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[bookmark: _Toc94797505]Executive Summary 

The report below outlines the business case for enhancing the learning within HDUHB and developing skills in-house. 
The report below outlines the need to support internal development to strengthen the talent pipeline to future proof HDUHB.  Factors such as a limited external skills market, an ageing workforce and the risks of staff burnout all impact the resourcing and talent management strategies within the organisation. Supporting the learning functions within the organisation enhance succession planning and help develop staff to reach full competency and help plug skills gaps.  The findings of the report indicate that although there is a positive culture of learning and development and movement towards succession planning, some areas can be improved and modernised to ensure that the organisation meets the future needs of the workforce and ensure sustainability in an ever-changing climate. 
The solution makes considerations of how the future workforce wants to learn, in terms of intuitive technology-friendly systems, which encompass the benefits of Netflix style learning. The proposal suggests using a robust LMS programme to deliver learning, encouraging more strengths-based recruitment and implementing a robust talent management pipeline. This in turn will allow employees to provide support and skills for projects, roles, or service initiatives in HDUHB. It will also reduce turnover and support attracting candidates to the organisation. 
The outline cost for the LMS project is £25,000 per annum, based on all staff having access to the platform.  In terms of potential return on investment, it should support the retention of talent in the organisation as per the Healthier Wales (2021) Welsh Government Agenda and support managers to become better leaders and therefore have better healthcare performance outcomes. The project should attract savings in terms of retention and succession planning with a reduction in turnover and more employees able to reduce the harder-to-fill organisational roles.  
The report also addresses some of the potential hurdles that may need to be overcome such as access to IT services, organisational buy-in to the project and ensuring the right skills and behaviours are being taught.  
Overall, the intervention is designed to ensure that service needs are met alongside the need to ensure that learning is delivered in a modern, cost-effective, user-friendly method.  
 


Contents
Executive Summary	2
Introduction	4
An Evaluation of the External and Internal factors affecting Talent Management in HDUHB, including attraction, recruitment, development and Retention	5
A critical analysis of the HR systems, processes and practices in the organisation, to determine if they are capable of meeting the challenges of the future of work	9
Conclusion	13
Recommendations for how the organisation can improve their talent management approach to account for changes in the way people view work/jobs.	15
References	18
Bibliography	23



















[bookmark: _Toc94797506]Introduction 
HDUHB is a large public sector NHS healthcare provider, which employs 12,000 staff over 4 main acute sites, in three different counties in Wales (Hywel Dda University Health Board, 2020). According to the WHO (2016), healthcare is one of the main industries where skills shortages are overtly apparent, and organisations need to adapt and develop staff to reduce their reliance on the external labour market. 
Organisations need to be aware of the challenges that currently impact the Labour Market, both internally and externally. According to the CIPD (2021), most organisations (81%) surveyed experienced difficulties with recruitment last year, with almost 50% finding that attracting the right candidates is the greatest challenge. The HDUHB Workforce, Organisational Development & Education Strategy Report (HDUHB, 2020)  acknowledges that retaining existing staff and managing and developing talent will be essential to delivering an effective service. 
The following report critically analyses the systems, processes and practices in the organisation to review the support that is being provided to the recruitment and Talent Management process. Certain interventions such as support for internal development, including developing and identifying internal talent pools, combined with clear career paths such as apprenticeship routes are examined. 
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Key External Factors
Political
The impact of Brexit has created a ‘tight’ labour market, where skills that would have previously come from the EU, pre-Brexit, are in short supply (Read, R. and Fenge, L. , 2019). Despite the Government making changes to immigration rules to make it easier for healthcare workers to enter the UK (NHS Employers, 2021), there is still a shortfall of over 40,000 nursing vacancies in the UK (TC Global , 2020). If the Labour Market remains tight, this will cause a greater skills shortage in the market. (Taylor, S. , 2018).
It is important to acknowledge that both precarity and operating in a VUCA (Kok, J. & van den Heuvel, S.C. , 2019) environment can have a large impact on organisations. According to statistics released by NHS England, since 2016, there has been a 90% reduction in the number of nurses from the EEA joining the NMC register and there are almost 40,000 nursing vacancies (The Guardian , 2021). In 2015, the UK had fewer doctors for its population size compared to other EU countries. (Propper, C., Stoye, G. and Zaranko, B., 2020)

