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[bookmark: _Toc94990880]Executive Summary
This report will underline the impact that Covid-19 and the subsequent internal factors had on Hornbill Engineering Ltd in the context of how it manages resourcing and talent. It will underline the current processes and procedures HEL operates, and underpin their shortcomings.
[bookmark: _GoBack]HEL have seen a significant increase in workload and profit turnover in the post-pandemic recovery which has resulted in immense demand for labour at the organisation. This means that resourcing and managing talent in an effective way is extremely important to HEL in this current time with the extremely tight and competitive labour market.
Throughout the report, literature will reveal that apprenticeships schemes and succession planning is instrumental in developing skills in-house and are an effective way of circumventing the external labour market which subsequently means that the issues this brings do not affect the organisation.
Recommendations will be made to HEL to implement an effective apprenticeship scheme in order to ensure the development of apprentices within the organisation and ensure that they are set up for success when they join, and in the best case, assume key leadership roles.
A further recommendation will be made to develop a ‘race horse’ progression process in order to identify key employees who are destined for success within the organisation to ensure that they are to succeed the key roles when the incumbents of those roles ultimately leave or retire. 
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[bookmark: _Toc94990881]Glossary of Abbreviations
HEL – Hornbill Engineering Ltd
JRS – Job Retention Scheme
ER – Employment Relations
HRM – Human Resource Management
MBO – Management Buy Out
HR – Human Resources

















[bookmark: _Toc94990882]Introduction
HEL is a medium-sized enterprise, consisting of an average of 140 employees. HEL are a high-end, full-service electrical engineering partner, who offer their services across the globe primarily to heavy industrial businesses and the utilities sector. Given the nature of the work HEL undertake, resourcing and talent management can be challenging, due to the specific high skill-set necessary to be compliant with the governing bodies. Often, talent pools can be scarce whilst recruiting especially where there is a tight labour market due to external factors such as the covid-19 pandemic and therefore, alternative ways of effectively resourcing and managing talent will be critical to the organisation.
The scope of work HEL undertake has meant that throughout the pandemic, work has continued as normal due to the fact that many of its clients are considered essential services. Furthermore, since the easing of restrictions and a slow return to normality, HEL has seen a surge in demand for its services and therefore have experienced substantial growth. This has also resulted in a critical need for growth in personnel, and given the tight labour market, it is crucial that resourcing and talent management is carefully considered and planned.
The pandemic has had many different effects on the labour market as it is today. On one hand, the pressure it has placed on the economy has seen some organisations implement recruitment freezes in order to cut budgets and avoid redundancies, however on the other hand, after utilising government schemes such as the JRS, many organisations have survived the toughest parts of the pandemic and, like HEL, are now experiencing significant growth (CIPD, 2021). The ONS (2022) revealed that the number of job vacancies between the months of October to December has increased by 462,000 compared to the pre-pandemic January to March 2020 level, and rising to a new record of 1,247,000 vacancies. Yet the employment rate in the last quarter has increased by 0.2% to 75.5% in total (ONS, 2022) indicating that the labour market at this time is an extremely tight market, given that rates of vacancies and the rates of employment are both increasing. 
The CIPD (2021a) define talent management to be ‘the systematic attraction, identification, development, engagement, retention and deployment’ of individuals possessing high potential or individuals within highly critical roles. The current labour market has forced HEL to place high focus on retaining and developing existing employees because inevitably, traffic on external recruitment has been extremely slow. Placing more dependency on developing the skills of employees in-house can essentially mean that there is a decreased need to rely on the external labour market to attain the skills necessary for HEL’s specific skill-set, in addition to reducing recruitment costs. This can include employing more young workers at an apprentice level, or recruiting employees that do not fully meet HEL’s skill criteria and creating programmes that allow for development of those employees to gain the experience and full skill-set necessary.
[bookmark: _Toc94990883]External Factors Affecting Talent Management.
