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1. An employee is emigrating and asks you if the labour market trends of their destination country are the same as in the UK. Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice).

In employee resourcing, labour market is a key concept. It is the market for potential employees taking into account the available recruitment pool and what terms of employment they may be seeking. The UK labour market continues to recover following the global pandemic, with the employment rate currently at 75.3% and the unemployment rate at 4.5%. Whilst there was a period of growth in employment at the beginning of the pandemic, the employment rate has decreased and the unemployed rate has increased. The economic inactivity rate is currently 21.1%. Alongside this, there has been a growth in the average total pay (inclusive of bonuses) of 5.8% and regular pay was 4.9%. Total and regular pay are increasing at a faster rate than inflation. There has been growth in all sectors of the total pay percentage, with the private sector more than double the public sector. Between July and September 2021, there was a record high number of job vacancies at 1,102,000 which has seen an increase of 318,000 pre pandemic, with the highest increase being in accommodation and food services by nearly 59%. There has been a decrease in the number of part-time workers and an increase in zero-hour contracts which has been driven by young people (Labour market overview, UK - Office for National Statistics, 2021). To compare, Canada’s current labour market in October 2021, demonstrates an increase in employment across a number of industries including retail, however accommodation and food services have declined. Employment rates have increased for private sector employees by 70,000 however declined for those in self-employment by 38,000. Overall, employment of those aged between 25-54 rose by 53,000. The unemployment rate also fell 0.2%. Employment also rose for women in full time work by 1% since pre pandemic (The Daily — Labour Force Survey, October 2021, 2021). To compare, the UK employment levels have decreased whilst Canada has increased, and the unemployment rates in the UK have increased whereby in Canada it has decreased. Both countries have seen changes within the private sector, in the UK the total pay percentages whilst in Canada the largest increase in employment. 


2. A new HR assistant asks you to explain the following aspects of workforce planning: 

· Key principles of workforce planning
· Tools used in workforce planning
· How to develop a basic people plan, including succession planning

Workforce planning is planning workforce supply and demand, assessing gaps and identifying talent management interventions through processes such as analysing and forecasting. The aim of workforce management interventions are to ensure an organisation has the right people, with the right skills in the right roles at the right time, fulfilling overall strategic objectives. Workforce planning allows for the changing needs of an organisation to align with the people strategy. Workforce planning can be adjusted to suit the organisation size and age. It provides an opportunity to review market and industry information, supporting organisations to face challenges and prepare for longer term objectives. It is a balancing act between labour supply and demand. The principles include an analysis of the current workforce, identifying workforce needs of the future and the gaps between both, alongside identifying solutions. It enables better decision making around the future needs of the business resulting in sustainable organisational performance (Workforce Planning | Factsheets | CIPD, 2021). Effective workforce processes can influence a reduction in labour costs by workforce deployment and flexibility. It can also review customer needs by identifying changes and responding appropriately. It can also support people development by identifying relevant strategies. It supports a number of improvements including retention, productivity, quality outputs and work-life balance of employees. Workforce planning also enables organisations to target inefficiencies and recommend strategic value which can be delivered through talent. Based on where it can have a key influence, this will inform a number of people practices including succession planning, design and development of the organisation, initiatives for work-life balance, recruitment and talent management alongside retention strategies. It can also influence design of jobs, learning and development strategies and reward and recognition strategies (Workforce Planning | Factsheets | CIPD, 2021). 

A workforce plan is often conducted alongside the overarching organisational strategic plan where HR departments are typically responsible for the bulk of the work, however senior managers may also be involved in the process alongside other leaders responsible for strategies i.e. CEO. The leaders of an organisation are required to evaluate the plans abilities alongside anticipating and responding to future needs of the organisation. To enable this, an organisation may review performance indicators as measures, such as return on investment or productivity, and industry data may be analysed to establish benchmarks. During the workforce planning process, specific tools are utilised within each section. For example, analysis of various data to identify trends such as workforce demographics, attrition rates, competitive forces, global markets, anticipated workforce availability in local demographics, external demand and the future composition of the workforce. Other tools to utilise during the process would include ensuring an inventory of the current workforce including a skills analysis, an inventory of the future workforce needs, and a gap analysis. All of which will identify solutions to close any gaps and allow for strategies to be developed in recruiting, training, retaining, contingency plans for staffing and flexible working arrangements (Practicing the Discipline of Workforce Planning, 2021). 