Economic
Since the Covid-19 pandemic, public sector organisations such as HDUHB have had additional funding from the Welsh Government to support recruitment for temporary and fixed-term staff. This created opportunities to retain these temporary staff and offer further career development opportunities. However, retaining and developing these staff will be part of the ongoing challenge for the organisation, especially when Covid funding was reduced in 2021 (The Kings Fund, 2021) 
Current reports state that recruitment remains difficult in the public sector at 54% with hard to fill vacancies compared to 46% in the private sector. Healthcare currently has the second-highest level of hard to fill vacancies by industry. (CIPD, 2021). This is only likely to increase with the greater pressures placed on Healthcare by the Covid-19 pandemic (BBC, 2022). This has been felt in HDUHB, with an increase in hard to fill vacancies. 
Social
There has been an increase in the ‘gig’ economy since the beginning of the pandemic.  HDUHB does recruit casual workers in the form of agency and locum staff. These staff are essential in covering increased demand but are costly to use. The requirement to utilise these staff has arisen from both historic vacancies and ongoing clinical demands, in recent years the health board has utilised higher than the desired level of bank and agency workers. 
There are also issues becoming more apparent regarding pay disputes and strike action being threatened. Examples include the threat of strike action amongst nursing staff over an unsatisfactory 3% pay rise offering (RCN, 2021). These disruptions’ relating to pay could potentially result in staff leaving the industry and further disruptions to services.
Since the pandemic, some figures suggest that there is a movement for resignations and people leaving employment, which has been deemed the ‘Great Resignation’ (The Harvard Gazette, 2021). This could be entwined with the higher cases of burnout in healthcare (Ladds et al, 2021), increased pressure on wellbeing and an ageing workforce, some of which are moving into retirement (L.D, Ducan, 2020).  This is also reflected in HDUHB, with statistics showing that organisational turnover is increasing and is higher than average for Health boards in Wales.
Technological
Covid has pushed the use of technology forward including the use of agile and home working.  More staff in HDUHB have access to home and agile working, which has benefits in terms of offering flexible working as a method for attraction. Although there is a disparity between the ability of office staff and clinical staff when it comes to home working. 
This has expanded the recruitment market, geography not being the issue that it may have been previously. Adoptions of new technology may also leave gaps in knowledge and accessibility that may need to be addressed in organisational training (The Nuffield Trust, 2020)
Legal
Important legislation such as the Equality Act  (2010) needs to be taken into consideration when reviewing recruitment practices. Organisations must review diversity and inclusion to ensure that they don’t fall foul of the law.
It will be important for organisations to recognise that certain staff may choose to take career breaks or have alternative career routes and that effective returns to the workplace will be important when developing skills for the future. For example, women who take breaks for family reasons and come back into the organisation should be supported with effective training to allow them to return and utilise the skills they have (Knowles, J. and Mainiero, L., 2021). 
In the study on attracting minority groups and women into medical specialities (Dai, J.C., Agochukwu-Mmonu, N. &Hittelman, A.B. , 2019), they suggested that having a strategy that focuses on opportunities to be mentored, support with professional development, acknowledging alternative career paths and positive role models were all vital in supporting diversity in recruitment and retention.
Encouraging diversity in the organisation is also vital to ensuring that staff are retained and attracted to HDUHB (Annabi, H. and Lebovitz, S., 2018)