Covid-19 has been one of the most unprecedented occurrences businesses have ever faced. Financial hardships have been a common trend in businesses throughout the pandemic and this has had a significant effect on the way organisations are able to attract, recruit, develop and retain their employees. McCartney (2020) demonstrated that in a study of 301 HR Professionals at the beginning of the pandemic, 52% stated that all hiring had been frozen with only 14% stating that hiring would continue as normal throughout the pandemic. This highlights that the labour market at that point would have been extremely tight for jobseekers, as the number of employees on payroll in the month of May 2020 was down 600,000 meaning that many more people were also looking for jobs (ONS, 2020). 
However, the pandemic had the opposite impact on HEL. Due to HEL’s clients being primarily utilities companies, HEL were among the few businesses that were considered essential and not only did they maintain their financial turnover throughout the pandemic they consequently expanded immensely too. This however, brought its own challenges to resourcing and talent management. Through increasing turnover in the second year of the pandemic, HEL also needed to expand its workforce and the labour market by this time was extremely saturated and tight for recruiters. The ONS (2021) reported that by September 2021, the number of employees who were on payroll had returned to pre-pandemic levels, yet the number of job vacancies had risen to 1,034,000, which is the highest it had been since records began. Furthermore, the CIPD (2021b) reported that 49% of employers said that they had difficulty attracting suitable talent when attempting to recruit. Evidently, with the labour market being so tight, it has become more apparent that developing skills in-house is the most practical strategy to take in terms of resourcing effectively at HEL.
Moreover, the pandemic has impacted talent management in a social context too. Murray-West (2021) highlighted that 85% of adults favour a hybrid working model since the pandemic which is therefore influencing their choices when looking for job opportunities. With a vast amount of people now looking for at least some level, if not fully-remote working going forward, the talent pool that will be attracted during the hiring process will be decreased significantly if an organisation does not permit remote work. This is a factor that HEL are currently experiencing when recruiting and attempting to retain existing employees. 
Furthermore, ‘the great resignation’ has seen record numbers of employees leaving organisations for greater pay benefits, better work-lie balance and remote working and so organisations now have to re-evaluate how they retain talent and reduce turnover, which will consequently lead to attracting better quality talent and build a more engaged and successful organisation (Chugh, 2021; Cook, 2021; Kamal, 2022; The Guardian, 2021). Evidently, focus needs to be placed on the retention of staff and an effective way of aiding retention is through investing and developing employees in their careers.
Williams, Korn and Boginsky (2021) report that employees are now leaving employers that are no longer accommodating their needs, and that over half of workers are reporting that they will no longer return to a job that does not offer remote working. Which ultimately affects the attraction, recruitment and also the retention of employees.
Unfortunately, the pandemic has had many negative effects on the development of employees in organisations. Stewart and Cureton (2014) highlight that during recessions, organisational priorities are shifted to survival therefore, decreasing learning and development budgets which most certainly was the case at HEL. This can have a negative impact on progression planning and organisational development, because when employees are given the opportunity to promote, it is often accompanied by the need to complete further external development, such as degrees. Kshirsaga et al. (2020) highlighted that capability building is essential to ‘future-proof’ a business and that organisations cannot afford to put that on hold. This underpins that, even during volatile environments, it is important that HEL maintains a suitable budget to enable development in order to ensure the organisation does not merely survive the complex times but also sustains long after they have passed.
Evidently, for an organisation that does not offer remote working, a greater focus will need to be placed on retaining current employees but also on developing those existing staff to fill any potential performance gaps within the organisation. If an organisation is to place greater focus on developing skills in-house, then greater focus will also need to be placed on retaining existing staff. Fortunately, the CIPD (2021b) report that investing in skill development also aids in increasing employee engagement and retention, thus highlighting that developing skills in-house has many benefits to it. 
[bookmark: _Toc94990884]Internal factors Affecting Talent Management. 
HEL have many benefits to offer such as flexibility in start and finish times, family commitments and engagement events giving greater opportunity to attract, recruit and retain employees. Greater benefits at an organisation can essentially negate the perception that there is a ‘better job’ elsewhere, improve job satisfaction, and reduce the chances of employees leaving the organisation and decrease employee turnover (Taylor, 2019). Furthermore, with the tight labour market jobseekers are essentially demanding exactly what they wish within employment, meaning that the more benefits an organisation is to offer the easier they will be able to attract talent. Blake (2021) reports that whilst salary is important to employees, work-life balance and roles with higher a higher purpose are more attractive to employees and therefore, it is important to advertise these when recruiting externally and also practising it internally in order to retain employees.