Basic people plans are a group of planned activities which an organisation carries out to address its overall company strategic objectives ensuring that the right people are in the right places with the right skills at the right time. This will involve reviewing its current employees skills and capabilities, the skills that are required for the future and the strategies needed to ensure these requirements are met (Taylor and Woodams, 2016). There are a number of phases of workforce planning including strategic direction, supply analysis, demand analysis, gap analysis, solution implementation and monitoring progress. The strategic direction is key for any workforce plan, whereby the leadership of the organisation set out the key goals and objectives, enabling understanding and how the alignment of the workforce is crucial for success. A supply analysis ensures the current workforce is understood, alongside predicting its change over time by reviewing attrition rates and other trends. A demand analysis differs, as this reviews the organisations requirements within its current and future workforce. A gap analysis, as the name suggests, identifies gaps between workforce demand and supply, enabling organisations to identify priorities which will have the greatest impact on overall performance. The solution implementation phase identifies the interventions and activities that will be utilised to close gaps which have previously been identified to ensure strategic goals are met. The final phase of monitoring progress must be carried out regularly, monitoring performance of any solutions which have been implemented. It is key to review the impact any interventions have had on the identified gaps, focussing on continuous improvement and maximizing effectiveness. Monitoring is also key as strategic direction and supply and demand changes, therefore plans must be updated (Workforce Planning, 2021). Succession planning is essential for long term success of an organisation, and a basic definition is the development of talent to move into leadership positions, should they depart. For effective successful plans, it is vital to understand the skills and performance levels of employees within the organisation. An example of where this can be achieved is skills matrices based on performance. Workforce planning and succession planning should be used in conjunction to ensure they are best utilised, as both relate directly to each other. Whilst workforce planning will support the organisation to compare and contrast the needs of the workforce with specific objectives, succession planning provides an insight into the skills of the workforce identifying those who will grow into higher positions (The Link between Succession Planning and Workforce Planning - FourVision, 2021). 
 

3. Your Director asks for your thoughts on how the organisation can attract the talented people it requires and ensure that these people stay with the organisation. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach. 

Resourcing strategies should be based on attracting the best people and positioning the organisation alongside its competitors. There are a number of approaches to both attracting and retaining talent, including analysis of competition, organisation positioning and employer branding, all of which with their own strengths and weaknesses. Competitor analysis occurs prior to any resourcing strategy decisions are made, and involves analysing what competitors are doing. This references labour market competitors, and the analysis will consider both strengths and weaknesses of their employment packages being offered for example pay and benefits, job security, the role and the environment for work, and the learning and development opportunities. The main strength of undertaking this type of analysis is the organisation has an awareness of the competitions offerings and can make informed, evidence-based decisions on what to offer potential employees, ensuring this differs and stands above other organisations. This makes it a useful tool if you are targeting the same audience. However, a negative of this approach, is that it focuses entirely on what other organisations are doing and aligning strategies based on this. It does not consider an organisations own target market for people, workforce demographics, local demographics and the available recruitment pool, therefore the analysis may identify employment packages which are ineffective (Taylor and Woodhams, 2016). 

Organisations make decisions around how they wish to present themselves to the labour market. Higgs (2004), identifies some common approaches which are based on two different factors – reward and culture. The approaches to organisation positioning are distinguished as firstly ‘Employer of cash’ – where organisations pay employees well, but generally treat them harshly i.e. having an expectation of working long hours. It is difficult to associate any strengths with this approach, however it does allow for companies to apply minimum time and effort with their employees. An example where this may be of benefit, would be within a high-pressured sales environment, whereby less time with employees allows for the focus to be solely on sales and revenue, ensuring employees are rewarded with competitive salaries. However, this approach will eventually take it’s toll and employees may become burnt out, sickness levels may increase, employees health and wellbeing impacted as workplace stress increases, this will ultimately impact on workplace productivity, commitment, job satisfaction and engagement. The second approach is ‘Employer of values’ – this is often where the organisation cannot offer competitive salaries, however treats employees well for example providing fair treatment, job security, rewarding work. This is often an approach associated with the public and voluntary sectors. The benefit of this approach is treating employees well will impact on their loyalty and commitment to an organisation, ensuring high engagement. However, it does not provide a full competitive stance within the labour market, and organisations who are not paying market value salaries are at risk of retention issues. Thirdly, ‘Employer of churn’ – this approach is generally where organisations both treat employees poorly and pay poorly. This is only a viable option for organisations in a loose labour market, whereby there are a number of job seekers and a minimal amount of positions, where employers can easily replace employees. This approach is often applied to entry level positions or low skilled positions, where options are limited for alternative employment. However, this results in high turnover levels, high sickness levels, disengagement and depending on the business can impact the level of service and customer satisfaction. Finally, ‘Employer of choice’ – this is the optimal aim for organisations, involving paying well and treating people well. This does require an investment both financially and with time from leadership, however the benefits of this approach ensure commitment, engagement, loyalty, motivation, productivity and employees who are willing to provide discretionary effort for an organisation. 

