Talent Management and Workforce Planning

1. AC 3.1 As an employee of Hywel Dda University Health Board (HDUHB) I can see the importance of the retention of staff at all levels, particularly in this current climate. We are currently experiencing around a 10% turnover rate each month in the last 12 months (HDUHB, 2022), this has risen in the last two months to 11.1%.
The 3 top reasons to HDUHB are retirement, voluntary – unknown and relocation. Retire and return is an option for many leavers and it’s possible that many who have left through retirement will then return to the organisation within the specified time period into a role and hours that better suit them. The non-specifics of the second category back it hard to draw conclusions, except to say that many leavers may not want to specify any cultural or managerial issues at the point of leaving, they may not want to burn bridges as the NHS is a big employer for this area of the UK, but they may also find it hard to articulate or confront the issues they have faced, it may just be that they found it hard to have a ‘good day at work’ (HDUHB, 2022). 
For those we lose to relocation, this can and should be considered an area where changes can be made, the location of the health board is remote in terms of the UK and can mean that attracting and retaining new staff can be a challenge, however it is also an area of outstanding natural beauty, amazing education and great quality of life. These can be used from the outset in recruiting those who would want to build their lives in an area like this, attracting talent that is committed to the area as well as the role is important for retention rates. 
The CIPD, 2021 note ‘push’ and ‘pull’ factors can affect turnover, ‘push’ factors tending to be cultural and ethical issues that lead to dissatisfaction amongst employees. This is avoidable turnover and something the NHS should consider with these figures.
AC 3.2 The Longhurst Group (CIPD, 2021) have taken a unique approach to ensuring they harness talent and are an employer of choice across all 9 protected characteristics, with a particular focus on workers with disabilities. Accommodating flexible working and homeworking for those who find it easier and are set up to have all they need at home, seems like a simple solution to mobility issues and accessibility of offices. As well as this they have created a more relaxed, trust-based culture to medical appointments where employees can attend and make up the time without going through complicated processes. These and other initiatives led to a drop from 22.5% to 8.5% turnover in 4 years, as well as attracting talent in unlikely areas by removing barriers and improving employer brand. Taylor & Woodhams (2016) note the considerable buy-in required from senior management when a retention strategy is successfully actioned, it must work on an individual basis; line managers carrying out appraisal and reward in a fair and consistent way. As well as for the teams as a whole and across the organisation with training and development opportunities and alignment with the overall strategy of the business. There will be considerable financial and human resource investment for a successful retention strategy (Taylor & Woodhams, 2016).
AC 3.5 The issue with dysfunctional turnover is that it is turnover that could have been avoided (Taylor & Woodhams, 2016). The costs incurred from dysfunctional turnover are high and can be categorised by; administration of resignation, recruitment and selection, temporary cover, new recruit induction costs (CIPD, 2021). These costs can be high and are a measurable to the company, equally they can be addressed specifically. Indirect costs are those which are harder for an organisation to measure, this is particularly true within HDUHB and other NHS health boards, the loss of an experienced clinician from doctors to healthcare support workers can be devastating to the success and processes within a hospital and even particular ward. To lose skill, experience and knowledge of an organisation with each individual who moves on can mean a loss of output on a much larger scale. The time and cost involved to train someone in a month will still not replace a nurse who has worked in that hospital for 10 years. Taylor & Woodhams, 2016 also note a loss of morale and therefore productivity when turnover is high, this can be particularly notable in smaller organisations with strong client and customer relationships. 
AC 4.3 The onboarding process can be crucial to retaining staff and can often be seen as irrelevant to the role itself, ensuring a fair process accessible to all can be one of the first steps to attracting the right people and says a lot about the brand you are selling (Jason Wright, 2010). It is important this process is effective in recruiting and selecting the correct people for a role otherwise turnover will be high because the wrong people are in the wrong role (Taylor & Woodhams, 2016) but it’s also imperative to monitor how appropriate the talent pool is that’s being reached, how long vacancies are live and benchmarking in terms of internal costs. Another suggestion from Taylor & Woodhams, 2016 is focus groups with new inductees to get an understanding of what went well for them and what wasn’t successful. 