A recent MBO within HEL has resulted in a restructuring to a more layered hierarchy. This has meant that many positions have become vacant allowing for natural progression amongst some existing employees and enabling a greater focus on internal development. More internal vacancies means that a greater focus should be put on the retention of employees in order to ensure that the key employees that are identified to progress into the vacancies are likely to stay and undertake the higher positions. However, as the CIPD (2021b) reported, progression and development are key factors in retaining and engaging employees.
Additionally, there are many opportunities that HEL can also take into consideration when effectively planning resourcing and talent management. The vast influx of new work for HEL denotes that there is a great sense of job security, and will inevitably result in many more new vacancies coming to the forefront. In order to ensure that HEL are agile and responsive in their efforts to effectively resource for the increased workload, they must also be innovative. This is an ideal opportunity to develop robust strategies for recruiting entry-level employees with the intention of developing their capabilities in-house, through programmes such as an apprentice scheme.
Moreover, HEL do not currently operate any organisational planning in order to effectively manage talent and resourcing within the business. Therefore, this is also another great opportunity for HEL to improve on, in order to positively affect talent management. Organisational development will focus on enhancing the value of an organisation through utilising its current resources (CIPD, 2020). The CIPD (2020) further explain that continuous organisational development is critical in aiding an organisation in achieving it goals through an ever-changing external and internal environment, purporting that organisational development is critical in an organisations success.
[bookmark: _Toc94990885]HR Systems, Processes and Practices at HEL.
Presently, HEL do not have robust systems in place that focus on effectively managing resources and talent both externally and internally. This results in a lack of organisation, a lack of genuine talent, high turnover of staff and increased ER issues. These issues all stem from a lack of process behind recruitment, lack of progression within the organisation causing decreased job satisfaction and decreased productivity due to a lack of constructive feedback which can in turn cause damage to the organisation in the form of cost implications and employee morale (Stovel and Bontis, 2002).
[bookmark: _Toc94990886]Apprenticeship Schemes
Whilst HEL’s processes are not robust, there are many ways HEL attract and attain staff, and with improvement will be extremely effective in future. One of HEL’s biggest ways of resourcing is through apprenticeship schemes. The CIPD (2021c) highlights that apprenticeships have many benefits to an organisation in terms of talent management, such as, maintaining or improving future skills in the business, improved standard within the good and services an organisation has to offer and improved employee morale. Apprenticeship schemes are easy ways to meet skills requirements, and ultimately avoid heavy reliance on the external market by efficiently planning the apprentice’s succession throughout their career. 
Unfortunately, at HEL whilst apprenticeships play a large role in its resourcing plans, there is still some room for improvement in order to effectively manage the talent of apprentices and ensure that they are destined for leadership roles within the organisation in future. The CIPD (2021c) further explain that to maintain a successful apprenticeship scheme, employers need to provide ongoing support, pastoral care and mentoring, which HEL have neglected with their apprentices as the business is becoming busier and resources are becoming scarce. Unfortunately, apprentices at HEL are often used as mere labour and their development as skilled tradespeople and future leaders is forsaken. However, 78% of employers stated that hiring apprentices helped them improve productivity within their organisation and therefore they should be developed correctly in order to ensure this (Gov.uk, 2022).
Roslansky (2021) underlines that hiring new employees based on their skill set rather than their work experience can significantly expand the diversity of talent pools and become an effective hiring tool. Apprenticeships are an effective way of doing this, being able to set aside work experience and qualifications with the expectation that this will be achieved in-house can maximise the skill-set of the whole business ready for the future. Furthermore, Campbell and Keen (2020) state that apprenticeships will be highly important to the UK’s post-pandemic recovery and highlight that at the company EY Global, apprentices are seen as the future leaders and therefore greater focus is placed on their apprenticeship programmes in order to ensure that skills that may be needed in the future are already being developed and integrated in the organisation now. 