Movement in Internal Labour Markets
In terms of talent management, there is some movement in the organisation in terms of promotion and movement from lower-level jobs to create a flow of staff. This in turn will create natural vacancies. To develop this internal mobility, training and development are important factors in talent planning (Bidwell, M. , 2017). 
This is important to consider as creating a natural flow in the internal labour market is vital for making sure that employees have skills specific to the organisation, which are likely to be of more use in the job roles (Becker, G. S. , 1993). In HDUHB, factors such as appraisals support the identification of skills needs internally and can help with development and therefore movement in the internal labour market. Geographical location is also a factor, especially in the local labour market. Factors such as what skills is already available, what the organisation is offering in terms of development and training, such as apprenticeships will all impact the internal labour market. 
According to a report (UK Parliament, 2021), the biggest cause of NHS staff burnout was staff shortages.  This has caused increases in workload for staff and impacted their desire to potentially leave the NHS. The pandemic has placed huge pressures on NHS services (Welsh Government, 2021). Since March 2020 waiting list numbers have increased from 441,000 to 682,000 in November 2021. These pressures impact staff wellbeing and can cause issues such as burnout and staff leaving the medical profession.
Although there are plans in place to train more staff internally rather than relying heavily on external markets, training staff internally takes time and skills shortages within the organisation are ongoing. 
Organisational structure and the lack of roles to mobilise into can be a factor in reducing internal mobility in the organisation. Having clear career paths for staff would help to alleviate this. There are also cost implications with the chance that if staff are developed internally, they may in turn be more attractive to other organisations (Bidwell, M. , 2017).
Where staff do not have to find levels of career progression turnover tends to be higher, therefore some theories suggest that recruiting from within the organisation and developing succession planning is an important way of supporting attrition. (Taylor, S. , 2018). David Cluterbuck (2012) suggests that the more embedded employees are in the organisation the less likely they are to leave. Therefore, ensuring that talented individuals have effective mentors and building strong working networks are important factors in reducing staff turnover. According to Holm and Griffeth (1995) employees must have opportunities for career and self-development to ensure retention in the organisation. 
In terms of improving retention, employers should first look at the push and pull factors that may influence staff turnover. Pull factors can include better career opportunities and higher levels of pay, whereas push factors such as issues with organisational culture and lack of development can also lead to turnover (Taylor, S. , 2018).  It is important therefore that organisations such as HDUHB, consider job satisfaction when looking at how to grow their workforce internally.
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With regards to the support provided by the HR systems and practices in the organisation, it can be argued that several processes support the organisation and the future of work within HDUHB. The question remains how adept is the organisation at finding, supporting and retaining talent in a way that will future proof the workplace. 
When reviewing Talent Management, HDUHB does review the 6 main areas as included below in Figure 1: 




(CIPD, 2021)
Attraction 
In terms of attracting talent in the local market, HDUHB is working with local schools and colleges to expand the Grow Your programmes and have a focus on developing talent in-house. These apprenticeship schemes are designed for developing future nurses in the organisation, to support a workforce for the future. Having a structured career path with positive advertising of training and development opportunities may have a positive impact on attracting candidates to the organisation. Having a focus on an effective L&D strategy and the  ‘build’ element of developing staff will help to future proof the workforce (Manpower Group, 2018). 
This strategy will support the organisation to attract talent to develop skills that may not be available in the local geographical market, which was identified as one of the internal factors impacting resourcing. However, it is acknowledged that job descriptions and job evaluations are quite narrow.  It would be beneficial to have a movement towards ‘strength-based recruitment’ where organisations recruit individuals with the right qualities for roles, that are invested in the roles that they do. (Bibb, S. , 2016).  

Identification 
HDUHB have introduced a leadership talent management and succession planning framework and plans to include the need to grow capacity for access to coaching, mentoring and action learning, all of which are essential to support and sustain the development of staff within the organisation.  As explored in a report in nursing the NHS, (Cabral, A., Oram, C. and Allum, S. , 2019) talent management needs to focus on building confidence and resilience if the future needs of healthcare are to be considered. It also recommends that coaching and mentoring are central to this function. It is sometimes the case in HDUHB, that some clinical staff will be moved into managerial roles with little or no development and this is something that exists in other NHS organisations also (Selig, B. , 2020). 
Although HDUHB offers coaching, it is part of a leadership programme and there may be the need to expand this out further throughout the organisation to ensure this is developed, however, the time restrictions on clinical staff need to be considered when rolling out immersive coaching and mentoring programmes. Although there are many benefits from hiring internally in organisations, hiring in the external market does bring opportunities, such as taking on skills that are not readily available in the organisation. Staff that move through development programmes may take years to become fully trained and skills may be needed straight away

Development 
HDUHB does have a strategy that considers the lack of supply and shortages of several registered professionals. The internal L&D function is focused on continuing professional development and skills training to meet new models of health and social care. According to the CIPD (2020) in their report of the future of work a constantly changing, VUCA environment will need organisations to be able to deliver agile learning and work alongside the services to adapt training to the organisation. The L&D function already provides support in terms of training both soft skills and technical, however, the organisation does not utilise the full use of technology to make programmes agile enough. In terms of supporting skills gaps, there needs to be more innovation about creating useful learning. 
The CIPD (2020) also suggest that having access to on-demand learning will be integral to supporting the talent pipeline, which is something that HDUHB is in the early stages of. Certain programmes of learning are available on demand but there will be a need to adopt a more Netflix style of learning, especially in soft skills areas (BROWN, M., 2019). These programmes can support with retention and development of staff in the organisation.  There is a suggestion that learning will only last for up to 3 years before staff will need upskilling (Economic Times, 2020) and that within the next 5 years 50% of employees will need some re-skilling to perform in their current roles (Mickinsey and Company, 2021), there is an argument that life long learning will be the future of the labour market. Currently, the HR systems in HDUHB need to be updated to reflect this need, the use of an LMS (Learning Management Solution) could be beneficial. 
Improving the learning function is important in areas where there are skills shortages, such as those established in the external markets in this report. For example, a study conducted with foundation paediatric doctors (BROOKE, F.E., RUFFLE, A. and SCHINDLER, N., 2017) found that improving the skills training and in job simulations, supported their learning and raised awareness of the reasons as to why retention in this area was low. These factors are also important when considering attracting employees to the organisation and according to the CIPD (2021), there is growing competition for highly skilled talent which will only continue. According to Green et al (2000), training that's paid for by an employer reduces employee desire to leave and organisation specific training also leads to lower turnover rates, however, the training paid for by the government or the employee increases the likelihood of employees leaving. 

