of potential candidates’ for Swansea Council. A main theme from the CIPD’s Resourcing and Talent Planning Survey 2020, as globally organisations emerge from an unpreceded period. 

This report will review the very latest research and trends in talent and resourcing. This includes identifying what candidates are looking for from prospective organisations, including attractive and enticing development programmes to the very latest in recruitment experience that is both modern and inclusive. A conclusion of the findings and recommendations will summarise what Swansea Council can put in place to broaden and diversify talent pools. 
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1. Introduction

The COVID-19 Pandemic has created a disruptive environment to attract talent, although a noticeable improvement can be seen since the pandemic with 40% of organisations onboarding diverse talent (CIPD, 2020). Whilst this is a promising finding, organisations need to apply diversity and inclusion as the golden thread throughout its employee life cycle to unlock uncovered talent and attract new generations. Removal of tick boxes, embedding it into the life and breadth of an organisation will strategically broaden and diversify talent pools, giving organisations a competitive edge. 

Swansea Council is a local government organisation that provides public services to 250,000 citizens across the region of Swansea, Wales’ second largest City. The Council employs 10,500 employees (Swansea Council, 2021) with a diverse range of disciplines in the areas of Education, Social Services, Place and Resources.

For the Council to broaden and diversify its talent pools, an important first step would be for its workforce to represent the community that it serves. 

Challenges include an ageing workforce, an unprecedented pandemic, challenging budgets, new technology and climate change, termed as the main foreseeable megatrends. These can also be mirrored in the Council’s Workforce Strategy (Swansea Council, 2021).




2. Literature Review

The COVID 19 Pandemic has significantly disrupted everything we do. From the setup of society, how businesses operate. It has really made everyone re-think what they do. Throughout 2020, several businesses put a pause on recruitment whilst they manage the chaos of the pandemic (CIPD, 2020). It has provided a huge opportunity to be ready to attract talent from all walks of life when the economy fully opens up. 

2.1.  Internal Factors

Swansea Council has identified through its Workforce Strategy its need to remodel its Workforce for future challenges. Budget pressures are a decisive factor with less than half of the Council’s expenditure made up from its workforce. A workforce that is resilient, engaged, and healthy, are significant to the contribution of the delivery of the Council’s services. Internal factors include an ageing workforce, skills gaps, a high dependency culture, climate change involvement and addressing inequalities within the workforce (Swansea Council, 2021). 

2.2.  External Factors 

Swansea Council has indicated that “population changes, economic changes, climate change and social and cultural changes” are the main foreseable and future external challenges to its workforce (Swansea Council, 2021). Attracting and retaining a workforce to meet challenges of these trends will be vital to it’s optimal performance of delivering essential public services to the citizens of Swansea. External Factors include Brexit, ‘The Great Resignation’, an ageing demographic, Technology, Climate Change and Future Health Crisis’, where some competitors are already ahead of the game.    

2.3.  Research into Internal and External Factors

When attracting talent, it is important to note what candidates are looking for and what sets organisations apart from each other. And once gaining that talent, what measures stop new hires and long serving employees from departing (CIPD, 2020).

When reviewing three sources to establish what employees are looking for, such as the CIPD Resourcing and Talent Planning Survey (2020), (2021) looking at pre-pandemic evidence (Jones, 2017) and research from internal Swansea Council data (Swansea Council, 2018). It was interesting to note, Flexible Working, Career Development and Inclusivity are consistent themes that candidates are looking for from prospective employers.

Further developments since the pandemic, include introducing career-returner and career change programmes and having effective technology built into recruitment and selection processes (CIPD, 2021). 

2.3.1. Flexible Working, Generational Differences and the ‘Great Resignation’

Flexible working is a huge attraction to potential talent, and it is defined as generally giving an employee the autonomy and control over their work, such as how and where they choose to work according to Chung & Lippe (2018). 

