5HR02 Talent Management and Workforce Planning
1. ‘If companies make a concerted effort to better understand why employees are leaving and take meaningful action to retain them, the Great Attrition could become the Great Attraction.’ (McKinsey, 2021) Discuss. (3.1, 3.2, 3.5, 4.3)
3.1 Examine turnover and retention trends and the factors that influence why people choose to leave or remain.
The CIPD undertook a resourcing and talent planning survey in 2021, participants were UK-based HR professionals. The survey’s key findings were:
· Increased competition for talent - 45% of respondents believed competition has increased.  My organisation, Alun Griffiths Contractors Ltd (Griffiths), which operates in the construction industry has seen a significant increase in competition since Covid, especially for skilled/professional roles e.g., Engineers. 
· More talent being developed inhouse – upskilling existing employees to resolve recruitment difficulties. 
· Improved diversity hiring - employers reported that they have been filling position with a more diverse workforce. 
· Technology boosts recruitment but adoption limited by lack of skills.
· Increase in employers offering career returner programmes.
· More organisations need to adopt more strategic approaches to workforce planning.  This is an area Griffiths needs to improve on to ensure we have a robust understanding of current and future workforce needs.
· Offering flexible working and improving work-life balance - employers are including terms, such as ‘open to flexible working’ in their job adverts to attract talent.  Since Covid Griffiths now offer hybrid working opportunities that they did not offer previously. 
(CIPD, 2021e)
Employees leave organisations for different reasons, it could be the pull effect, which is the attraction of a new job or the push effect which is an employee leaving because they are dissatisfied in their current job.  Turnover can be broken into two categories, voluntary is when an employee chooses to leave, e.g., resignation and involuntary is when an employee’s contract is terminated, e.g., redundancy or dismissal (Maxwell, 2021).  Griffiths’ turnover so far in 2022 is 6.5% with most employees leaving for voluntary reasons. 
3.2 Compare different approaches to developing and retaining talent on an individual and group level. 
Talent refers to individuals who make a significant difference to an organisation.  Talent Management is the approach used to attract, identify, develop, engage, retain, and deploy talent within an organisation (CIPD, 2021g).  The four key areas to look at when assessing how to develop and retain talent are development, engagement, retaining and deployment. 
Talent can be retained by that providing development opportunities and ensuring employees are rewarded and recognised for their contribution. Talent development should involve carrying out appraisals, providing formal and informal learning and development opportunities, and coaching and mentoring (CIPD, 2021g).  In Griffiths some departments/managers are better than others at carrying out performance reviews and supporting employees to develop and progress.  It needs to be more consistent across the business to ensure we are getting the best from our internal talent. 
It is extremely important that talent feel engaged.  To achieve this, employees should be given good quality jobs, have some autonomy in how they work, see clear lines between their role and the organisations objectives and be well managed. This will result in employees being happier, healthier and more fulfilled, resulting them being more committed to the organisation and less likely to leave (CIPD, 2021g).  	Creating good work will help retain talent, this can be achieved by rewarding employees fairly for their work, providing work-life balance, providing development opportunities, providing a supportive environment, allowing employees to have a voice and introducing measures to look after their health and wellbeing (CIPD, 2021a).
Deploying talent is using the workforce in the most effective and efficient way.  Deployment can help retain talent in the business by providing new opportunities (CIPD, 2021f).  Deployment is used regularly in Griffiths.  It fills business needs but also gives individuals opportunities to move to different areas in the business for progression. For example, a ganger recently moved from civils to our water division because there was more scope for him to learn and develop to become a supervisor. 
Currently there is a tendency in Griffiths to hire externally rather that invest time in developing and up skilling existing employees. It is important to attract new talent as they bring new ideas and approaches; however, it is equally important that Griffiths nurture its internal talent to retain the best talent because they understand our culture and understand how Griffiths operate (CIPD, 2020). 
3.5 Explain the impact associated with dysfunctional employee turnover. 
Dysfunction turnover is when an employee leaves and it has a negative effect on an organisation, for example if an employee has a specialist skill, recruitment is costly, or it takes a significant amount of time to fill a vacancy (CIPD, 2022b).  In Griffiths we are currently struggling to replace qualified Engineers and Quantity Surveyors.
The costs of dysfunctional turnover can be broken down:
	Direct 
	Indirect