Alongside the above, organisations will wish to consider how they brand their organisation and present it to the labour market. Employer branding is ensuring your organisation is presented in the best light ahead of your competitors in the fight for potential employees. Employer branding considers its attributes and qualities which makes it distinctive, the employment experience, how it appeals to employees and how they will be able to thrive and perform within the unique culture. Similarly to product branding and advertising in general marketing, it is based on the same principles. It is evident the messages delivered about the brand must also be the reality of working for the organisation, otherwise this will result on new recruits being disappointed and current employees being cynical and negative towards the organisation. Both of which will result in damage to the reputation of the organisation. With this in mind, the key starting point is researching into current perceptions of the brand from existing employees and drawing out the positive and unique aspects of the employment experience. Once this has been achieved, slogans and statements to enable the key messages to be communicated to current and potential employees, repeating over a prolonged period via all available channels and opportunities. Where organisations maintain a positive position within their labour markets over a sustained period of time, can reasonably claim the status of employer of choice. Whilst this does take a significant financial investment, alongside resource and time investment from both people departments and marketing departments, the benefits of this include the organisation being well respected and in receipt of a high number of great applicants when vacancies are advertised and graduates compete for places on graduate programmes. There also tends to be low turnover rates. Considering talent management, organisations such as this guarantee highly talented and well-motivated employees which support the organisation to thrive. Consideration needs to be given to ensure selection processes are effective, intelligent and people focussed management styles are applied to support this (Taylor and Woodhams, 2016). 

According to Taylor and Woodhams (2016), in order to reduce turnover levels, it is essential to understand the reasoning for people leaving the organisation, and once this is ascertained, a retention strategy can be implemented. One retention initiative will be learning and development of employees and according to Cappelli (2000), organisations have reverted back to more traditional retention methods, for example promoting long-term career paths and investing heavily into people development. Examples of activities within a learning and development retention strategy could be regular appraisals, investment in training, development of skills linking to succession planning and workforce planning (Taylor and Woodams, 2016). According to one study, 94% of employees would remain with an organisation who invested in their career development. Equally, the benefit of learning and development initiatives include the cost of hiring new employees rather than training and retaining current employees. Learning and development initiatives will also improve productivity rates, job satisfaction and reduce workplace risk. Learning and development has also become a standard expectation from future talent, particularly the younger market. Learning and development does have a significant cost to an organisation, both in time for the employee to attend, the cost of training itself, and time of management in coaching, mentoring and giving regular feedback. There is also risk that employees could take their new skills to a competitor. Those responsible for learning and development must also ensure training has quality assurance or results will be ineffective (The Importance of Employee Learning and Development - HR News, 2021).  One of the most popular retention mechanisms is compensation. Strategic initiatives may include benchmarking salaries against other companies, an evaluation ensuring reward is equitably distributed, flexible benefits packages that suit the needs of its employees, focus on intrinsic rewards for example pride in your own work, enjoyable work, feelings of accomplishment, learning something new, autonomy and carrying out a variety of work (Taylor and Woodams, 2016). The benefit of applying attractive pay packages alongside other forms of deferred compensation or benefits, is it offers direct competition with other employers. Other benefits can also be added which are cost effective to an organisation. However, financial rewards and pay packages are easy for outsiders to match and bonus incentives end up being another element of compensation which in turn contributes to wage inflation. Intrinsic rewards can in theory not be resource heavy, however they will rely heavily on management to implement and apply consistency (Capelli, 2000). 