Engagement
HDUHB has established a wellbeing strategy for the organisation, which aims to enrich the wellbeing, capability and engagement of employees. Factors such as not enjoying the role itself are a major push factor in why employees leave organisations. Therefore, encouraging skills development and job rotations would be positive in supporting employees to enjoy their jobs (Hom & Griffith  1995)
McClelland (1965) Needs-Based Motivational Theory sets out three types of motivational needs that all people possess in varying different levels: 
1. The need for achievement 
2. The need for affiliation 
3. The need for power or authority
When looking at engagement it is important to consider the need for employees to achieve in the organisation to remain motivated and to help retain them in their roles. Employers that don’t provide ongoing development, engage in flexible or agile working run the risk of disengaging staff.  This also has substantial cost implications for the organisation which can include the cost of productivity, sickness and cost of having to go back out to the limited markets.
Studies have also shown that Medical Leadership and Management apprenticeships, can lead to increases in the resilience of over 70% compared to those who were not partaking in the qualification. There is an argument here that by developing staff internally that there is a drastic increase in support for wellbeing. (KAWAI-CALDERHEAD, B. and RODDY, C., 2019)

Retention 
HDUHB have introduced a leadership talent management and succession planning framework and plans to include the need to grow capacity for access to coaching, mentoring and action learning, all of which are essential to support and sustain the development of staff within the organisation. Unfortunately, due to restrictions with pay bands, enhancing pay for staff is not always an option within the NHS in Wales, therefore the organisation must look at alternative methods to attract and retain staff. As a case study of where mentoring has been beneficial, Gateshead NHS Trust (NHS England and NHS Improvement, 2019) paired experienced staff with new starters to mentor them and by doing so reduced turnover of nurses in their first year. 
Certain development and engagement opportunities can come from initiatives such as traditional mentoring routes; however, reverse mentoring can provide benefits in terms of internal development within organisations. Reverse mentoring involves those more senior in the organisation being mentored by more junior staff. Benefits from this model include better technological literacy and improving cross-generational relationships and better employee retention. (Cismaru, L. and Lunius, R. , 2019) . This potentially would be a consideration as an inclusive way of rolling out development to all areas of the organisation as this is currently only utilised by the HDUHB executive board. 

Deployment 
Having the ability to deploy staff more effectively could be a potential outcome of more flexible working in the workplace. Evidence shows that certain approaches such as flexibility in job roles and multi-skilling can support productivity at work by having the ability to monitor supply and demand for labour (Kelliher and Gore, 2006). By reviewing job roles and including some flexible working and development it becomes easier to deploy staff, which may help reduce skills gaps. 
McKinsey report  (McKinsy & Company, 2021) suggests that many organisations have the right people but not in the right places. This becomes more of an issue when managerial staff are in the wrong posts. Building training and capability will ensure that staff are deployed to the correct areas to meet organisational needs. HDUHB already have Leadership and Development programmes for more senior staff, however, the organisation will need to strengthen this training in all areas to ensure that staff can be deployed to the correct areas of need.
However, it is important to consider that developing skills in the house will not be the only answer to supporting effective talent management. There will also need to be considerations around job design, automation and flexible working practices which could have a contributing factor on how the organisation retains talent. 