	HR administration time processing leaver – ensuring property returned, exit interviews etc 
	Departing employee becomes less motivated resulting in being less productive

	HR administration time for recruitment and selection 
	Loss of morale and productivity of colleagues if they are upset by the departure e.g., loss of a friend or irritated by increase in workload 

	Advertising vacancy costs 
	New employee less productive whilst they learn the job and ways of the organisation 

	Selection expenses 
	Loss of investment in terms of training and development of the departing employee

	HR administration time for processing and onboarding new starters 
	Possible damage to client relationship, e.g., the client has been working with the same employee for many years

	Costs to cover role whist  vacant (overtime or employing temporary workers) 
	If departing employee goes to a competitor, they could share confidential information

	New starter costs – IT equipment, PPE etc 
	If employee leaves on bad terms, it could cause reputational damage

	Cost of induction and basic training 
	


 (Taylor & Woodhams, 2016, P.79)
Employee overall turnover can be calculated by:
Total number of leavers over period x 100
Average total number employed over period 	(CIPD, 2022b)
Griffiths breaks it down further and calculates the turnover by categories, e.g., resignations, dismissals, retirement etc.  Providing us with an understanding of how much unavoidable and avoidable turnover we have.  Our overall turnover for 2021 was 16.9%, 83% avoidable and 17% unavoidable. 
4.3 Explain the components and benefits of effective onboarding.
[bookmark: _Hlk104293089]It is extremely important that organisations make a good first impression to new employees as it will have a significant impact on how an employee integrates into the team and their job satisfaction (CIPD, 2021c). Feedback from exit interviews in Griffiths have shown that onboarding must be effective, we have had new employees leave within their first few weeks due to lack communication and support from their line managers, particularly when working remotely.
The CIPD provide a list of essential criteria that makes onboarding effective.  To ensure employees understand what is required of them a job description and contract of employment should be issued confirming the T&Cs of employment.  It is extremely important that new employees understand who  to and where they report on their first day and their inductor is prepared and has time to spend with the new employee. Failure to do this is likely to cause the new starter anxiety and make the wrong first impression. It is particularly important in Griffiths that all new starters are provided with comprehensive health and safety information, as a H&S breach could result in serious injury or a fatality.  New employees should be provided an overview of company procedures, benefit entitlements and processes. Griffiths direct new starters to our online Business Management System which is a good central point for company information (CIPD, 2021c).
Failing to carry out the above could result in new employees feeling unsettled, lacking understanding of their role and how it links to the organisation’s goals, which could lead to them leaving.  As a result, there could be additional costs for further recruitment, remaining staff’s morale effected and wasted time of the HR team (CIPD, 2021c).
2. Define what tight and loose labour markets are and how understanding the labour market can help organisations remain competitive. (1.1, 1.2)
1.1 Explain how organisations strategically position themselves in competitive labour markets.
[bookmark: _Hlk104299530]It is important that organisations develop resourcing strategy which helps attract the best talent and differentiated the organisation from the competition.   Organisations should be aware of what competitors in the labour market are doing. This can be done by completing competitor analysis, looking at the strengths and weaknesses of competitor’s employment offers - including pay, benefits, work environment, job security and progression opportunities.   Once the analysis is complete an organisation can adapt their packages to attract talent over competitors (Taylor & Woodhams, 2016, p.60).
Organisations can choose how they present themselves in labour markets to attract the right talent over competitors. There are four approaches, which are differentiated by reward and culture. 
· Employer of cash – pays well but may be not treat employees well.  An example may be long distant lorry drivers, they get paid well but treatment may not be the best. 
· Employer of values – not high payers, however they commit to treating employees well, offer job security, fair treatment and rewarding work.
· Employer of churn – pays poor and treat employees harshly.  These employers tend to have a high turnover and are aimed at lower skilled workers. 
· Employer of choice – pays well and treats people well. This is where Griffiths is aiming to be positioned, although it is currently paying reasonably and its benefit package could be improved significantly. 
[bookmark: _Hlk104311634](Taylor & Woodhams, 2016, p.61)
Employer branding is another way of remaining competitive in labour markets.  An employer brand has been defined by the CIPD as a set of attributes and qualities that makes an organisation distinctive, promises a particular employment experience and appeals to those who will thrive and perform best in its culture (Taylor & Woodhams, 2016, p.61).  Griffiths has a very strong branding in the local community and has reputation as a good employer. 
1.2 Explain the impact of changing labour market conditions on resourcing decisions.  
[bookmark: _Hlk104302738]Organisations will need to adapt their recruitment strategy and decisions to align with changing labour market conditions, for example their approaches will change depending on if they are operating in a tight market, which is when there are more job opportunities than job seekers or a loose market, which when there are few job opportunities with many job seekers competing for the same jobs.   Griffiths is currently in a tight market, we are struggling to fill positions because there is so much competition in the market and there is a skills shortage (Taylor & Woodhams, 2016, p.53).
When operating in tight markets organsations need to be more creative with their recruitment strategies, focusing on recruitment initiatives, employer branding, retention strategies, development initiatives, reorganisation, and long-term resource planning (Taylor & Woodhams, 2016, p.55).
There are several different factors that can cause the labour markets to loosen or tighten, these include: 
· Economic context – economic downturn can cause organisations to close or downsize resulting in redundancies, causing markets to loosen. 
· Demographic changes – births, deaths, ageing population and migration. 
· Political changes – an example would be Brexit, this cause significant changes in the labour market with the reduction of overseas workers in the UK. Brexit has impacted on Griffiths with regards to the availability of workers. 
· Legislative changes – laws limiting working hours, may increase the need for further staff.
· Technological developments – advancements in technology and automation may decrease the need for employees.  However, it may increase the need for specialist skilled technology experts. 
· Natural disasters, epidemics, and international events - we have seen this recently with Covid and the Ukraine war.
(Taylor & Woodhams, 2016, p.54)

