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11
Assess how and to what extent the organisation undertakes workforce and talent
planning.

Castle Leisure until two years ago had no formal talent planning activities. This changed
when the new Director of people joined the organisation. CIPD, (2018) work force guide
discuss two approaches to workforce planning, Strategic and Operational planning. As the
organisation is still in the early days of its workplace planning journey, it was decided that the
correct approach would be the shorter approach which the organisation could achieve in
under twelve months.
This method of planning involves the straightforward easy to gather information:

* Know the organisational strategy for the coming year.

¢ Identify the skill gaps.

e  Number of people need to fill the short-term gaps.

* Recruitment.
e Training.

The organisation has spent considerable time and resources in bolstering the senior head
office team. The organisation has a redundancy built into every job role, so if the training
manager leaves the training officer could in realistic terms just take over. This methodology
was used in all senior roles and works very well.

During monthly succession planning meetings, it was decided to roll out this methodology to
all middle manager roles.

1.2
Analyse internal and external information relating to the organisation’s future people
and skills needs and the availability of talent.

The organisation uses HR software made by IRIS. For Castle leisure it is called Cascade.
The HR team input all data into each employee’s page. Training AP1, qualifications, skill
level, current job role and appraisals are all entered. Each job role has trigger points. If the
organisation were to look for a trainee manager, the trigger points would be:

1. Current job role: Supervisory

2. Qualifications: Degree level or above

3. Training undertaken: Supervisory development or Management development
programmes. AP13

These three parameters are selected, and cascade would produce a list of names. In an
ideal world these employees would all be able to work at a management level. But the list of
names is the starting point. There is managerial judgement used here also AP14. There is
also a backup list provided that ticks two of the three parameters. We use this to get
employees the training they need to progress.

As an Organisation Castle like to promote for management roles internally. This approach
takes them out of the local job market, but we do not ignore this readily available data. We
use indeed to view job descriptions and reward packages and try to stay competitive to the
local job markets as Taylor & Woodhams, (2014) states that most organisations link pay and
reward with resourcing. If we were not offering competitive financial packages and benefits,
we would likely lose the internal appointments we require to keep our skill gap low. The
organisation is in quite a unique sector and a local sales manager for example would not be
the best fit for us, internal promotion is key. Internal promotion also increase loyalty and
retention.

A great example of successful internal promotion is GE, Immelt, (2017) 80% of its worldwide
highest earners have been promoted from within. William Conaty the organisations HR



Manger states that “our principle is to tap into internal talent and not worry about external
factors”.
When the Organisation looks to future and long-term planning, Again Cascade can provide
the detail information to assist with this:

e Skills of current work force

e Turnover rates, who has left and why. AP12

* Age of workforce including close to retirement age, scarily enough 52% of the

workforce is above 45 and a further 26% AP11

These metrics will assist in looking into the future and allow us to start looking for talent to fill
future roles now.

1.3
Assess the extent to which current organisational planning activities are addressing
potential needs.

This is a very hard question to answer. Currently the organisation is struggling in addressing
its own needs. The pandemic has almost wiped out our sector, and Castle have come out of
the latest lockdown in a weak financial position.

Castle leisure’s strategy has always been to offer more than the competitor.

Better customer service by having higher levels of staffing.
Offer better winnings.
e Offer a better product at a lower price.

This business module was able to happen as we had significantly hire visits than our
competitors. Since the pandemic this has not happened, and revenue was down 72% in
2020 compared to 2019.
The first step of survival for the company to start cost cutting:
Whilst operating in 2020-2021:

¢ Cost to play was increased.

e Winnings were decreased.

* Food and beverage costs were increased.

¢ Minimum staffing levels were lowered.
The organisation believed that these cost cuts were necessary as our sector would never
recover.
Upon reopening in May 2021, the trend has changed. Our clubs are hitting capacity on a
daily basis. We currently do not have the manhours to offer even a basic service. Now the
organisation needs to recruit employee at all levels.
At this point in time, we can only assume that the economy is going to bounce back and see
significant growth. The government is reporting a forecast of 7% growth in May and June,
this will be the highest growth since 1941. Partington, (2021)
Our current method of internal promotion will not suffice. | have set up a large advertising
campaign on our social channels including posts and a recruitment video, through
sponsored indeed adverts, and utilising the kickstart scheme. This is something the
organisation has never done, and is very hesitant of, so all eyes are on me.
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Make reasoned recommendations for how the organisation can maintain appropriate
number of people with the skills required by the organisation.

