ParcelCare is a long- established national parcel and package delivery service.  ParcelCare is now finding it difficult to attract, recruit and retain staff throughout the organisation.
You have just started in your new role of People Manager and you have been asked to report to senior leaders on how these issues can be addressed.
In preparation, you write answers to 10 questions in the assessment brief.

(AC 1.1) New entrants to the parcel delivery market and other labour market competitors have adversely affected ParcelCare’s ability to compete in labour markets.
Explain how ParcelCare can strategically position themselves in competitive labour markets. 
For ParcelCare to strategically position itself, there is a need to understand the operating environment and undertake competitive analysis.  Assessments such as PESTLE analysis and the use of the Porters Five Forces model could help the organisation understand what competition was in place and start considering its own opportunities. A SWOT analysis could then be undertaken to assess internal strengths, weaknesses, threats and opportunities (Haan, 2024). The use of the three different models would allow the operating environment to be viewed from different angles and avoid missing elements. 
Once all information has been collated, ParcelCare can start to position the organisation to differentiate itself from competitors for both its customers and its staff.  This is often done through cost leadership, niche markets or differentiation (Indeed, 2024a).
Due to the labour market position noted in the scenario, it is likely that the organisation would want to be seen as an employer of choice to ensure that it attracts talent over its competitors and retains staff to help to achieve objectives and promote customer satisfaction. To do this, the organisation should focus on building the employer brand whereby the organisation seeks to understand the perception of its customers and other stakeholders and undertake work to ensure that perception is positive and aligns with the organisational values and mission. This can help to attract and retain staff and build a reputation for future recruitment (Peters, 2023). 
The organisation would want to ensure that it has a strong presence so that potential candidates and customers were aware of its offering.  This is likely to be online in the current age.  There would need to be an understanding of what competitors were offering to ensure that the organisation offering a reward package which was competitive (People Management, 2019).
Initiatives such as the four-day week or enhanced flexible practices could be considered to promote work life balance and provide a competitive advantage. I have previously worked with Housing Associations where talent was in demand and many skilled staff had left to the private sector.  However, one organisation introduced a four-day week due to feedback from staff and other stakeholders about the need for enhanced work life balance which aligned to the organisation’s values.  This had a huge impact on the number of applicants and employer engagement and satisfaction and gave the organisation a competitive advantage.

(AC 1.2) Explain the impact of changing labour market condition on resourcing decisions at ParcelCare. 
Labour markets can be categorised as ‘tight’ or ‘loose’.  A tight labour market is when there are more roles than potential applicants i.e. there is more demand than supply.  A loose labour market is where supply outweighs the demand for labour (Boys, 2024).
Depending on the labour market condition, organisations may make different decisions for resourcing.   In tight labour markets, where applicants are scarce, there are often skill shortages, organisations would need to assess their recruitment approach and consider different methods to attract talent. In situations such as this, Parcelcare would need to consider its:
· Employer branding to ensure that it is known to potential applicants and that it has a good reputation n the sector.  To do this, it may need to consider enhancing its online presence and consider promotion in differing locations.  An organisation that I work with has analysed the staff generally attracted and identified a gap in the younger applicants and has begun using TikTok to promote roles and show realistic job previews to promote retention. 
· Recruitment initiatives could be assessed as there is a need to attract a wider pool of candidates.  The organisation could consider which roles could be undertaken remotely to allow for wider geographical applications.  Use of recruitment agencies or online recruitment tools could be considered.
· Retention would become even more important to ParcelCare as new employees would be hard to come by. The organisation could assess it rewards and benefits, increase its awareness of push and pull factors and promote employee engagement and consultation to understand what is important to staff as well as any areas of satisfaction which could be addressed. 
· Development opportunities would become increasingly important due to skill shortages, the organisation may wish to consider internal development. This approach would help the organisation have more skilled staff but could also help with retention and motivation of staff as well as longer term resource planning. 
· Finally, reorganisation could be an option, as additional staff could be hard to access, the organisation could look at the current staff and how the structure could be enhanced to support productivity and efficiencies (Taylor and Woodhams, 2022, p.32).
The organisation could also consider the barriers in the labour market such as childcare, mental health, disability or previous criminal record.   (Rodgers and Kassens, 2022) ParcelCare could consider how individuals could be embraced into their labour force such as offering part time contracts, flexible working opportunities or review of current policies could be helpful to do this. 