3. The pandemic has forced organisations to use more technology which has resulted in a change in the way they carry out their recruitment and selection. Evaluate this, and discuss the potential future impact this may have on diversity and inclusion. (2.4)
2.4 Assess the strengths and weaknesses of different methods of recruitment and selection to build effective workforces:
Griffiths uses our parent company’s resource hub to attract and selected new recruits, we use the following methods:
· Existing employees receive an incentive for recommending family or friends for a position.  Most employees are unlikely to recommend someone they do not feel is appropriate for the role, however it can become quite costly (CIPD, 2021d).
· All our vacancies are advertised on our company website, there is also the option to apply through the website. This could be a disadvantage to applicants that are not computer literate. However online advertising can reach applicants far and wide and it is cheaper and quicker than traditional methods.
· The resource hub advertises roles on social media, particularly LinkedIn.  LinkedIn is also used to direct source candidates. This is an advantage as we may be able to recruit people who are not actively looking for employment.
· The resource hub advertises through several commercial job boards, e.g., indeed.  These are very popular with job seekers as they can view many vacancies quickly in one place. 
· We use recruitment agencies as last resort when we are having difficulty filling specialist roles. They have a good understanding of our organisation and its requirements; however, it can be costly (CIPD, 2022d). 
[bookmark: _Hlk105666462](Armstrong & Taylor, 2020, P.306)