Taylor & Woodhams, (2014) suggests that that the following activities are recommended:

Performance management.

Using our Cascade system, we already collate a lot of data which allows us to run
reports. We could utilise skill matching much more and really drill down into the skills
required a job role and not use just the three, Qualifications, skill level and job title.

Branding.

Again, this is a part of the process we have just started, we have employed a social
media assistant to develop our online presence. He has used his skills in creating a
Video posts for our social pages stating why you should work for Castle. | am sure
there is more to come from this as our presence grows
everyday.AP2https.//www.facebook.com/27983523869354 1/videos/23124623057322
81/

Succession Planning.

This is identifying current skill gaps and future gaps and preparing for it. | believe we
do this well, We have regular meetings AP3 and run a double redundancy system, so
if a key employee leaves, the replacement is waiting to take over. If we are able to
upscale our cascade skill matching, this will also tie into our succession plans.

Staff retention. The art of knowing why people leave and putting in place reasons for
them to stay. As an organisation Castle has looked at this many times. Many
retention schemes have been launched and closed. Castle believe it is as simple as
getting the work home balance right and a competitive financial package is in place
they will retain. In the hospitality sector it is known you are going to be working
evenings and weekends. We could Of course increase shift lengths and maybe
create a 4-day week. There would be a need for more employee numbers but as we
are on a major recruitment drive why not try it?

The pandemic has forced us to change our thinking in the short term. Currently we have a
shortage of manpower AP4, skill is not the issue, we need bodies and fast. Setting up the
companies indeed cooperate page is key as well as utilising the governments kickstart
scheme.
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e Identify and explain the rationale for a specific resourcing activity within the
organisation.

* Agree roles and responsibilities with other contributors to the activity.

 Identify organisational procedures and legislative requirements which
underpin the activity.

* Plan and prepare for agreed role, ensuring the availability of any materials or
resources required.

* Undertake agreed role in a timely and accurate manner, in line with
organisational procedures and legislative requirements.

¢ Reflect on the effectiveness of the resourcing activity in meeting required
objectives and report back to stakeholders.

Due to the Pandemic, it was decided that redundancies needed to be made. The company
followed guidance from government in that the Job retention scheme was only for viable jobs
People Management, (2020). As the company were unsure when and how it would reopen
the decision was made to make cuts early. A thorough analysis was conducted of contracted
hours against projected hours. AP5

There were many discussions, but it was decided upon that 1000 contracted hours were to
be lost.

It was decided to make the redundancies in June. | was brought back from furlough to
complete. Being the only member of the HR team to return to work | was the only contributor
to the programme. As all clubs were closed it was agreed after consultation with our solicitor
that a telephone call and follow up letter was enough. The staff being made redundant all
had less than 2 years’ service as well as significant absence. As there were less than 20
staff from each site, The solicitor informed us that as each site was a separate entity and
due to this number no consultation was legally required. They also stated that due to the
pandemic it was responsible to conduct the redundancies via telephone and to be followed
up by a letter. AP6

The redundancies were scheduled over three days. | needed to call each employee and
inform them. | produced a script to keep the conversation on track. AP7. After | had spoken
with each employee, | then would need to produce a letter for each and post it to their home
address. | would also attach the letter to an email explaining the procedure. AP

Before | started the process, | completed research on redundancies to ensure the advice
from the solicitor was correct. Gov.co.uk, (2020)
| followed ACAS guidance to complete the research:
e Step 1: Check if redundancies are necessary.
» Step 2: Follow the right process, follow your own policy AP10
* step 3: Tell employees as soon as possible, you should tell your employees that
you're making redundancies. Effectively this was our consultation, as we were not
making more than 20 redundancies per site collective consultation was not required.
* Step 6: Work out redundancy pay, for us this was the legal statutory minimum plus
notice. Most employees had a maximum of 2 weeks’ notice.
* Step 7: Give redundancy notice via letter.



e Step 8: Offer an appeals process if the employees feel they were selected unfairly,

Satisfied by the research and that | believed we were doing everything we could have under
the circumstances, | started to work out how much each employee would receive GOV.UK,
(2020)

I had agreed with our Commercial executive that | need to access my office for the week, so
I had access to a land line and my docking station. | also need a new batch of headed paper
and a printer. The headed paper was posted to me. | was given permission to use my office
for the week.