(AC 2.1) You are aware that workforce planning has not been carried out in the past and decide to persuade the senior leadership team that this activity is worth doing.
Analyse the impact of effective workforce planning, making clear how ParcelCare could benefit from this activity.  
Workforce planning is the process of analysing and aligning the workforce with the organisation’s future need, thus increasing the ability to achieve its objectives.  There is a need to ensure that the supply of labour is appropriate and in the right place at the right time to ensure that the work required is completed effectively. The process is ongoing and should be consistently reviewed and monitored to ensure that the desired results are achieved and to allow for continuous improvement, as such, data is vital to allow outcomes to be assessed and measured (Hayden, 2024).  The diagram below shows the workforce planning cycle.
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Workforce planning is a key connection between HR and the People Strategy and the wider organisational operations and strategic objectives.  The process links to various other HR tasks such as talent management and there is a requirement to consider both short term and long-term requirements of the business. (People Management, 2010)
Effective workforce planning can contribute to an organisation’s long terms success and achievement of objectives.  There are several benefits including cost efficiency, as labour is inline with requirements so cases of too much labour is minimised, there are links to increased awareness of organisational objectives and appropriate resource allocation which can be linked to increased productivity (CIPD, undated).  Increased awareness of objectives and assessment of future needs can assist with risk management processes which can also assist an organisation to meet its objectives.
Workforce planning helps organisations to understand future needs and talent allowing the identification and development of appropriate training to ensure that employees are prepared for future responsibilities.  It can also help to promote diversity and inclusion as it allows for appropriate consideration and planning so organisations can think about jow they recruit and attract diverse applicants in a proactive manner rather than only making decisions as people leave and recruiting like for like (Nightingale, 2024).

ParcelCare has not previously undertaken the workforce planning process.  I feel that it would be beneficial to undertake this process; particularly with the current difficulties in recruitment to help to ensure that future needs are assessed, and appropriate actions are taken to ensure that they are met and in turn, objectives are met.   The organisation could benefit from the numerous cited benefits which could increase productivity, morale and reputation making the organisation a more attractive place to work which could assist with recruitment issues. 

AC 2.2 To strengthen your argument to introduce workforce planning, evaluate techniques that can be used to support the process of workforce planning. 
There are several techniques which are commonly used to support the workforce planning process including data driven analysis, forward-looking assessment, strategic analysis and financial planning models.  Each have strengths and weaknesses and are suited to particular organisations and situations.  It should be noted that the process of workforce planning whilst often facilitated by the HR Department, requires input from all areas of the business as well as clear medium to long term objectives and baseline data to promote for accurate and appropriate workforce planning (Hayden, 2024).
Forward looking assessment is the process of assessing future business position and the required workforce.  The organisation would need to understand its long-term objectives and the operating environment.  Techniques such as scenario planning could be utilised whereby organisations consider potential futures and consider the organisations need for workforce and the challenges it could face within that scenario.  This process can be beneficial as it allows organisations to identify and mitigate issues in a proactive manner, pre-empt and consider required actions and decisions and analyse future trends.  However, here is a need for a diverse team to contribute and challenge ideas, staff experienced in the process and robust data to inform the process which it is unclear whether ParcelCare have.  Scenario Planning can be more of an educated guess, particularly for longer term scenario and not all scenarios would be anticipated or considered (Indeed, 2024d).  An example of this would be the Covid-19 pandemic.  If this was considered, organisations may assume that they would have less staff due to sickness, however, for ParcelCare, demand for delivery would have soared due to the increase in online shopping due to lockdown restrictions.  
Another option for ParcelCare could be the use of data to analyse future workforce requirements.  Where businesses have clear objectives in place they can assess the current and future needs including the number of staff and the skills required, and this can drive recruitment and development targets.  This is gap analysis and demand forecasting.  Should ParcelCare have an objective of opening another warehouse in the next 5 years, it would be able to calculate the roles and skills of employees required, or should there be a technological advancement expected, that may change the needs and skillset of the workforce.  Demand forecasting requires accurate data and correct assumptions, like forward looking assessments, it is impossible to predict future with 100% accuracy and unexpected external and internal factors can occur which could prevent objectives being achieved.  The process requires ongoing review and adjustment to ensure that new data and information is included to promote a more accurate forecast (gov.uk).
Understanding of future needs could also allow for succession planning where organisations identify key roles and look for internal successors to promote continuity, development and retention.  This can be negative as there is a risk of diversity and challenge being limited as likeminded people are retained and no new staff with differing opinions are employed, there can be resentment among staff who aren’t identified as successors so there is a need for a transparent and fair process for this and there is a requirement for ongoing development which can be costly (George, 2024).  