4. In preparation for input at a managers meeting, summarise the following: 

· Key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
· Different methods of recruitment and selection, and the strengths and weaknesses of each
· Good practice in relation to dismissal, redundancy and retirement

Throughout recruitment and selection activities, the job description is one of the key documents. Generally, a job description will consist of a job title, rate of pay or salary, the main location of the position, the supervisor or line managers name and position, details of any direct reports, a summary of the main purpose of the role, the principle duties listed together with brief descriptions, and any reference to other documents that may need to be expanded on (Taylor and Woodhams, 2016). Prior to putting together the job description, a job analysis should be carried out, including gathering information about the job for example if the job exists or if it is new, the purpose and duties, how and where it will be carried out, the outputs expected and how it fits into the structure. The job description provides an explanation of the detailed requirements of the role such as responsibilities and objectives to potential candidates. It supports the recruitment process by providing clarity of the role for all involved in the process. It is also utilised for clarity during the induction process and when monitoring performance and objectives during the employment journey (Recruitment Process Overview | Factsheets | CIPD, 2021).

A person specification differs from a job description. The job description is focussed on the nature of the role, however a person specification focuses on the necessary human attributes for someone who will perform within the role. Person specifications tend to cover the skills – for example level of IT competence, language requirements, tools and techniques, and any experience required such as within a similar role, organisation or industry. It will also include any required qualifications and specified education. It will include any personal attributes such as interpersonal skills. It is common practice for the person specification to be divided into essential and desirable criteria (Taylor and Woodams, 2016). The personal specification details the essential criteria to support the selection process meaning the characteristics detailed must be clear, demonstratable and avoid any bias within the wording. On occasion competency frameworks can be used as a substitute for person specifications (Recruitment Process Overview | Factsheets | CIPD, 2021). 

Competency framework is a structure which details and provides definitions to individual competence requirements in specific roles working in an organisation. It will define competences such as people management, problem solving and is what people bring to the job. These will include the behaviours which are required alongside the ability to perform within a role for example critical thinking or analytical skills. Consideration must be given in the design of a competency framework and only measurable components should be included. It is good practice to limit the amount and complexity of the competency aiming for no more than 12 per role. These may be arranged into clusters such as core competencies – applying to all jobs and aligning with the organisation’s values; common competencies – for particular jobs i.e. management will have specific competencies; technical or role specific – applying to technical expertise and the depth required; leadership competencies and ‘meta competencies’ – competencies required for the future when employing high-potential recruits for development. This allows the competency frameworks to be accessible for users. The framework should outline definitions and/or examples of expected behaviours and different levels of performance, including negative indicators (Competence & Competency Frameworks | Factsheets | CIPD, 2021). 

There are a number of ways to generate interest from potential applicants. One method will include identifying appropriate advertising methods and consideration would be given depending on the role, the target market, local demographics and available recruitment pool i.e. targeting adverts further afield. There are a number of internal methods for example – noticeboards, intranet, employee app or portal, via word of mouth through current employees or through refer a friend schemes, print advertisements such as newspapers, specialist magazines, online advertisements, local radio, job centres, employment agencies, educational liaison to utilise careers services, fairs, colleges and students (Taylor and Woodams, 2016). Word of mouth, internal promotion and refer a friend schemes are positive in promoting internal development and advertising positions within the local community, however they do not do enough to attract a diverse workforce and should be utilised to compliment other strategies. External recruitment i.e adverts and utilising social media benefit from widening the talent pool and the majority of candidates expect the ability to search, view an organisation credentials and brand, and apply for vacancies online. Outreach work through linking with education sectors also widen the talent pool, and also promote opportunities for graduates and those coming to the end of qualifications. It provides an opportunity to position the organisation as an employer of choice with young people and education settings. Recruitment services and agencies are another method and will often have a number of applicants ready for vacancies. They also offer a range of services which can be time consuming for organisations such as attracting, managing responses, screening and shortlisting on behalf of the employer. However, in order to be successful, agencies require a good understanding or the organisation and its requirements for the position. They can also be a costly resource (Recruitment Process Overview | Factsheets | CIPD, 2021). 