The resource hub shortlist applications on Griffiths’ behalf by comparing and scoring applications against the role specification. Shortlisted candidates are invited to a behavior/competency-based interview. The questions focus on past events in the candidate’s life to establish if they have the skills and competencies required for the role. As a result of Covid the majority of first stage interviews are conducted by video call over Teams.  This tends to help speed up the process as it provides more flexibility to the interviewer and candidate. For some roles we may invite candidates to assessment centres, for example we recently recruited a HR Advisor, the candidates were asked to give a presentation, carry out some roleplay and complete a competency-based interview.  Assessment centres are becoming more popular but can be costly in terms of preparation and administration time (Taylor, 2019, p.307).
4. The UK has been seen to focus so much on apprenticeships in the last decade that the level of numeracy and literacy skills has declined in mainstream education. To help improve this situation the UK government have introduced several initiatives to increase the skills in the UK which includes the scheme Multiply which offers programmes to help adults improve their numeracy skills. (Gov, 2021) Critically analyse the impact on organisations and the role they will play in improving the skills of the UK. (1.3)
1.3 Discuss the role of government, employers and trade unions in ensuring future skills needs are met.
Research shows that a high proportion of the UK workforce have poor literacy, numeracy and computer skills and many businesses are built around low skilled, low paid jobs.  Griffiths has a significant number of employees, in manual roles who are unable to read and write at a basic level. This holds the individuals back from progressing in their careers and causes issues when it comes to learning and development as they struggle to complete the courses without support. Ensuring the workforce has the essential skills is important for economic growth and prosperity of individuals and organisations. For individuals it provides skills to help create job opportunities and for organisations it helps to meet current and future business demands (CIPD, 2021f).
The government has been concerned for some time about the number of people leaving school without the basic literacy and numeracy skills. To combat this issue the government has invested heavily in modern apprenticeship schemes, which provide apprentices with time and resources to gain the essential skills (Taylor,2019,p.640).  For example, my CIPD course is an apprenticeship and throughout the course I have complete essential skills training including numeracy, literacy, Welsh and digital literacy.  This apprenticeship was fully funded by the Welsh Government. 
A scheme that the UK government has implemented is Multiply. The aim of the scheme is to provide people with the ability to use maths in everyday life, home and work. Approximately half of the UK’s working population have the equivalent maths skills of a child of primary school age. This is why government has pledged up to £559 million in funding for the scheme (Department of Education, 2022).
5. According to Zimpel (2021) ‘Workforce planning is about generating information, analysing it to inform future demand for people and skills, and translating that into a set of actions that will develop and build on the existing workforce to meet that demand. Understanding of the distinction between ‘soft’ and ‘hard’ aspects can help to explain the renewed interest’ With this in mind answer the following: (2.1, 2.2, 2.3)
a.	Explain how workforce planning addresses gaps between supply and demand. 
b.	Compare and contrast the different techniques that can be used 
c.	Explain the approaches to succession planning and how this can help motivate employees 
2.1 Analyse the impact of effective workforce planning. 
For workforce planning to be effective there are four stages that should be followed:
1. Forecasting the organisation’s future demand for skill, which involves asking what tasks need doing, how they can be delivered into individual job roles and what skills are required for each role.  
2. Forecasting supply, which involves looking at the current resource within the organisation.  Establishing the composition, skills of the workforce and the number that are likely to be the organisation when they reach the forecasted time. 

3. Identify the gaps between supply and demand but completing a skills audit.  The steps are:
· Creating a competency framework for each role which lists all the competencies required for a role. 
· Assess current employees using an audit form
· Summarise results and compare current skills with those required in the future. 
 
4. Addressing the gap by determining how the organisation can best use its current resources, for example moving people, providing training, ensuring the best talent is retained and removing people from the organisation if their skills and knowledge do not meet future needs. The gap can also be addressed by identify if there are external sources of skills that could be used. These may include recruiting from local labour markets, wider recruitment, bringing resources in on a contract basis or offering work experience programmes, and outsourcing activities to an external provider. 
Griffiths has recently employed a dedicated Strategic Workforce Planner to help us carryout the stages above effectively. 
2.2 Evaluate the techniques used to support the process of workforce planning.  
There are three categories for forecasting the future demand of human resources, the timescale and nature of the business will determine which technique is the most suitable.
· Systematic techniques – is a mathematical/ systematic approach used to forecast future demand through analysing past and current experiences.  This approach looks at past business patterns and the number of employees to help make judgements on the levels required to meet future business needs.  This approach is common in public services, e.g. in schools, the number of school children can be predicted in advance based on population trends.  This technique is also useful to organisations subject to cyclical fluctuations, e.g., retail businesses which have seasonal requirements.
· Managerial judgement – using the knowledge and experience of senior managers. Stainer (1971) identified three advantages to this approach, it is quick and requires little/no data, intangible factors can be considered and opinions from managers from other organisations can be taken into consideration.  
· Working back from costs – work out future budget and calculate how many employees can be afforded. The finance department provides a budget for future staff costs and the HR team calculate how many employees can be afforded. 
[bookmark: _Hlk104832439](Taylor, 2019, p.157)

