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1.1 Describe key contemporary labour market trends. 
1.2 Describe the principles of effective workforce planning and tools used to carry it out.   
1.3 Explain how to develop basic people plans and succession plans.
2.1 Assess the strengths and weaknesses of different approaches to attracting talent to the organisation. 
2.2 Assess the strengths and weaknesses of different approaches to retaining talent.
3.1 Explain key aspects of good practice in relation to the development of job descriptions, person specifications and competency frameworks. 
3.2 Evaluate different methods of recruitment and selection. 
3.3 Explain key aspects of good practice in relation to dismissal, redundancy and retirement.
1. 

Describe key contemporary labour market trends.  

The labour market consists of people that could potentially work for an organisation (Wilkinson & Taylor, 2016).  It is affected by supply and demand which create either a tight or loose labour market.  A tight labour market is when there are more jobs available than people actively looking, whereas a loose labour market has more jobseekers than job opportunities.   The labour market can be local, national or international.  With globalisation ever increasing, it can be of benefit for organisation to compare the trends of the United Kingdom (UK) labour market with other countries.  
For example, the trends in the labour market of both the UK and Germany are very similar, however, the figures vary greatly.  While there is an increase in employment in both countries, the employment rate is substantially higher in the UK at 76.5% as opposed to 40.2%.  Similarly, both countries have seen a decrease in unemployment; however, with the UK’s unemployment rate of 3.8% of the 67.8 million people, and Germany’s unemployment rate of 5.3% of their 82.8 million population, leaves a difference of just over 1.8 million extra people in Germany who are unemployed (Office for National Statistics, 2020; EURES, 2019).  Meaning that both countries are experiencing a tight labour market.
One similarity between the two countries is that nationally they both have tight labour markets.  In the UK there were a reported 810,000 vacancies between November 2019 and January 2020, with 8.48 million people economically inactive and potentially looking for employment.  In Germany there were a reported 244,000 vacancies in February 2019, with 2.4 million people economically inactive.
Another similarity between both countries is that the there has been an increase in economically active women.  In the UK the unemployment rate of women is at its lowest ever, at 24.8%, and in Germany 28.5% (DM, n.d.).
Another difference between the two countries are the vacancies where skills are required.  In the UK the three main areas are health and social care, retail and hospitality; while in Germany their main areas are health and tradesman occupations – engineering, transport, carpentry, metal work.  This shows that there is both a similarity and difference in the demand for skills between both countries, this could lead to competition.

Describe the principles of effective workforce planning and tools used to carry it out.
The tight labour market, as well as the potential impact of Brexit and the 4th Industrial Revolution, impacts on workforce trends.  There is a growing emergent in the important of workforce planning to help organisation meet these impacts on the future workforce.
Workforce planning is a process that involves various steps/tasks to ensure that an organisation has the right number of the right people with the right skills at the right time for the right costs in the right contracts (CIPD, 2019).  It can be termed as ‘human resource planning’, ‘talent planning’ or ‘manpower planning’ within the organisation and can vary in scope and timescale (Wilkinson & Taylor, 2016; Stephen Taylor, 2010).  It includes analysing data on the current workforce and capability, also incorporate current demographics, forecasting of skills shortages and surpluses as well as HR trends e.g. automation (CIPD, 2020).  This provides the evidence of what is, and will be, needed so that strategies can be developed and implemented accordingly.