It is a huge draw to Millennials, the most disruptive generation to be introduced to the workforce in recent years (Trendsformative, 2018). Referring to Chung and Lippe (2018) Millennials view flexible working as being able to work from home, access Flexitime or the autonomy to choose where and how they work, when looking for a new role. Chung and Lippe (2018) predicted that flexible working will be a standardised benefit in the future. Three years later and it appears that this is a possibility with UK Government looking to introduce Flexible Working as a right from the first day of employment (Hodson, 2021).

Although findings show that Flexible Working is a desirable attraction, it can be disadvantageous, creating gender bias. Typically, men use flexible working to develop their careers (Lott & Chung, 2016). Compared to women who use Flexible Working to facilitate family, caring and/or home responsibilities (Hilbrecht, et al. 2008). Add an individual’s class and Flexible Working can really create workforce inequality (Chung & Lippe, 2018). 

Technology in the last decade, has created a style of flexible working dubbed, Gig Working. It is defined as technology, facilitating the demand of work as and when it is needed (BEIS, 2018). Eurofound (2017) notes that the UK is one of the largest countries in the EU to facilitate this type of work. It’s main attraction to workers is the ability to choose when and how they want to work and is easily accessible to all kinds of people (Sutherland, et al., 2020). Task Rabbit and Uber describe it as “flexible work at your fingertips” (Task Rabbit, 2022) and “fit driving around your life, not the other way around”, “set you own schedule. You’re in charge” (Uber, 2021). Conversely, the reality of Gig Workers is that “53% (Gig Workers) were not satisfied with their hours worked” with further research from BEIS (2018) indicating that Gig Workers often must work excessively to make ends meet with the stigma and fear of being excluded from any future work if declined. Thus, whilst flexible in its approach, it is very onerous work. 
 
The pandemic has been an opportunity for many to re-think their priorities. 'The Great Resignation': Third of millennials say they'll quit their job if they have to go to the office’ iNews article notes a story with an ex-employee who left their role, to find a new opportunity that allowed flexibility, like working from home and time that would be typically lost for commuting, spent with family, friends, and social activities as a result of the pandemic (Dimsdale & Ferguson, 2021). 

Dimsdale and Ferguson (2021) include research by the Office for National Statistics (ONS) “791,000 Brits moved jobs from April to June 2021 which equates to 2.6 per cent of the UK’s Workforce”. These figures demonstrate that the ‘Great Resignation’ trend is tangible with people looking for a role that is more attractive or an opportunity to do something different (Cheese, 2021).

Cheese (2021, pg 5) adds that “the pandemic has led to changes in the labour market and a time of considerable reflection for many people about what’s most important for them” terming this “The Great Re-Think”. Due to this crisis, more employees are having negotiating power over their employers, where employers run the risk of losing tacit, costly, and capable talent if they are unable to flex. 
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Figure 1 – Odiorne’s typology 

Succession Planning is critical to retaining talent as per Ordiorne’s typology in Figure 1. Organisations need to have a plan to fill progressive roles ready for when they arise (Taylor, 2019). Organisations need to be aware of what box their employees sit within (Figure 1). For example, an employee who is a master in their role, deemed a ‘star’ could become a ‘problem employee’ or ‘workhorse’ when being promoted to a leadership role, meaning there is potential to lose talent. Therefore, as businesses change over time, organisations need to check in with employees to maintain ‘stars’ and have interventions and developments in place to address those that retreat from box to box to prevent employee departure.  




2.3.2.  Career Returner and Career Change Programmes

Competing in the labour market can be clearly defined using Figure 3, to be strategically placed to attract the right talent. 
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Figure 3, Higgs Model (2004)

Ideally most organisations want to be an ‘employer of choice’. This is hard to achieve with internal budget restraints and culture issues. Employers need to assess where they want to be strategically placed to attract talent by balancing pay vs how employees are treated to avoid becoming an ‘employer of churn’ (Taylor, 2019). 