AC 2.3 Currently, vacancies are advertised on ParcelCare’s website. Line managers then interview shortlisted applicants. You feel that these are suitable recruitment and selection methods to use but want to broaden the methods used. Evaluate the strengths and weaknesses of two different recruitment methods and two different selection methods. 
Recruitment is the processes involved with advertising a role, attracting individuals to the role and selecting the appropriate person for that role. (McCartney, 2023). ParcelCare is currently advertising through their website which could limit their reach as it requires potential candidates to be aware of the organisation and actively check the site for vacancies.  Wider advertising on sites such as LinkedIn or Indeed could help attract more applicants from a more diverse pool.   There is a likelihood of candidates seeing the role or being informed of the role without having to search and monitor the website.  It is key for the organisation to promote what it can offer. Sites such as this can allow organisations to assess their offering to other similar roles to assess how attractive their vacancy is and, if required, make amendments. 
However, trends have shown that online recruitment can be problematic with candidates applying for multiple jobs that they have no connection with or to the organisation which has led to ‘ghosting’ (Indeed, 2024a).
The organisation could also consider internal advertisement to allow staff to progress into other roles which could help the organisation to retain good staff, saving money and time as current staff would have a good level of knowledge and may require less training.  The organisation would be aware of the staff members abilities and performance in their current role (Gamba Quilliam, 2024).
This approach could limit diversity and new ideas by retaining the same people with the same ideas.  It can also contribute to resentment or reduced morale in unsuccessful candidates. By moving staff into other roles, gaps are created in other teams (Indeed, 2024) This approach may not be suitable for all roles but could be considered for middle management type roles.
Selection is the shortlisting and assessment of candidates within a recruitment cycle.  There are multiple methods that can be used to undertake selection including interviews, assessment centres, psychometric testing or work-based skills testing.  Each method has strengths and weaknesses and may be more suited to particular roles.    
Psychometric testing involves the assessment of used to measure an individual’s personality, cognitive ability and behaviours.  Within recruitment, this is used to assess suitability for the role and is seen as an objective and fair approach (practical aptitude tests).  It has been suggested that such testing can be a good predictors of job performance and is more commonly used for more senior roles due to the time required to undertake.
Whilst the approach can be useful, there are some potential limitations including the need for an appropriately trained person to undertake the test and analyse results and the requirement feedback to all candidates. Some candidates may not be familiar with this approach so some assistance may be required.  This approach shouldn’t be used in isolation so needs to be part of a wider recruitment process. 
Skills based testing can take multiple forms but should ‘assess skills and abilities relevant to the role the candidate is applying for’ (McCartney, 2023a) This approach allows employers to assess the candidate’s actual ability to undertake the role, rather than rely upon the candidates’ word within an interview.  For example, should data analytics be a key component of a role, a recruiting organisation may ask a candidate to analyse data and present results.  It has been found that skills-based testing allows for more accurate predictions on job performance than traditional recruitment approaches (McCartney, 2023a).
This approach lends itself to some roles more than others, it may be more suitable to roles such as analysts or call handlers within ParcelCare but may be less appropriate for delivery drivers. The approach can be time consuming and must accurately resemble work-based tasks to be relevant, otherwise the value is drastically reduced (CIPD, 2022).

AC 3.1 On examining employee turnover rates, you feel the rate is higher than it should be, and higher than internal targets.  To try and understand this further, discuss the differences between avoidable and unavoidable turnover and the differences between push and pull factors.
All organisations have an element of turnover which is natural and healthy for an organisation.  Staff often move on due to the end of fixed term contracts, retirement, life changes or dismissal.  This is unavoidable for an organisation and benefits can be had through backfilling those roles such as increased diversity and new ideas.
There are some circumstances where turnover is avoidable.  This is where employees would have stayed and been beneficial to the organisation ‘but for’ an action or non-action from the organisation.  Avoidable turnover can be categorised in to push and pull factors.  Push factors are where the organisation pushes employees to leave through actions such as poor company culture and/ or management, not offering appropriate growth or development opportunities, uncompetitive salary or benefits or general employee dissatisfaction factors which are not resolved.  Pull factors are those outside of the business such as better benefits, enhanced working conditions within other competitors which entice the employee to leave.  Generally, both are at play as happy and satisfied employees would be less tempted by the pull factors (Thomas, 2019).
ParcelCare needs to be monitoring the reasons for leaving and internal and external factors to ensure that it remains competitive and that staff satisfaction levels are monitored and changes made where issues are identified.  Otherwise, there is a risk that employees will leave and will be difficult to replace due to reputational and market factors (Peters, 2024).