Assessing organisation’s position in relation to its labour market, forecasting its situation – whether that be short, medium, or long term – to develop plans that bridge any gaps in labour supply and demand, ensuring that the organisation can meet its goals (Taylor S. , Resourcing and Talent Management (5th Ed), 2010).  
According to Taylor (2010: p105), there are four stages in the workforce planning cycle: 
Forecasting demand – focusing on the organisation’s plans for the future.  Aim to identify what tasks need to be carried out, which tasks can be grouped together to form roles, how many of these roles will be needed, what skills and competencies are needed to perform those tasks, what levels of skills are needed to perform those tasks, what governance is needed to ensure high quality (Ulrich, 2019).  These can help to identify costs in terms of roles needed for the future.
Forecasting supply – turnover rates over time, current resources, what specific skills are held and at what level, demographic of current workforce including age.  These trends can help predict future movement. For example in the NHS Wales there is a Workforce Interactive Tool and a Skills Mix Analyser Tool that assist executives and senior managers as a part of workforce planning.  Understanding trends in the organisations and comparing then to other Health Boards in Wales (WEDS, 2016; WEDS, 2016).
Identifying gaps – These can be achieved through competency frameworks, skills audits, managers knowing staff, training needs analysis, and talent pools with employees self-identifying skills.  Competency frameworks are structures that show the employees’ behaviours, attitude and action – for example critical thinking or problem solving – with limited detail, not too broad (CIPD, Competency and Competency Framework, 2019).  
Addressing gaps – This can be accomplished through retaining and upskilling current employees by moving them into different roles and mentoring them, retraining current employees through learning and development schemes, or creating redundancies.  For example, in a tight labour market, there might not be the skills needed out in the labour market, therefore there may be a need to retrain and upskill current employees.

Explain how to develop basic people plans and succession plans.
People and succession planning involve a process that identifies employees and develops them so that they could potentially step into the organisations’ future leader, manager and/or business-critical roles when needed (CIPD, 2020).  Taylor (2010: p296) suggests that effective succession planning involves five steps:
1) Identification of critical positions
2) Define the capabilities required
3) Identification and assessment of potential successors
4) Provision of focussed development plans
5) Regular review of potential successors
Taylor (2010: p300-304) also suggests that there are two approaches to succession planning:
The traditional approach typically followed in larger organisations, hierarchical in direction, where senior managers discreetly identify and develop talented employees.  While this may bring continuity of leadership, there are weaknesses to this approach.  There is a potential for favouritism to be shown by managers and a limitation to the number of employees’ opportunities are given to.  This can lead to talented employees being overlooked, animosity within the teams/departments, disengagement, lower employee wellbeing and low performance (CIPD, 2020).
Whereas, the contemporary approach allows for a pool of talented employees to identified, possibly through appraisals by line mangers, and developed.  Identification could also be based on selection techniques such as competency frameworks and/or skills mix tools.  This approach leads to a more open and fair culture of progression within an organisation, opportunities for a variation in management and leadership techniques, and potentially greater diversity in successors. 
Within the contemporary approach are key techniques for the process.  It regular, open appraisals (or methods of communication between employee and line manager, formal or informal) so that the employee can express an interest and/or a manager can encourage development. It is suggested that appraisals are a key method of identifying these potential successors (Armstrong, 2012). Allowing for lateral moves can broaden an employees’ experience, creating a foundation of greater depth of knowledge and understanding of the organisation as a whole, helping them in preparation for future roles (CIPD, 2020).  Ensuring that there are learning and development opportunities for employees to participate in can provide the knowledge and skills necessary in various roles.  Providing access to coaching and/or mentoring can also aid the development process to ensure that the progress of the potential successor is timely and in line with the organisation’s requirements.

Assess the strengths and weaknesses of different approaches to attracting talent to the organisation.
A more recent line of thinking is that when organisations clearly show what their culture and values are, individuals are attracted to this.  If an individual can picture themselves in an organisation because of how they perceive the culture to be and the values that are displayed they may be more likely to apply for a position there (McCartney, 2017).  For example, Google has created a culture of open communication and encouragement of creativity, which has attracted so many individuals that it has hundreds of CVs every week (Taylor & Woodhams, 2016).  However, if the culture and values has shaped the wrong identity for an organisation, it could either detract individuals or attract the wrong individuals from applying to work there.  Also, if an organisation portrays one set of values but in reality it is very different, word will soon spread and strategies for attraction may not work.
A strong brand can differentiate an organisation from its competitors, and Taylor suggests that an individual will more likely choose a heavily branded product/service than another unbranded one (2010:194).  However, in order for an organisation to have a powerful brand, a substantial amount of money is required to be spent on marketing and advertising, and possibly on creating new products/services to support the stronger branding.  This may not be possible for smaller organisations.  A strong brand can induce loyalty in the organisation’s customers, as individuals may be less likely to risk trying another product/service in case their experience is inferior.  There are risks associated with the contamination of branding – the bigger the branding, the greater the fall if any bad publicity arises, meaning that more resources may need to be put towards recovery, if recovery is even conceivable (Taylor S. , 2010; Taylor S. , 2016).
Some organisations are in a position to offer competitive rates of pay and/or attractive benefits to employees that can attract individuals.  This can go a long way in drawing the attention of individuals, particularly when the labour market is tight.  However, organisations, like Google, while they do not offer competitive rats of pay, they do offer very attractive benefits, such as in-house exercise facilities, flexible working, range of catering establishments to eat at and many more (Taylor & Woodhams, 2016).  This also draws individuals to the organisation.  There is a risk to this though, when organisations only offer competitive rates of pay and do not develop other strategies for attracting and retaining employees, they could either attract the wrong types of employees for their line of business or they risk a high turnover rate due to employees not becoming/remaining actively engaged (Taylor S. , 2016). 