Techniques used to forecast internal supply include a mixture of statistical analysis and management judgement. It is important to analysis the reasons for staff turnover. Techniques used to analysis turnover include annual crude turnover, stability turnover, internal promotion turnover, and cohort analysis (Taylor, 2019. p.164). 
Griffiths we use a mixture of managerial judgement, working back to from costs and turnover analysis to forecast our future requirements.
2.3 Explain approaches to succession and contingency planning aimed at mitigating workforce risks. 
Succession planning focuses on identifying and growing talent to fill leadership and business 
[bookmark: _Hlk104835025]critical roles (CIPD, 2020). Traditionally succession planning was used to ensure that senior roles and director positions were filled by candidates that have the ability, skills, knowledge, and experience when positions become available.  However, many organisations now aim to develop the workforce rather than specific individuals to create ‘talent pools’ from which a replacement can be selected (Taylor & Woodhams, 2016, p.59). 

Bechet (2008) identified five stages of succession planning:
1. Identify Critical positions in the organisation 
2. Define the capabilities required for these roles 
3. Identify and assess possible candidates 
4. Provide individuals with focused development plans 
5. Regularly review the progress of identified successors 
(Taylor, 2019, p.418)

Appraisals are an effective tool to identify employees who have ambition and potential to progress into senior roles.  They can be used to assess skills and agree development plans. Both formal and informal activities can support the development of employees, these include, on the job training, formal training progammes, coaching and mentoring, secondments, supervised ‘acting up’ (Taylor & Woodhams, 2016, p.60).

Whilst it is important that organisations nurture internal talent and retain the best talent, as they have relevant operational experience and understand the organisation’s culture. It is equally important to attract new talent into senior roles as they bring new ideas and approaches (CIPD, 2020). In 2020 Griffiths recruited three new regional directors, two were through succession planning and one was an external recruit, providing good coverage of organisational experience and fresh new ideas across the business. 
 
6. ‘Anyone doing strategic workforce planning, long-term recruitment or succession planning should include a well-maintained talent pool in their strategy.’ (AIHR, 2020). Discuss with examples. (3.3, 3.4)
3.3 Evaluate approaches that an organisation can take to build and support different talent pools. 
[bookmark: _Hlk105665899]A talent pool is a database which holds the profiles of everyone who is interested in an organisation, it holds the profiles of people who haven’t applied but may wish to in the future and the profiles of people who previously unsuccessfully applied.  A talent pool provides an organisation with a safety net against unexpected sudden departures, providing a database of qualified candidates that can be accessed quickly and sometimes reduce the need to launch a long and costly recruitment process. A talent pool also provides access to passive candidates who may not be actively looking for work. Having a talent pool can also help when strategic workforce planning (AIHR, 2020).
For a talent pool to be effective it is important that is maintained correctly.  It is essential to keep people interested.  Tips include:
· Check the pool regularly to have a good understanding of the talent available. 
· Include former employees in the pool (those that left on good terms).  I am a good example of this, I worked for Griffiths previously, left and was then contacting when a new position became available.
· Ensure internal talent is included and not overlooked.  The advantage is you already know what they are capable of and that they in fit with the organisation’s culture. To get the best out of an internal talent pool, employees should be provided with plenty of learning and development opportunities, regular performance reviews and coaching and mentoring. 
(AIHR, 2020)
To ensure the right talent is included in the pool, organisations should set criteria for inclusion.  For example, potential members could be assessed on their ability, aspirations and engagement (Armstrong & Taylor, 2020, P.331).
We do not currently have a talent pool in my organisation, however an example of an organisation that uses talent pools as part of their talent management strategy is Cemex Ltd, as shown in the model below:
	Business Strategy
	 
        Future Talent Requirements 
Recruitment                                                                                                     Development
and selection                            
                                                   Succession Management
	