AC 3.2 Retention of warehouse staff is an issue, as there are many labour market competitors.  Compare the following retention approaches: realistic job previews; induction; job enrichment and reward. 
It has been noted that ParcelCare have struggled to retain warehouse staff, therefore, the organisation should look to enhance its retention framework.  There are multiple approaches which could be considered.
Realistic job previews (RJP) are where organisations are transparent with employees during the recruitment process as to the day-to-day tasks of the role and the expectations on the employee should they be successful.  This approach is linked to retention of employees as well as enhanced job satisfaction as the employee was aware of the role and expectations prior to starting to reduce the risk of disappointment and allowing them to assess suitability (Indeed, 2024b). RJP’s are common in repetitive, targets-based roles so may be useful when recruiting for warehouse staff.  The approach would have limited ongoing cost or resource requirements as documents could be produced and used for all recruitment.  The approach works to prevent people from starting who won’t stay which saves training and onboarding, however, there is a risk that should the role be undesirable, the approach would deter potential candidates.
Induction is a process, which often starts before the commencement date to integrate the employee into the organisation and to help them understand their role, objectives, values and culture of the organisation.  An effective induction programme is a key retention factor as it promotes a positive link to the organisation and promotes engagement (McCartney, 2023b). This can be time intensive for the organisation, however many organisations offer hybrid or online inductions which can help to minimise this.
Job enrichment is the concept of designing roles to make them more motivational.  This process can increase motivation and retention.  It looks at the responsibility of the role as well as how the job is undertaken and the support in place.  The following elements are generally considered – health and safety, capability, speed and quality of work, sustainability, quality of working life, productivity and the business purpose (Young, 2024) Job design or enrichment links to the concept of ‘good work’ (CIPD, 2024).   There are multiple benefits of this process for both organisations and employees.  There may need to be an element of training to allow ParcelCare to implement this process, but this could be offset by the increased productivity and retention of staff.
Reward is often considered as wage rate; however, it is important to consider the whole employee experience and the total reward package which could include elements such as opportunities for training and development, flexible working, engagement and involvement in decision making, health care and support and other enhanced benefits (Cotton, 2024).  Feeling involved, recognised and engaged in an organisation, coupled with fair pay and enhanced benefits promote employee retention, as well as productivity.  This approach can be financially costly; however, this cost can be offset against the cost of turnover and subsequent recruitment and the enhanced productivity which could be effective in promoting the achievement of objectives.


AC 3.3 To influence the senior leadership team to accept that employee turnover should be addressed, explain the impact of dysfunctional employee turnover.  
Dysfunctional turnover is the loss of high performing staff who are valuable to the organisation, often with skills which are difficult to replace.  The impact of this can be catastrophic to an organisation with risks to the ability to achieve objectives as well as decrease in morale of other staff and stakeholders (CruncHR, 2024).
There are several reasons why senior management should be concerned about dysfunctional turnover, not least as it can have a significant impact on the organisations ability to achieve its objectives.  Financially, there is a cost to recruiting new staff members and often in cases of high demand roles, the wage cost is higher for a new employee but there is often a need to utilise recruitment agents which come at a significant cost (Peters, 2024).  Training of new staff would also be required which would mean increased downtime which could lead to objectives not being able to be met. 
Poor culture can push people to leave, however, it is often the higher performing members of staff who do. This could lead to worsening culture.  There is a need to listen to exit meeting feedback and understand why people are leaving. Poor culture can lead to disengagement and poor morale which can affect productivity within the remaining staff (Cholteeva, 2022).