Assess the strengths and weaknesses of different approaches to retaining talent.
Taylor (2010: p 334) discusses four factors that cause organisational turnover suggesting employees are ‘pulled’ away to the offer of a better job, ‘pushed’ away from their existing organisations to another with the hope of a better job; organisations experience unavoidable turnover due to a career break or moving away for example, and involuntary turnover where the organisation initiates the employee leaving, due to redundancy, fixed term contracts ending or where people “jump before they are pushed” (Taylor, 2010).
With more than four-fifths of organisations admitting to having difficulties in employee retention it suggests that it is important there are initiatives, including development and rewards that can be undertaken by organisations to increase their employee retention rate. (CIPD, 2017). 
Development
The CIPD reported that one of the top three activities organisations have improved to improve their employee retention is learning and development (CIPD, 2017).   It can be said that improving development opportunities and encouraging employees to participate can empower them and create a flexible and adaptable workforce (PositiveRevolution, 2018).  If an organisation doesn’t, then it can risk losing ambitious employees via the ‘push factor’, due to them being frustrated, demotivated and disengaged (Taylor S. , Resourcing and Talent Management (5th Ed), 2010). Some even go as far as to suggest that it is unreasonable and unrealistic to expect hard work and commitment from any employee without offering opportunity for advancement (Marchington et al, 2016). However, there is a risk that developing and upskilling employees may increase the likelihood of them leaving for career opportunities if they are no existing opportunities.  One study found that obtaining specific externally recognised qualifications increased the tendency for search for a job elsewhere (Taylor S. , Resourcing and Talent Management (5th Ed), 2010).
Rewards
It is now recognised that retention is not solely due to pay, rewards and personal motivators, including job satisfaction and a clear sense of purpose, are as important to many employees (PositiveRevolution, 2018; Taylor, 2010).   There are various ways of recognising and rewarding talent, through performance-related pay, higher than average compensation e.g. regular bonus, profit-sharing schemes, group-wide incentives schemes, ‘total reward’ and other non-pay related benefits (Taylor, 2016; Perkins & Woodhams, 2016).  Incentives include analytical (or non-analytical) job evaluation to determine job worth within an organisation, can make it standardised and fair.  It has been suggested that money, feedback and recognition have a stronger effect on satisfaction than if used solely when a manager recognises the specific details of the performance/talent and offer the praise when deserved (Wietrak, 2019).  A team from the Gallup Organisation held an extensive study to whether there was a link between employee emotional and cognitive engagement with various things including staff turnover (Harter et al, 2002).  The findings suggested a clear link between employee engagement and staff turnover.  However, when any of the methods of recognising and rewarding talent are not comparable with other organisations it can lead to higher staff turnover, as individuals may leave to a more attractive offer. Also, if not equitable to different levels of working then it can lead to frustration, disunity and (Marchington et al, 2016). 