Taylor (2019) explains that employing people directly from educational institutions is an effective way of influencing the organisations own labour market and introducing fresh talent into the organisation. Subsequently, by raising the profile of the company within the community through local schools by providing industry placements, arranging school visits and buying or donating equipment for the schools, it can be a significant tool in ensuring that more people know the business from a young age and influence them into being a part of the industry and organisation when they are older.
Furthermore, with the pandemic particularly affecting young workers aged between 16 and 24 (ONS, 2020a), the government released funding opportunities to promote organisations employing young workers in the ‘A plan for Jobs 2020’ (HM Treasury, 2020), such as the ‘Kickstart scheme’ and further apprenticeship funding (CIPD, 2020c). This means that, now more than ever, implementing apprenticeship schemes within an organisation to loosen the labour market slightly is easier and more cost effective than it ever has been and can therefore be extremely effective.
[bookmark: _Toc94990887]Succession Planning
HEL does not currently effectively manage a formalised progression or succession route process and therefore does not consciously allow for functional development among employees which leaves the organisation open to vulnerabilities when there is sudden change and skills gaps within departments. Barnett and Davis (2008) underlines that progression and succession planning offers organisations benefits through providing continuity in leadership, decreased turnover and increased retention of key employees whilst also contributing indirectly and directly to business and financial results. 
Furthermore, many organisations stress the importance of succession planning such as Disney, GE and Microsoft (Cavanaugh, 2017; Harrell, 2016). Evidently, progression planning is a necessary aspect to explore when managing talent and resources within an organisation, especially given the challenges that have come with the recent pandemic.
Taylor (2019) underpins that the traditional approaches to succession or progression planning have many disadvantages to many organisations such as, subjective selection, disfavouring women and ethnic minorities and that it does not often conform with principles of ‘best practice’ HRM. Moreover, the CIPD (2020b) Highlight that a further issue with succession planning is that it does not consider the non-managerial roles that may still be instrumental in the company’s success. For example, at HEL individuals who are electricians and technicians may operate in extremely specialised fields such as fibre optics, and when these employees depart the organisation, usually they are not replaced due to insufficient training amongst other employees in these fields. 
On the other hand, however, Kispal-Vitai and Wood (2009) deemed that research suggested there was a clear link between an organisations superior business performance to the presence of a formal succession planning strategy within that organisation. Furthermore, Taylor (2019) agrees that a succession plan can indeed improve retention, enhance the employer’s reputation and contribute towards a stronger organisational development. 
At the company Selangor Dredging Berhad, the Head of Human Resources reported to Writer (2019) that 80% of team manager and above positions had been filled by talent that had emerged through the succession planning initiative that they had implemented through the talent management programme. This highlights that succession planning can be an extremely effective way of resourcing, and be exceedingly beneficial in ensuring continuous leadership in an organisation. Even more so, Wilkerson (2007) highlighted that Succession planning was becoming imperative to the operation of a business, and that it is a key element to managing talent and aiding the organisation in achieving its future goals.
Taylor (2019) and Bechet (2008) highlight that there are distinct stages to effective successions plans. This included identifying the key positions that require specific expertise and experience in order to be carried out efficiently, this usually involves chief executives and senior managers according to Nyberg et al (2017). Furthermore, this can also involve ‘key contributors’ to the organisation according to Cascio et al. (2017), who are individuals within an organisation who will cause significant disruption to the company if they were to leave for example, engineers who are specialised in an extremely specific skill.
Secondly, Taylor (2019) and Bechet (2008) underline that the next step is interpreting the key capabilities and attributes that will be required within this role in the future. It is fundamental at this point that the successor is chosen for what is right at the time they are going to succeed, and not for the present (Bowick, 1996; Cascio et al., 2017).
Next, it is essential that candidates are identified for these positions (Taylor, 2019; Bechet, 2008). Blass (2009) explains that one method of identifying potential candidates is through grading employees on performance and potential by using a nine-box grid which rates employees performance as good, satisfactory or poor and their future management potential as high, moderate or limited.