Another useful model is noted in Figure 4 looking further into internal and external labour market pressures and strategic positioning. 
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Figure 4, Taylors Model 

‘Developers’ attract talent for those looking to progress in a hard to recruit labour market. ‘High-Payers’ pay above the market rate to retain its workforce. ‘Selectors’ have the bargaining power to attract at volume and in return receive a high number of applications. ‘Involvers’ are organisations in a saturated market, offering limited career opportunities and run the risk of disengaged employees that can introduce trust issues and a split between management and staff (Taylor, 2019).

Looking at both models, Swansea Council would have been defined as an ‘employer of values’ but with budget pressures, restructuring and disengagement in its current workforce, this has now resulted with the Council as an ‘employer of churn’. The same principle applies that historically the Council was perceived as a ‘Selector’, but with a loss of budgets and a small learning and development team, the Council is now an ‘Involver’ leading to potentially high employee relation cases and high turnover. For Swansea Council to move out of an ‘employer of churn’ and be an ‘employer of choice’ it needs to engage staff with job fulfilment by developing and creating roles that create value, balanced benefits, culture and think differently to attract unique talent pools. 

Career Returner Programmes and Career Change Programmes have been real successful facilitators to dangle the rod of attraction to hook, desirable talent. People re-thinking their priorities are provided opportunities to gain valuable skills, experience, and strengths in a short period of time to return or to change careers.  Whilst this isn’t a new idea for many companies, in 2019, ITV worked with consultancy ‘Women Returners’ to invite women looking to return to work after a career break, providing coaching and mentoring opportunities to a huge talent pool (Tilley, 2019). ITV created openings in a range of disciplines for women that have been out of work for just under two years or more. The success of the scheme can be described by ITV’s chief executive as a lead-in to an important pool of talent to drive ITV’s vision for people. 

The Home Office has a Career Change Programme for those looking to start a career in IT (Home Office, Digital, Data and Technology, 2021). The opportunities are attractive in that they are paid, provide on the job learning with employees ‘up-to-speed’ in a relatively short time. The Home Office markets the opportunity from the view of a recent employee. Describing the programme as flexible, with an impressive level of development and support through mentoring with the autonomy to be creative and innovative. 

2.3.3.  Apprenticeships and mentoring to address Societal Inequalities 

Apprenticeships are proven to broaden and diversify talent, with many organisations seeing the benefits (Reichwald, 2020). Reichwald (2020) noted that Rolls-Royce uses women-only introduction days and family days to introduce female family members to the organisation and entice women to STEM roles. Reichwald (2020) continues to describe the work by KPMG to avoid bias and discrimination from hiring managers in the selection process by removing canditates details. BT have introduced strenghts based interviewing to attract both female and BAME canditates. And finally Barclays provide opportunites to those with mental and physical disabilites once they have completed their higher apprenticeships as a way of evolving hidden talent, especially in the neurodiverse talent pools. 

Demonstrating the need to attract talent from all walks of life is characterised by the story of Reggie Nelson ‘The boy who knocked on doors to land his dream job’. Reggie Nelson in return for mentoring, closed the gap on what he needed to know to land his dream job in the financial district in London simply by chasing an opportunity that wouldn’t have been typically accessible, due to his background or class. This clearly shows that if people are given the right opportunities at the right times in their lives, regardless of gender, class or diversity, there is a real opportunity for businesses to access wider talent pools compared to those that have been lucky enough to have easily accessed those opportunities through traditional avenues and privilege i.e., Graduates (This Morning, ITV, 2018).