Satisfied | had everything in place and following our own policy and ACAS guidance. It was
time to start the process. | was very apprehensive of the phone calls. | had never made any
redundancies so this was a first and | was unsure how everyone would react. | knew it was
going to be tough, but it was my job to get through it.

I had a target of 20 calls a day. The first day | managed 15. The second day | made the first
call, and the employee was expecting my call. News had broken we were making
redundancies and | think it made the calls easier as the shock had been removed. | followed
my script on every call to keep it on track and kept records and notes of each call. AP7

At the end of each day, | would send the induvial emails AP7 outlining our conversation and
post a letter confirming they had been selected for redundancy and how much each
employee was entitled to. | made sure to thank each and every employee for their service
and said when we opened and needed staff that they would be my first call before hiring
new.

The process of making people redundant is not something | wish to do again. | felt every
emotion with the employee. This process was undertaken early on in the pandemic, telling
employees that they were losing their only source of income was probably the hardest job |
have ever had.

At the end of the process, | made sure | sent out a pack to each selected employee with
information on how to claim universal credit and what they might be entitled to.

Taking the emotion out of the task, upon reflection it was successful. | completed the task,
and we did not receive any appeals. The process was completed on time with minimal
issues. | do believe that as an organisation we acted decisively and swiftly. The activity was
implemented with a total timescale of less than a month. The organisation required a
contractual loss of 1000 hours AP5. That figure was achieved. There were no appeals or ET
claims made against us. | believe that this was achieved by empathy of the conversations, |
was not expecting to be thanked at the end of a conversation after telling an employee that
they were dismissed. In an ideal world | would have preferred to complete the process face
to face with consultation completed. It was just not a viable option due to the pandemic and
every site was closed.

I updated the board on a daily basis via spread sheets AP8 and a teams meeting at the end
of each day. The board were very supportive during the process, even though | was not
offered any help. | completed 100% of the redundancies. AP9
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Hours Analysis Updated 6.04.20

Club Average Contracted Maternity Long Term After Revised Excess
Hours Hours Absence Redundancies Rota JD Hours
Worked

Barnes Hill 1160 1020 40 900 925 ~ (25)
Bootle 1560 1350 20 1174 1000 174
Bridgend 1460 1400 1102 925 177
Canton 1310 1220 801 925
Corhy 1125 1100 24.5 822 925
Merthyr 1550 1500 30 1085 925 160
Nantgarw 1750 1580 83 938 1000 .
Neath 1510 1400 30 1102 925 177
Uskway 1730 1630 10 49 1030 1000 30
Newport Rd 1290 1250 906 925 .
Swansea 1740 1650 46 1084 1000 84
Totals 9590 15,100 283.5 49 10,944 10,475 468

*The above table excludes management hours and maternity has been removed. Holiday hours are included.

Items in Red denote negative hours position.
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Telephone Discussion Notice of Termination Corona Pandemic BT

AP

Iumnuq

Date of Telephone Name Informed By Date Email Sent with Read Date Issued By Notice From Last Day of Cascade Payroll Informed
Contact Receipt Letter Employment Updated
sn & g
08.06.2020 T | -ucennet | 12620 12.6.20 B 22.6.20 28.6.20
. -
Voicemail 11:26
07.06.2020 Paul Bennett | 12.6.20 12.6.20 B 22.6.20 28.6.20
I s
07.06.2020 - EEE Paul Bennett | 12.6.20 12.6.20 I 22.6.20 28.6.20
I :0
07.06.2020 Paul Bennett | 12.6.20 12.6.20 B 22.6.20 28.6.20
.
Voicemail 12:54
07.06.20 T | ousennet | 12620 12.6.20 1B 226.20 28.6.20
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