Subsequently, the identified individuals should then be provided with focused development plans in order to prepare them to assume those key positions in future (Taylor, 2019; Bechet, 2008). Succession plans will vary significantly depending on the individual, the role and the circumstances of the current post-holder.
Finally, the progress of the identified successor should be regularly reviewed through frequent performance or 360-degree feedback appraisals. Evaluation should take place after this in order to address any issues that may arise in the future (Taylor, 2019; Bechet, 2008).
Naveen (2006) explained that two types of succession processes among many others include the ‘horse race’ process, and the ‘relay’ process. The first would be where two or more senior employees compete for the succession post and the latter includes an ‘heir apparent’ being selected for succession years before the incumbent leaves or retires. Naveen (2006) further underlines that organisations that operate relay succession tend to be larger, more diverse and in less homogenous industries which usually tend to have complex hierarchies. Taking this into consideration, HEL would more than likely benefit from developing a ‘horse race’ succession process to suit the organisation.
Succession and progression planning is becoming an increasing priority for HRM as the business environment grows more volatile. Multiple factors are now contributing to the need for talent management such as the changing demographics, and the ‘baby boomer’ generation now starting to retire and an extremely tight labour market during the pandemic leading to uniquely talented people becoming a rarity and reducing the size of the external talent pool (Taylor, 2019). The option to develop skills in-house is an extremely effective way to manage a diverse talent pool and avoid having to resource externally.
[bookmark: _Toc94990888]Conclusion
Evidently, the ongoing pandemic has had a profound effect on resourcing and talent management and will continue to do have such an effect long after the pandemic has ended. For HEL it has highlighted the need to adapt to new and innovative ways of managing talent and utilising existing resources in order to ensure skill gaps are filled and resourcing within the company effectively strategized in order to future-proof the organisation. Literature has revealed that developing skills in-house is an effective way to ensure that talent exists in the organisation and also will be there to suit the business’ future needs.
The pandemic has had unprecedented effects on the way businesses now manage their resources and talent, and severely affected the labour market through many more ways than just one. The market experienced a rapid change from being one with plentiful supply to becoming an extremely tight market coveting demand. The rapid changes are unlikely to stop soon the longer the pandemic looms, and more change is highly likely to come when the pandemic is deemed officially over. Consequently, HEL along with other organisations will need to prepare for the changing dynamics of the labour market by ensuring that alternative ways of resourcing and managing talent are strategized.
In order to this, evidently, greater focus needs to be placed on apprentices and progression planning at HEL. The challenging climate that has come with the ongoing pandemic has highlighted the short comings of the current apprentice scheme, conveying that greater focus on the development of apprentice can ultimately ensure future leadership is assured and prolong the retention of those employees. Placing greater focus on employing people based on skill-set and other qualities essentially allows for a larger and more diverse talent pool and can result in more superior talent in the long run when developing employees in-house and consequently augmenting the organisations success.
Furthermore, significant emphasis on succession planning should also be considered, as it is not currently a part of HEL’s HR strategy. As evidence has revealed, identifying key individuals in the organisation and carefully selecting them to succeed key leadership and management roles can assist with retention issues and lead to stronger organisational development. Therefore, implementing succession planning within a talent management strategy will undoubtedly be beneficial to HEL’s success. Evidently, by implementing both an effective apprentice scheme and formal progression and succession plans, the attraction, recruitment, development and retention of talent will become effortless in future.
[bookmark: _Toc94990889]Recommendations
Following the above conclusions, a recommendation is made to HEL to implement a more robust and structured apprentice scheme. The scheme will involve a robust attraction and recruitment strategy based around the basic skill-set and values the candidate possesses rather than their experience and qualifications. Heavy focus on their development throughout their apprenticeship which will centre their qualifications and abilities at work, and finally a well-defined plan on how to retain those apprentices not only through the apprenticeship but also beyond. The aim of this would be to ensure the success of the apprentice and to ultimately set them up for key roles within the organisation in future.