                                                    Talent Pool  
(Armstrong & Taylor, 2020, P.337)
3.4 Evaluate the benefits of diversity in building and supporting talent pools. 
A diverse talent pool includes people with different cultural backgrounds, ages, genders, disabilities, religions, sexual backgrounds and varying levels of professional experience (Indeed, 2022a).  Griffiths has been heavily involved in Pride month, sponsoring, and attending local events, social media campaigns and changing our company logo to rainbow colours.  This activity has received positive feedback from employees, potential employees, clients, and competitors and shows we are an inclusive employer and helps us to develop a more diverse talent pool. 
[image: Alun Griffiths (Contractors) Ltd]
Both employees and the organisation will benefit for having a diverse talent pool in the following ways:
· More creativity - people from different backgrounds can offer different insights and ideas when solving work-related issues as they have different experiences, skills and knowledge. 
· Attract the best talent – a study completed by Glassdoor in 2017 found that 67% percent of job seekers were attracted to organisations that had a diverse workforce.  Employees are more likely to refer friends/family if they are proud of where they work, feel included and valued (Wessinger, 2017). 
· Increase competitive advantage - studies completed by McKinsey in 2015 showed the impact of having a diverse workforce has on company performance. Businesses that were gender-diverse were 15% more likely to outperform those non gender-diverse and companies that were ethnically-diverse were 35% more likely to outperform those that were not (Wessinger, 2017). 
· Reduce employee turnover – employees are likely to remain in organisations where they feel represented and appreciated and work with people who respect their values and interests. 
· Increased employee engagement – research has shown building diverse and inclusive environments increases engagement by breeding trust in employees. Not only for minority groups but everyone (Wessinger, 2017).
										(Indeed, 2022b)
7. According to the Suff (2021) ‘UK law currently recognises three main types of employment status: employee, worker and self-employed. An individual's employment rights depend upon whether they are an employee or worker’.  a). Assess how different employment types can meet workforce needs and b) Explain the main contractual terms used in contracts. (4.1, 4.2)
4.1 Assess suitable types of contractual arrangements dependent on specific workforce need. 
Griffiths’ workforce is made up of three main types of employee statuses, direct employees who are employed under contracts of employment, freelance workers who are self-employed and workers through employment agencies (CIPD, 2021b). Currently our workforce is made up of 70% employees and 30% workers/self-employed contractors.  In our business we need to have a flexible workforce as our needs and requirements are fluid.  For example, construction maybe reduced in winter months due to weather.  Our agency workers are primarily manual workers, e.g., Plant Operators and freelancers tend to be in professional roles like Project Managers (highly skilled roles that there is lots of competition for). 
We tend to see more engagement and commitment from our employees, which I believe is due to the extra employee rights they hold, for example statutory right to notice, maternity/paternity leave etc., flexible working and protection against unfair dismissal.  Being an employee provides people with job security (CIPD, 2022b).  In Griffiths we encourage flexible working and work-life balance wherever possible and therefore offer part-time and temporary contracts.   
The commitment we see from our workers and self-employed contractors is generally less than our employees, they are more likely not report for work or find alternative work at short notice.  However, the benefit to the business is we can dispense of their services at short notice and without giving statutory notice if our workforce requirement changes, for example a project maybe finishing and the next project is not due to start for a few months (GOV, 2022).
4.2 Differentiate between the main types of contractual terms in contracts.
A contract of employment is a legally binding agreement between employee and employer. Griffiths’ company policy is that a new employee cannot commence work until a signed contract of employment has been received.  Contracts contain both express and implied terms. Express terms can be written or given verbally and are not restricted to written employment contracts. Express terms must comply with employment law and meet minimum legal standards, such minimum wage, right to paid leave and breaks. Implied terms are applied to all contracts of employment and arise from long-established common-law practices and statutory interventions in the employment relationship. Examples include mutual trust and confidence between employee and employer, employers’ duty to provide a safe working environment and right to receive at least minimum or living wage (Suff, 2021). 
Implied terms do not always have to be written, a situation that occurred in Griffiths was a department refused work standby duties because the Director tried to make changes to the payments. The HR department became involved and established that although there was nothing written in their contracts, the current arrangement was an implied term because of the length of time it had been in place.  The change was then put on hold until consultation could take place.  
Organisations often incorporate documents into their contacts of employment, this could include job descriptions, collective agreements and staff handbooks.  Griffiths incorporate job descriptions, and company procedures.  Incorporation can bring clarity to the employment relationship and promote fairness by treating all employees equally from the start. The potential negative to incorporation is if procedures are included and the employer fails to follow the employee has the right to take legal action (Taylor, 2019, p.387).
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