As an employee of HDUHB it is the onboarding process which often lets down the brand and culture, it does not give a good picture of the health board as it is slow and clunky and hard to engage with, notably this is something currently being worked on by the resourcing and recruitment department as an area that has to improve in order to improve cost in this area as well as reduce turnover in those early months of employment (HDUHB, 2022).

2. AC 1.1 Dependent on whether the labour markets are tight and loose may affect the strategy of a company and how they position themselves with their competitors. Using ONS statistics and Bank of England reports can be extremely helpful for organisations to position themselves well for the future (CIPD, 2022). Standing out as an employer of choice can be important as developing an ‘attractive’ personality in a tight labour market can be what sets you apart (Taylor & Woodhams, 2016). Informed Candidate Survey (Glassdoor, 2020) found that it wasn’t just salary and terms that potential employees are interested in, company culture influenced over 30% of candidates as well as how interviews were handled. This shows that competing in salaries alone will not be competitive in a tight market, this is good news for the public sector. HDUHB cannot compete in wage as this is set and not flexible as it can be in the private sector but improving how culture is projected in the public forum and reviewing recruitment and selection processes to better reflect the values of the health board could influence their competitive edge in this current climate.
AC 1.2 We are currently in a tight labour market, there are more job opportunities than there are active job seekers (Taylor & Woodhams, 2016). This means that organisations will find it harder to fill vacancies and the competition for talent is high. A loose market is where the opposite is true, a large number of job seekers for a smaller number of opportunities. This can be the case in a recession where unemployment numbers will rise and wages will fall (CIPD, 2022). 
Companies can use tools such as PESTLE to consider the current trends and address issues within the political, economic and social spheres such as Brexit, Inflation rises (higher than for 30 years, CIPD, 2022) and Covid responses. As well as technological, legal and environmental considerations, will technology be able to replace some roles in the future? (CIPD, 2018), pay gap reporting influencing decisions of where people choose to work, considering environmental and ethical decision making when looking at employers. As well as taking these into account, organisations must plan for the longer term, ACAS research suggests 1 in 5 employers are expecting to make redundancies in the next year (ACAS, 2022). These plans suggest a restructuring and workforce planning that considers less employees and smarter working. If there was ever a time for larger organisations to utilise technology for smarter, speedier solutions it would be now when labour is expensive and hard to come by. This int urn will impact the job market of the future and we may see a turn in the labour market (CIPD, 2022). At HDUHB embracing new ways of working for staff who can, such as flexible and home working could address turnover trends (relocation) as well as rethinking the way employees and candidates could work, attracting those who wouldn’t have considered such a role before. 

3. AC 2.4 One of the good things to come out of the pandemic has been the way organisations have had to adapt quickly to new recruitment practices, not compromising on safer recruitment or fairness. Recruitment is crucial to making sure we have ‘the right people with the right skills’ (CIPD, 2021) Many have used technology to support processes that were previously face to face and the NHS is no different. Within Hywel Dda University Health Board recruitment practices have changed drastically since 2019. The use of real time video conferencing tools such as Microsoft Teams have enabled interviews to go online, online ID checks with new recruits, as well as a lot more creativity with advertisements as they could no longer rely on word of mouth when people were not connecting as much in communities. Reaching further afield externally rather than internal candidates or personal recommendations can also improve the diversity of the talent pool (CIPD, 2022).