Explain key aspects of good practice in relation to the development of job descriptions, person specifications and competency frameworks. 
It has been considered ‘good practice’ to conduct a job analysis in the process of recruiting and selecting employees (Wilkinson & Taylor, 2016)  This way information about the job is systematically gathered objectively so as to minimise any potential bias in the recruitment process and increase the chances of selecting the right individual for the job. A typical job analysis should include information on the duties and responsibilities required, controls, the varying and levels of interactions and relationships needed, qualifications and experience (essential and/or desirable) for the post, environment in which the job will be carried out, and output required.  Job analyses can provide the evidence necessary for promotion, redundancy, rates of pay, and performance management (Taylor S. , 2010).   The job description and person specifications produced are then based on this analysis.  The job description is a summary of the job and its place within the structure of the organisation/directorate/department, and the personal specification provides more detailed information on the attributes and traits required. These two documents are used as tools in recruitment, selection, drawing of contracts, and performance management.  It is important to note that care must be taken when creating personal specifications that discrimination is not show whether directly or indirectly.
Competency Frameworks are not too different to personal specifications, in that it includes the identification of the skills, knowledge, attributes, education/qualifications and experience required for a particular job.  They can be used instead of, but found more widely alongside, the historical job descriptions and personal specifications.  Competency frameworks are person-based, rather than job-based, looking at what attributes and skills a person would need for optimum performance – for example, communication, leadership, problem solving, teamwork, analytical, organisation – therefore can be generic for the organisation, rather than specific to a job (Taylor S. , 2010).  The recruitment and selection process can then be tailored to highlight such attributes and skills displayed by applicants, potentially increasing the chance of hiring the right person for the job.

Evaluate different methods of recruitment and selection.
Recruitment and selection of the workforce are two separate elements with processes in their own right.
Recruitment could be sought internally, through internal promotion, lateral transfers, job rotation, or the rehiring former staff (Taylor S. , 2016).  This method costs less than recruiting externally, as there is no expensive advertising, staff could be informed through internal communication methods for example emails, newsletters, and/or bulletin boards.  These opportunities can also increase employee engagement levels as they have a pathway they could work towards (Harter, Schmidt, & Hayes, 2002).  Internal candidates should also have organisational knowledge and what will be expected of them in that job.  However, when internal recruitment is used it denies the organisation opportunity for fresh blood and alternative/creative ways of working that could be of benefit.  Also, if an organisation has a lack of diversity within the organisation, only recruiting internally will do nothing to resolve the issue.  
Another method of recruitment that is increasing in popularity is via social media.  There are sites such as LinkedIn, Facebook, and Twitter, where HR professionals can post adverts of the vacancies within the organisation for free, targeting jobs that are hard to fill and creating campaigns when the need arises.  In contrast, it is claimed that in 2016 over £350 million is spent per year on online recruitment services in the United Kingdom, and over £650 million on advertising in the printed media.  This method attracts the millennials who typically search for opportunities via social media (Taylor M. , 2017); however, as there is an aging workforce globally, this method could discriminate against those of the older generation who may not have the IT skills yet to enable them use such methods of searching for opportunities (CIPD, 2017).
An alternative method of recruitment is to via educational liaison – careers service/advisors, careers fairs/festivals, college tutors, student societies.  Most attention has previously been given to graduates; however, some organisations are recognising the need for those leaving schools and local colleges.  In 2016/17, over 750,000 individuals graduated from university in the United Kingdom (HESA, 2018).   Attracting graduates is costly as it is a very competitive market; however, some organisations view them as individuals that can make a real difference in its successes in the future (Taylor S. , 2010).