Firstly, in order to attract a wide enough talent pool, all benefits offered to employees should be conveyed when advertising the role. As HEL does not allow working from home, great focus should be placed on the flexibility they are able to offer, and other benefits such as additional holidays and the development opportunities available within the organisation. Recruitment should centre a skills-based approach, focussing on the candidates’ attributes and values and excluding the experience and qualifications as HEL should intend on offering this themselves. 
Throughout their apprenticeship, the apprentices should receive a workbook including objectives from each area of the business, which would allow them the necessary experience to understand the organisation as a whole and assist them in their everyday role. Furthermore, their objectives should also be in line with the content they are learning in their apprenticeship to ensure that we are aiding them in their development as much as possible. Progress reviews should be held with their line manager or supervisor as frequently as once every quarter to confirm that the apprentice is progressing well and provide opportunities to recognise areas that need further progression. Finally, in order to retain the apprentices, focus should be placed on engaging the apprentice in their work in order to ensure they are loyal to the company and receive sufficient job satisfaction. This would include ensuring they are doing work that they enjoy and empowering them to discover their potential, providing them with necessary development opportunities such as additional courses and experiences, and ensuring that communication is above standard to maintain the apprentices’ interests and values in the organisation (Llopis, 2015; Harter and Adkins, 2015). Furthermore, it would be extremely beneficial to the retention of the apprentices to effectively plan for succession, as it has already been established that this also plays a key role in the retention of employees (CIPD, 2021b) and the career progression should be clearly articulated to the apprentice as Crowley (2020) suggests.
The apprentice scheme should be managed by the apprentices’ line managers with the assistance of the HR department. Overall, the apprenticeship scheme should not be too burdensome in terms of costs. Currently, there are lots of grants available through the Welsh Government to aid with funding apprentices, even more so, there will also be funding available to be leveraged through the apprenticeship levy. Costs will mainly derive from time and labour to manage and create the scheme, for example, the time taken for HR and management to have meetings to discuss the apprentice workbooks, HR to create them, HR to sit with the apprentices to ensure they understand what is expected of the workbook and the time taken for management to conduct progression reviews with the apprentice.
The benefit of implementing an effective apprenticeship scheme would be continuous and diverse talent, higher opportunity for in-house progression, and less reliance on external hiring, saving both time and costs of external recruitment. 
A second recommendation is also made to HEL to implement a formal and constructive ‘horse race’ progression plan for key employees who show potential for development and ultimately leadership roles in future (Naveen, 2006). These employees would then compete for the senior positions when they become vacant.
In order to effectively manage succession planning within HEL, the appraisal scheme will play a significant role in identifying the key employees who are likely to show potential to create the talent pool. Conducting frequent performance reviews will enable managers to understand the career paths of their employees through learning the knowledge, skills and abilities of that individual and pinpoint training opportunities that will develop them in their roles. Taylor (2019) suggests performance reviews should occur at least once a year. The identified training along with other development opportunities such as secondments and experiences of other departments within the organisation will essentially equip the employees with necessary skills and experience for future roles and responsibilities.
Finally, HEL should adopt a scoring system as suggested by Blass (2009), Clutterbuck (2012) and Odiorne (1984). The scoring system should score the individuals on both their Performance and potential, and should implement engaging wording such as ‘Solid Performer’ and ‘Potential star’ as Clutterbuck (2012) suggests.
Again, the cost of implementing succession planning within HEL should not be too burdensome and again will cost the time of management and HR to implement and take part in the appraisal reviews.
Moreover, the cost benefit of implementing succession planning will far outweigh the cost of implementation. When considering how much money is lost through losing key hard-to-replace employees, the lost productivity during the time in which the position is empty, and the on boarding and training of new employees, succession planning will be extremely beneficial. Even more so, planned successions tend to ensure continuity in organisational performance whereas abrupt successions can drop operating profits to approximately 18% according to De Almeida (2018).
Furthermore, when considering the volatile environment the pandemic has caused, and the tight labour market that has formed as a result of that, succession planning is an extremely effective way of avoiding excessive reliance on the external market.
By implementing both an effective apprenticeship scheme and progression planning for key leadership roles within the organisations, HEL will undoubtedly effectively develop skills in-house and circumvent the tight labour market.
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