The use of social media and online platforms to advertise vacancies can have an Impact on diversity and inclusion for the future as it deals with some of the conscious and unconscious bias all organisations can suffer in the recruitment process. Tyften, 2019 (Forbes) notes how employer brand cannot just be about the workplace, it starts from the recruitment process. If diversity is to be a priority it is important to ensure wording in application forms is non gender bias, that managers are encouraged to understand reasonable adjustment provision, checking data for potential pay gaps. Tyften, 2019 recommends AI in the role of sifting applications, sourcing applications, as well as providing regular updates on the more ‘tedious human interactions’ as a great way to save time and for candidates and employers, this can also reduce unconscious bias within this process. 
4. AC 1.3 It is extremely disappointing to discover that the UK government has put so much emphasis on apprenticeships in recent years that they have inadvertently created a deficit in some of the most crucial skills (gov.uk, 2022). We see in response to this that government take responsibility by developing schemes, policies and funding to enable organisations to upskill their employees in these areas, this is a basic requirement for many roles. In a government research paper, 2016, into literacy and numeracy skills and how they were used in the workplace, it was noted by Hoyles, 2002 that numeracy skills needed were on the rise. As the use of computers and data was being used to drive decisions and profitability there was a greater need for understanding of what information was presented and how it linked to the bigger picture. This is not unique to math skills, Atkinson and Spilsbury, 1993 (gov.uk, 2016) noted nearly half of employers in their sample had a need for oral communication skills and that need was increasing as well as basic ICT. Supporting those coming into the workplace with opportunity to improve those skills and prepare for future requirements. HRD can have a huge impact on the continued learning of employees, Taylor & Woodhams, 2016 argue that how this is delivered will affect how successful it will be in years to come. Assessing development and skills gaps and addressing them in a way that meets the individuals needs could be far more effective to improving the picture of education for the UK in the future.

5. AC 2.1 & AC 2.2 The impact of assessing not just where a business is now in terms of workforce but where they want to be in 12/18 months is incredibly important to meet the needs and gaps between supply and demand (HRStrategy, 2019). Forecasting of labour demand, looking at skills needed, structure and job roles, using past trends to predict output levels as well as considering what the budget will be can all contribute to accurate job and person specifications (Taylor & Woodhams, 2016). Taylor & Woodhams, 2016 suggest a systematic approach working back from what output the business desires and the costs of staff. They also emphasise the importance of managerial experience in this process, what has gone before? What is the market like? Once this is complete then analysing data on the current workforce, likely turnover and skills gaps will enable organisations to accurately reflect what they will need for the future. There is no ‘single formula’ for workforce planning according to CIPD, 2021. Having clear measurements and criteria is key as well as constant assessment of the process, feedback and review (CIPD, 2021). It is possible to address gaps with some targeted training for existing employees, this can also include coaching and mentoring so that knowledge is shared effectively throughout the organisation (Taylor & Woodhams, 2016). CIPD, 2018 note its crucial to match the decisions and planning locally to the overall strategy of the organisation and prioritise critical roles when planning. There is also the possibility of looking outside the organisation either to recruit or outsource for jobs and projects that would enhance the delivery of future plans. When planning within the health board, it can be challenging to consider what the changing face of healthcare will be, seeing changes in trends towards longer lives and increased need for social care and caring for people in their homes has shown a lean towards recruiting for community clinicians and upskilling hospital based clinicians in this area to future proof the existing workforce. 