[bookmark: _Toc94797509]Conclusion 

In conclusion, there are lots of ways that HDUHB have implemented development opportunities in the current talent pool. This is a delicate balancing act with supporting wellbeing and future-proofing the organisation. Whilst early career development programmes are a positive way of future-proofing the organisation, it is important to consider that this is a long-term goal and the pressures on skills in the organisation are sometimes imminent. Developing a talent pool and developing staff skills internally can be a long-term goal and some dependence is needed on the external market to support certain vacancies in the organisation. 
HDUHB will also have to consider the implications such as ensuring diversity in talent pools when identifying those who will benefit from being part of the talent process and the time that it may take to develop staff. However, from the evidence provided removing the reliance on expensive agency staff and improving engagement should move towards cost-saving measures for the organisation. 
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With regards to recommendations to help improve talent management in the organisation, it is important to consider different factors on how individuals view work and jobs in the future of work.
As mentioned above, employees are focusing more on personal and career development that could be provided in organisations with a focus towards Netflix style on-demand learning and a preference towards clear career paths. 
The proposed recommendations are highlighted below.
Ensuring that HDUHB embrace digitisation and endure that current and future talent can meet digital aspirations by implementing an online LMS 
 The organisation needs to consider the increasing need for digital services both in terms of online learning and talent planning. HDUHB should review looking at a more Netflix style of on-demand, for example, ispring Learning Management Solutions (ispring, 2022), this service could be introduced with a cost of  £2.09 per user, per year.  This cost would be in the region of £25,000 per annum for the organisation at 12,000 employees. 
Examples of organisations that have adopted this approach, for example, the Co-op group, who have implemented a platform with over 1,000 e-learning programmes, including expert videos, tutorials, and articles covering key aspects of employability and career development have found this beneficial to the organisation by creating a talent network that can be drawn on for future roles (CIPD, 2021)
This recommendation was allowed for continuous learning and development and a more reactive learning service which may be needed in times of great precarity. This recommendation will ensure that the organisation has the right skills for the roles needed and improve attrition and the talent pipeline, therefore saving money by reducing the need to utilise agency and locum staff. There are limitations with this service as there will be the cost and time taken to train staff on how to use it and implement it into the service. The organisation needs to also consider the long-term strategic approach to their recruitment practices, most recruitment in the organisation is reactive and can have a short-term focus. The organisation needs to recognise that a long-term approach to developing soft skills in the organisation will be needed to reflect the long-term approaches, for example, what will the Healthcare needs be of the population in 10 years. However, this can be difficult to project what supply and demand will look like in both internal and external markets (Taylor, S. , 2018). The organisation’s approach to technology and digital solutions will also be important to ensure that teams meet the digital needs of the future. HR functions are in place to support this learning, but these skills will need to be developed in house to ensure future-proofing (Vaiman, V. et al, 2021). An LMS system would also allow for more intuitive reporting metrics when it comes to reviewing organisational skills. 
Implement a robust Talent Management pipeline with clear career paths 
The organisation can build on its current skills and have a more cohesive approach to talent management by implementing a Talent Management System. At present managers in the organisation are responsible for reviewing appraisals and holding information about individual skills which can be problematic when it comes to deployment and talent pipelines. An effective talent management system within the organisation for all staff would ensure that individuals have the right skills and are positioned in the correct roles. This will then eliminate skills gaps and support the knowledge and job competencies of employees in occupations within current and future workforces.
It is also important to consider the risks of not adapting and implementing a robust talent pipeline. As identified the NHS is one of the worst-affected areas in terms of skills shortages and with difficulties of enhancing pay to attract candidates and retain them, there is a risk of losing staff and those staff that remain facing burnout in the organisation. A system would address gaps in competency, particularly in skills shortage occupations, by using a system to attract, develop, and retain quality talent. Limitations with this method relate to the time and cost of implementing a system and mapping out necessary skills in the organisation. However, this would be offset with the cost savings of retaining and developing staff especially where there are areas of drastic skills shortages. 

A focus on strength-based recruitment when recruiting staff 
In the report, there is a focus on the need to have more encompassing job descriptions that allow for a more strengths-based recruitment model. In HDUHB the organisation uses a set number of values to recruit against which include behaviours such as compassion and acting with dignity, however, as established in the report more could be done to recognise the strength profiles of their highest performers and discover what exemplary looks like and model strengths, values and motivations on this. 
For example, the North Yorkshire Police adopted a strengths-based recruitment and performance approach and found that they gained better candidate experience and improvements in the quality of candidates, speed to competence, work outputs and retention (CIPD, 2021)
It could be argued that if the right behaviours are attracted and recruited then there should be lower turnover. It should then, in theory, be easier to deploy staff into roles where there are the required behaviours. In these environments ensuring that employees have the right behaviours could be viewed as more important than having the technical skills needed. It will also be inclusive of other career routes, diversity, and support those that take career breaks. 
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