Within the selection process there exists the historical ‘classic trio’ – application, interview reference (Taylor, 2010).  However, over the years, advanced methods of selection have also been introduced, sometimes instead of, but sometimes along with, the ‘classic trio’. 
When an individual expresses interest in a particular vacancy they typically complete an application form.  This is a useful way of collating, assessing and comparing biographical information on all the potential candidates, assisting with shortlisting. It also provides the organisation the opportunity to discuss questions on work permits.  The application form may also retain information on unsuccessful candidates for future reference.  
The interview process is a relatively low resource method of selection.  It is flexible as it can be used as stand alone, with other methods, on a one-to-one, panel or group basis, and can be targeted to clarify impressions and questions that arose from the application form.  It is also a good way of promoting the organisation to all interviewees and conducting a degree of PR to encourage all unsuccessful candidates to seek employment within other roles within that organisation.  Anderson and Shackleton, however, compiled findings from various studies and surmised that there are several issues with using interviews to determine the right candidate (Anderson and Shackleton, 1996).  They suggest there is a chance for stereotyping and or/prototyping by the interviewer, chance that interviews don’t ‘see’ the true self of the interviewee due to nervousness, undue influence given to initial impressions of CV/application form and questions could be formed based on this, preferential treatment may be given to candidates with similarities to the interviewer, and an interviewer may put more emphasis on a candidates’ negative points than the positive (Taylor S. , 2010).
Approximately half of large organisations use ability tests of some sort in their selection process (CIPD, 2009).  This method can be a relatively inexpensive way of assessing the capabilities of a candidate, either in general ability, literacy/numeracy or job specific ability.   The general ability and literacy/numeracy tests are transferrable to most job types in various organisations, without the need to make specific to each vacancy or conduct extensive job analysis.  There is a risk, however, that employers use the results of these tests as back-up information rather than one of the primary reasons for hiring.  If there is a poor attitude towards them, it could be used to weed out poorest candidates only, rather than as it should.  It goes without saying that the job specific tests are not practical in all settings, it would depend on job and its context.  There is also a risk that organisations could have either a short and ineffective test or a timely complex battery of tests (Taylor S. , 2010).  

Explain key aspects of good practice in relation to dismissal, redundancy and retirement.
Dismissal (involuntary):
Under ERA there are five potentially fair reasons for dismissal – capability or qualifications, conduct, redundancy, statutory ban, some other substantial reason (Daniels, 2019).  ACAS’ Code of Practice is the minimum standard of practice to be adhered to by organisations.  This code sets out that fair and proper procedure should be followed, including investigation.  If the employee is unable to meet the requirements, the employer must take reasonable measures to investigate the issue and potential solutions.  As part of the action taken, it is usual for the employer to give warning(s) to the employee in question – informal (employer’s discretion), formal, and final.  When the employer has taken all resonable measures to help the employee and capability is still an issue, the dismissal is potentially fair.  Under the ACAS code the procedure would follow the steps: letter (informing the employee of the allegations and invite to a meeting to discuss), meeting (to discuss the matter with the employee), outcome (provided in writing along with the action to be taken), appeal (the employee has the right to appeal the result).  If any of these steps do not take place, the dismissal can be deemed as unfair and taken to Employment Tribunal within three months of dismissal – BS v Dundee City Council (2013) CSIH19.
Redundancy (involuntary):
ACAS advise that it is best practice for organisations to develop a redundancy plan.  It is also recommended, before making any redundancies, to look for alternatives – offering flexible working, limiting overtime for staff, offering temporary reduction in hours, offer voluntary redundancy or retirement, or moving employees to different jobs (ACAS, n.d.).  Consultation needs to take place with the employee(s) that could be affected.  Depending on the number of redundancies that may need to take place, Trade Unions and timescales will need to be considered if there are more than 20 to be made.  Criteria for selection needs to be agreed with all involved and an appeals process should be made as a conduit for any employee that feels they have been selected unfairly (Daniels, 2019).  Employees are given a period of notice of the decision of redundancy – of which there is a minimum statutory period that must be provided, or what is stated in the contract of employment – as well as an entitlement to redundancy pay – again there are statutory amounts set as a minimum.  An employer should also provide the employee being made redundant assistance to find another job, which could include paid time for training and attending interviews, along with the provision of advice and guidance for overall wellbeing – including counselling, financial advice and continual open communications (ACAS, n.d.).
Retirement (voluntary):
It is best practice to have a culture that encourages ongoing and open conversations about the future with employees.  This can allow for all parties to understand each other’s needs and priorities, and possibility for a deepened trust.  Communication is also important even before the process begins.  Clear communication can inform the employee considering retirement what options available are available – this could include phased graduation through offering flexible hours, reduced hours, extended leave and/or reducing responsibilities.  As the UK is seeing a gradual increase in the older workforce, an organisation could look into upskilling or retraining older employees for those that cannot yet afford to retire (Taylor S. , 2010).   Retirement can raise many different concerns and emotions from an employee.  There is usually a need for organisations to provide emotional support during a large part of the process, including financial advice and pension provision, counselling due to loss of identity, guidance on health, safety and nutrition while at home, and the possibility of re-employment/part-time working (Armstrong, 2012). 
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