AC 2.3 The focus of succession planning in contrast to workforce planning is consider the talent pool existing within an organisation, that it has the necessary knowledge, longevity, experience and personal character to step up to the next level when required. This does not consider the whole workforce but just those who fit the bill for the next level when required (Taylor & Woodhams, 2016). Taylor & Woodhams, 2016 identify appraisal meetings as central to the process of identifying those who are looking to progress and develop. CIPD, 2020 consider lateral moves as a valid way to improve and broaden experience and depth of knowledge for existing workers as well as secondment opportunities that will personally benefit the individual and increase perspective. Alongside this Taylor & Woodhams, 2016 consider the merits of ‘new blood’, where they say CIPD recommend a ration of 80:20, maintaining company culture whilst cultivating fresh ideas. Transparency in this process to encourage and motivate employees is vital and can make all the difference in how easily identifiable those potential successors are (CIPD, 2020). Approaching from a perspective of secrecy and hidden agendas will likely have the opposite effect. Taylor & Woodhams recommend a culture of communication and fair opportunity for all to progress where possible, addressing any particular areas of underrepresentation and providing adequate training for those who haven’t benefited from equal opportunities to progress. HDUHB have a ‘global’ communication daily that presents opportunities for training in all areas and links to sign up, this can be seen as fairer than targeting specific employee groups though can also lead to apathy as so much is on offer. Employee appraisal in this sector (as identified by Taylor & Woodhams, 2016) is succinct in its ability to pinpoint what next steps can be for an individual and the path they could follow should they wish (HDUHB, 2022).

6. AC 3.3 & 3.4 As organisations seek to build a strong talent pool of potential successors to key roles as well as a workforce for the future, inclusivity and diversity are central. To ignore gaps in human characteristics and not to address those who may be disadvantaged when considering certain roles is to the detriment of the company’s talent pool (Taylor & Woodhams, 2016). CIPD, 2018 highlight the strengths of diversity in terms of creativity as well as neurodiversity in terms of processing speeds and spotting patterns and trends. It is building this diverse pool from the point of recruitment and selection that creates a culture of inclusivity and the ability for those who feel underrepresented or unaccommodated to speak out. Within the health board much is communicated at all times to ensure that any minority groups either in race, gender, sexuality, disability or faith are included and considered, both in the wording of job vacancies and in communications to all staff (HDUHB, 2022). CIPD, 2022 describe workforce planning as ‘improving business performance and reducing organisational risk by narrowing the gap between a business having the people it really needs and who it actually has’. This is not something that can be done short term or on a whim, it is something which must be cultivated over time and with clear, extensive communication of opportunities to all (Taylor & Woodhams, 2016). The greater the diversity within this pool the more improved the employer brand will be, and retention will increase. Retention of the people who want to remain loyal and also those who understand the company culture and have the longevity and skills to contribute to the next phase of the organisational strategy.

7. AC 4.1 & 4.2 Matching workforce need to different types of worker can be an exact science, and if it isn’t right can really impact the organisation negatively. Wilkins & Blackwell, 2021 highlight the importance of being clear on the distinction between the term worker and employee and the rights they have within your workplace as a result. Within HDUHB we see this balance being managed through the use of bank workers and agency workers alongside substantive role contracts. This allows the hospital to meet the needs of patients, whichever is ever changing and hard to predict, by drafting in the bank and agency staff on short notice without the pressure of holiday and sick pay and other permanent employee benefits. There are many different ways to differentiate between different types of employee and worker, temporary and fixed term contracts can limit employees to remaining under the 2 year threshold, diminishing their rights to go to ET (unless related to equal pay) and reducing their buy in to the company. As an organisation keeping workers at arms length with little mastery or control from the company can have negative impacts in terms of culture and longevity but can come with huge financial benefits. Without the necessity of meeting statutory minimums in terms of maternity, paternity and other family friendly policies and not needing to manage sickness or absence reporting, the savings can go way beyond what is self-evident. There are two main terms used in contracts; implied and express. The express terms of the contract will have precedence over all other terms except those implied. The contract should be issued by the end of the first working day as of April 2020 (Gov.uk, 2022) and this will comprise the express terms of the agreement between employer and employee, including any collective agreements.
It is possible that implied terms will override the contract in instances where they are custom practices. Incorporated terms should also be considered, these won’t be in a contract but could be in the form of an employee handbook. HDUHB have a handbook which is issued to all employees detailing the expectations between employer and employee though I’m not clear if this is also issued to agency and bank workers. This handbook clearly sets out health board values and culture as well as benefits and expectations of conduct but is not legally binding except where there is duplication of implied or express terms within the contract (HDUHB).