There are equally a number of selection methods to be used to identify potential employees. Selection is identifying which individual is best suited to the job and the company, by assessing them against the job description, person specification and/or the competency framework. There are a number of techniques and some examples include interviews, ability and personality tests, assessment centres and references. Interviews can be carried out via telephone – which is common during initial stages, face to face conducted by the line manager and a member of the HR department, panel interviews – where a number of individuals from an organisation may attend for example recruiting a director, or group interviews. Interviewing provides consistency and structure to the recruitment process, providing a fixed interviewing schedule however allowing the conversation to be tailored to the specific candidate if probing is required or specific examples needed. Competencies can also be utilised during the interview process, where applicants are required to provide examples and demonstrate how they have met the competencies, or answer scenario based questions, which is helpful in drawing out peoples responses to situations. Ability and personality tests vary including IQ tests, basic literacy and maths tests and specific skill and job specific activities. These tests are useful in shortlisting the stronger applicants, particularly if there is a high number of applicants, but should not be used in isolation. This can be particularly useful for competitive roles and offer supplementary data to assess alongside other selection methods. Personability tests are often used for leadership positions where there is a requirement for behaviour skills such as communication and emotional intelligence. The outcomes are assessed against the position and whether the candidates natural personality matches. Assessment centres are considered a sophisticated selection method where a group of applicants are assessed individually. They can include activities such as presentations, interviews, work samples i.e. an element of the role or activity, group activities and/or role playing. Assessment centres offer a valid measure of an individuals suitability by cross referencing the information obtained through the variety of methods utilised. Once a candidate has been selected, further checks are often carried out through employment references. A reference is a testimonial from a previous employer or a character reference from a person who knows the employee well. Previously, references would have been a useful source of information as companies would request a substantial amount on a persons suitability for the post and their employment history, however due to threats of legal action around references, employers now generally provide basic details including job title, dates of employment and reasons for leaving therefore they no longer hold as much weight as previously (Taylor and Woodhams, 2016). 

A dismissal refers to the employment contract being terminated by the employer and to situations where the employee has failed to meet the job requirements. Generally, both parties understand the dismissal has occurred. There are fair reasons for dismissal, and these include the conduct of an employee, the lack of capability or qualification of the employee, a statutory requirement, redundancy or some other substantial reason. It is essential for an organisation to have a fair disciplinary procedure. It is also good practice that an employer has fair grounds for dismissing an individual and has adhered to a fair process when carrying out the dismissal. This is achieved through a fair dismissal procedure. Whilst an employer may believe the dismissal was fair, the employee may have a different perception of whether they have been treated fairly. The majority of unfair dismissal cases can only be made if an employee has two years service. However, there is no service requirement for cases of sex discrimination, racial discrimination or discrimination on grounds of disability or other protected characteristic. The process must include a full investigation and documentation, evidence, and an opportunity given for improvements, as dismissal must be a last resort (Hook and Jenkins, 2019). 

Redundancy refers to the dismissal of an employee as their position within the organisation is no longer viable. The Employment Rights Act 1996 sets out that redundancy occurs where there has been or will be a closure of the organisation or workplace, or there is no longer requirement for employees to be carrying out work of a specific kind. Good practice within the redundancy process is to seek alternatives to compulsory redundancy, which offers a number of benefits around reputation and employee morale. Alternatives should be considered such as recruitment freeze, redeployment of talent, overtime freeze and/or pay cuts, reductions in hours, sabbaticals, voluntary redundancy or early retirement. Once all options have been exhausted, it is vital the organisation follows the correct procedure and communicate with people. Key requirements for redundancy include identifying the pool of employees who are ‘at risk’ of being made redundant. Each employee must be consulted with on the proposed selection method and methods to minimise the number of redundancies. Collective consultations and briefings may occur, however consultations on an individual basis must always occur. The section methods must be objective and reasonable and examples may be length of service, scoring individuals based on performance measures, or allowing those ‘at risk’ to apply for new positions. There are minimum levels of redundancy compensation based on age, length of service and salary (Taylor and Woodams, 2016). 

Traditionally, retirement was the scheduled departure of an employee based on reaching the set age, however this has changed significantly, and individuals now have a level of control over the process. It is also unlawful to enforce compulsory retirement unless there is a genuine reason, and for many individuals, flexible options of employment are preferable than departing an organisation fully. During examples of employees becoming unable to perform within their role based on age related factors, these would be managed through the organisations capability and performance policy and procedure. It is best practice to have ongoing conversations with employees around their intentions and work through a range of options once retirement becomes a consideration, and these include a reduction in working hours, moving into a role with less responsibility,  winding down – reducing hours over a period of time, atypical contracts – flexibility and considering extended periods of leave, retiring from permanent employment but remaining on a consultancy basis or in casual ad hoc employment (Taylor and Woodhams, 2016). 
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