AC 4.1 ParcelCare employs the majority of employees on permanent, full-time contracts.  You feel that these contracts have their place, but it is time to consider whether other types of contractual arrangements could be beneficial to the organisation, especially when delivery services increases and decreases.
Assess the suitability of permanent, full-time contracts for delivery drivers as well as two other types of contracts. 
ParcelCare could utilise several different contractual arrangements to support its service delivery.  The current arrangement of full time, permanent contracts have many benefits including continuity for both parties, ability to budget based on set wage and clear expectations. However, these may not be attractive for all employees or to support the achievement of organisational objectives.  ParcelCare could utilise several different contractual arrangements to support its service delivery.  
The organisation could consider the use of contracts type. Using the limited information provided within the scenario, I would assume that there are peak times such as Christmas where ParcelCare is especially busy. This could lend itself to a fixed term contract to cover November and December with the contract ending in January when the Christmas period ends. The contractual period could be extended with agreement from both parties, but ParcelCare should be aware that continuous employment for over four years would be treated as a permanent employee with the same rights.  Fixed term contracts could be defined by a fixed length of time, completion of a particular task or project or to end when a defined event occurs (Lewis Silkin 2023).  This approach could be beneficial to the organisation to allow for fluctuating workload whilst promoting consistency for the employee.
Another option could be zero hours contracts.  The CIPD define this contract type as “an agreement between two parties that one may be asked to perform work for another but there is no minimum set contracted hours” (Beatson, 2024).   These contracts are commonly used for delivery and warehouse work.  Under zero hours contracts, there is no minimum hours an employee has to be offered, and the employee does not have to take the hours offered.  An employee on this contract type has all the same rights as any other contract such as the right to rest breaks, holiday and national minimum wage and the same rights should continuous employment exceed two years.   The major benefit of this contract type for both parties, is flexibility.  Employees could work for multiple organisations in this manner (ACAS, 2024).  There is a risk however, that when work is available, employees won’t take it which could leave ParcelCare short of staff, a common mitigation of this risk is to have multiple employees in place to offer the work to.  
Overall, the organisation should assess the types of work and decide on the best approach for each.  There are likely some roles best matched to particular contract types or a combination of contract types.  The contracts in place should be supporting the organisation in delivering its objectives.

AC 4.3 At present, an ad hoc approach is taken to onboarding and typically involves the line manager ensuring new starter forms are completed and health and safety training provided.  You identify that onboarding can be improved but first need to convince others that investment in this area is worthwhile.
Explain the benefits of effective onboarding. 
Onboarding is a process of introducing a new employee into the organisation and/ or role and is often called ‘induction’.  The process of onboarding starts from job offer to once the starter is settled, often after the end of the probationary period. It should include induction to the organisation and role, set the tone of the organisation and form a psychological contract (Newhouse, 2022).  
Despite its importance, onboarding does not tend to be undertaken in an appropriate or effective manner.  Joining a new organisation and changing jobs is a stressful time and requires a period of adjustment and appropriate support. (Taylor and Woodhams, 2022, p48)
Effective onboarding brings person up to speed quicker meaning that they can help the organisation to achieve their objectives.  A strong onboarding process will inform the employee of their role within the organisation and how their work contributes to strategic objectives.  This promotes engagement and motivation of employees which can increase productivity (Young, 2024a).
Research has shown that employees, particularly Gen Z have lost trust in employers (Jackson, 2024) therefore, there is a need for trust to be earnt and the first impression of the employer and organisation is through the onboarding process.  There is a need to set the tone and demonstrate the values of the organisation which can assist in fostering trust and stronger relationships.  There is a huge difference in an organisation demonstrating time and effort to ensure that a new employee has the tools, support and knowledge to undertake the role in a proactive manner, compared with minimal involvement and support from an organisation and solely reacting to queries (Taylor and Woodhams, 2022, p48).
The onboarding process can help to promote retention. It is common for employees to leave within six months of starting which costs the organisation money and time (Taylor and Woodhams, 2022a p.98) which reinforces the need for appropriate onboarding to help to maximise retention. 
Onboarding can also help with reducing absenteeism and promotion of job satisfaction as employees are aware of the organisational objectives and their role to help achieve them which is motivating.  It can also assist new employees to build relationships with other staff to learn from them and build relationships (McCartney, 2023c).
Overall, onboarding can be extremely beneficial to an organisation, but time and effort needs to be invested to ensure that the onboarding experience is appropriate and undertaken in a proactive manner.
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