2.3.4.  Career Development – a move towards Life-long Learning

Lifelong Learning is crucial to facilitating career development to prospective candidates and retaining within, so they are equipped to face present internal challenges and external future megatrends.
“Megatrends of demographic change, globalisation, income inequality, environmental sustainability and urbanisation are forcing contemporary businesses and products to emerge, requiring lifelong learning that not only embraces technology but also embeds problem solving, communication, resilience and values and leadership skills in individuals”. 
(Rowe, 2019), (CBI, 2018)
Lifelong learning is vital to giving employees the necessary skills and attitudes to remain resilient through challenges like Brexit, Technology, Climate Change and an ageing population. According to Harvey (2003, pg. 11), “resilience is a critical workplace requirement”, with “adaptive, adaptable and transformative people, ultimately able to anticipate and lead change”. Rowe (2019) concludes that Learning and Development teams need to produce learning programmes that support Lifelong learning to embed the required culture, behaviours, and attitudes to be equipped for the future. This is a significant factor to engaging and retaining employees to grow and evolve with the organisation (Crick, R.D et al, 2013). For this reason, organisations such as Swansea Council, need to do more than their offer of career development. Embedding it into the bloodstream of the business is crucial to attract talent so that prospective employees feel a sense of belonging and feeling of protection for future challenges and don’t fear learning, comfort zones or ingrained, counterproductive ways of working. 

Without Career Development, this could lead to a decrease in job satisfaction as noted in Figure 2. 
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Figure 2 – Steers and Mowday Model, 1981
It is important to note that Figure 2 outlines other factors contributing to employee turnover and how they interconnect. Using the Steers and Mowday (1981) model, organisations can take note of how important an exit interview is and capturing data. What organisations can really do to make a difference is ensure the questions being asked, reflect not just internal reasons for leaving but what might be happening externally so that organisations can flex their approach to avoid employees leaving and introducing measures to avoid this. 

2.3.5.  Working with four Generations and Inclusive Recruitment 

There are now four different generations in the workforce: Baby Boomers, Gen X, Millennials and Gen Z. Each generation is associated with characteristics that define them (Gifford, 2020). That’s why, when attracting talent, it is important to be set-up to understand what these generations are looking for. Clear values and vision, a clear sense of purpose and a clear understanding of having the right tools to be able to do a good job are fundamental (Bowman & Mulvenon, 2019). And in addition, to be aware of people with diverse backgrounds, factoring the likes of neurodiversity for people with anything from Asperger’s, dyslexia, and autism so unlocked talent isn’t missed through barriers in the recruitment experience (Ortiz, 2020). The Chartered Institute for IT (2019) describes the journey most canditaties follow in their experiences of recrutiment. The first being the advert and exploring its design. Candiates with poor vision can be put off by highly visual branding and wordy adverts, having adverse effects with people with dyslexia. They continue to describe language, with its importance in defining the culture and values of an organisation. Bird (2018) talks around the work conducted by Vodaphone where they addressed unconscious bias in their adverts and employer brand, attracting a particular gender. Vodaphone wanted to broaden its own talent pool from an already saturated male ‘tech’ workforce. To do this it was clear, a move away from jargon, macho language and removing gender associated language was critical. And then the interview, recommending that hiring managers observe the whole interview process from the perspective of being honest and transparent. This is to avoid any uncertanities both parties may have, accepting an offer to find out it wasn’t what they expected, leading to turnover.  

2.4.  Critical Analysis of HR Systems

Human Resource Systems (HRS) are the engines behind talent and resourcing. A system designed to intertwine attraction, assessment, selection, and then onboard an employee. 

Swansea Council’s HRS is outdated. There is a clear divide between attraction, assessment, selection, and onboarding and using data to retain, engage and grow. The organisation uses Oracle (HRS) which was introduced back in 2016 which is outdated and cumbersome to use. It requires a level of expertise to manipulate employee data and acts as a hindrance rather than an enabler to react to the needs of the business and its workforce. The careers website, whilst accessible, lacks the vision and values the organisation stands by and the benefits of working for one of the largest employers in Swansea is unclear. A clear illogical connect between attraction, recruitment, development, and retention will continue to drive talent away.

Mishra (2019) details that HRS need to be convenient, easy-to-use, and timesaving experience. Using technology between the candidate and employer with real time updates with what stage they are at in the process. Introducing employer branding (EB) to HRS, provides the golden thread to visualise the organisations’ purpose and give the candidate a sense of pride and belonging. Srivastava and Dhar (2015) note that there should also be a relationship to training and development. Learning programmes linked to HRS so that recruits know what they need to learn to thrive in the business.

Digital Visibility is critical to broadening an organisations talent pool. And this is already being accomplished through the likes of Artificial Intelligence (AI) through social networks. AI identifies potential candidates through their browsing history, cookies and advertises related vacancies through social feeds.  Chatbots then communicate with candidates once enticed to further consider if they are right for the role and business, providing answers to questions candidates might have (Allal-Chérif, et al., 2021).

AI and Chatbots, can be used to capture information on engagement, interaction, and demographics. This data can be used to review the recruitment process, establish the right approach, and make decisions that are broader, inclusive, and unique to the business (Allal-Chérif, et al., 2021). This agility, provides a competitive edge to capture trends around talent, compared to more linear and traditional approaches. There are limitations to AI and Chatbots as it removes human dialogue and can be irresponsive. This potentially detracting Baby Boomers or Gen X who have been brought up with Human interaction. The Technology can then finally organise and co-ordinate interviews (Allal-Chérif, et al., 2021) reducing resource, costs, and time. 

Gamification has replaced traditional interviews and selection processes. Games are created with AI to test candidates on the skills, strengths and experience needed, creating an exciting and unique experience (Allal-Ch ́erif & Makhlouf, 2016). Decision makers can use the data 
to see how candidates have performed, what choices they have made and how they adapt to unusual situations (Allal-Chérif, et al., 2021). Its disadvantages for candidates are being inaccessible for low-level roles and those that are fearful of technology. 

Technology does have its limitations. It should be used as an enabler rather than a replacement. It should be used to reduce costs, time, and to positively impact on a candidate’s experience. If it is used as a replacement to Humans or used incorrectly this could be damaging for the businesses and employer brand (Forbes & Tyfting, 2019).

3. Conclusion

The findings of this review demonstrate that the pandemic has disrupted how talent and resourcing is approached, with an opportunity for organisations to specifically broaden talent pools. And whilst this might be the biggest disruption we have seen to society and the economy in a generation; this won’t be the first nor last disruption due to the forecasted megatrends. Organisations including Swansea Council can learn from the pandemic from what has worked well for talent and resourcing and what has not, applying this to the new normal created by the pandemic and be prepared for future challenges. Attraction, employer brand and the perception of employee benefits remain consistent both pre and present pandemic. Candidates are using their talent to influence decisions, especially millennials. Many organisations aren’t equipped to be able to flex their offer to secure and retain that talent, where the ‘Great Resignation’ has given employees and candidates negotiating power. Whilst Swansea Council has several people programmes in place and HR initiatives to address the trends and challenges of this review, it is identified that further development and introduction of fresh initiatives are needed to be ready for when future challenges from the megatrends start to have a tangible grip on the organisation.

4. Recommendations

Based on the findings of this review, it is recommended that Swansea Council introduces the following recommendations:
· Analyse quantitative workforce data with qualitative workforce data captured to establish if employee benefits have created any inequalities.
· Storytelling, acceleration programmes and career opportunities for those that have been affected by established inequalities. 
· Attract Talent from the ‘Gig Work’ sector where there are huge labour shortages in the Councils Social Care and Education Services.  
· Career Change, Career Returner and Attractive Recruitment Campaigns
· Review the Council’s Apprenticeship scheme to attract wider talent.
· Engage will communities of those with less privileged, diverse backgrounds, and neurodiversity, identifying the careers of the future and what skills will be needed. 
· Introduce Career Returner and Career Change Programmes 
· Accessing wider talent pools for those out of work and those wanting to change career. 
· Introduce Career Development as Life-long Learning 
· Development Programmes that are aligned with the skills, behaviours, and culture of the business to support career progression, retain tacit knowledge, engagement and keep learning and evolution top of the agenda. 
· Introduction of a HRS system that will use technology to enable the facilitation and attraction of talent, creating a Recruitment Experience that is easy, intuitive, and fun. 
· Using AI to record, analyse and predict workforce trends to be able to flex, adapt and react to any future megatrends. 
· A simple, easy and fun recruitment experience that is efficient, transparent and creates a sense of purpose for the candidate and employer.
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