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1. Executive Summary
This report is a critical analysis of how Ceredigion County Council’s (CCC) current position in the labour market has an impact on its ability as a Local Authority to attract potential recruits to work for the organisation, being able to recruit brand new staff to the organisation as well as the development and retention of existing staff members. The report will also evaluate the internal and external business factors which could have an impact on its ability to not only attract recruits but to keep them within the Authority using a ‘grow our own’ initiative. 
The report will focus on the increasing use of technology in the recruitment process and how CCC can take advantage and incorporate new ways of attracting talent using technology. However, as it is with everything, there’s bound to be a negative aspect of using technology which could counter-balance the positives. The recommendations discussed in this report will discuss the potential negatives associated with using new technology to recruit and whether those negatives pale in comparison with the positives. 








2. Introduction
CCC is a Local Authority (LA) and therefore a public body with a wide range of roles that serve residents of the County. Around 4,000 members of staff are employed by CCC, from manual, professional, qualified, registered roles and statutory roles and therefore the pool of candidates are wide ranging. Due to this fact their needs must be accommodated whilst using a universal system that can cover a diverse range of candidates.
The purpose of this report is to critically analyse CCC’s current standing in what is already a tight Labour market (CIPD, 2021) and focus on ways that the organisation can maximise its efforts when recruiting during the medium to long term. 
The UK is still in the grips of a pandemic with one variant following the other, which is still having a huge knock-on effect on businesses closing and employees losing their jobs. Despite this, the Labour market itself is very strong (ONS, 2022). With the amount of vacancies increasing, levels of unemployment decreasing and the power shifting from employer to employee, the battle to employ the best talent out there has never been more prevalent. 
Jacobs discusses the issue of employees moving from one role to another: 
According to recent data from Randstad UK, a quarter (24 per cent) of workers were actively planning to change roles within three to six months, compared to 11 per cent during an average year.
                                                                                      Jacobs, 2021, p. 33
The term ‘job for life’ is deemed to be more old fashioned than it ever has been, especially with young recruits from Generation Z becoming more prevalent in the workplace. 
The report will discuss where CCC is currently as a potential recruiter and what systems or technologies are out there to enable the Council to widen its recruitment net and attract more candidates.

3. External and Internal factors affecting talent management
Here I will be discussing what I think are the external and internal factors that are affecting talent management within CCC.

3.1 Attraction and Recruitment - Is the ‘traditional’ route to recruiting still relevant? If not, how can we improve?
Prior to 2015, (before the use of the iTrent software within the Authority of which will be explained further down in this report), when advertising vacant posts it was not always possible to contact candidates who were not being interviewed. This would no doubt have a negative impact on those candidates and would deter a large number of them from applying for other roles within the Authority. The psychological contract could already be damaged, even before it came into fruition (CIPD, 2021). It was important to move on from that way of working in order to capture a broader range of candidates. An interesting take on how to avoid such pitfalls according to Taylor (2019) is that ‘‘there is considerable published evidence that demonstrates how heavily influenced job applicants are by the way they are treated during the selection process.’’ 
How candidates are treated during this initial process can also cast a negative light on how they perceive they will be treated if they became employed by that organisation. As Taylor (2019) puts it, ‘’if they are unimpressed they tend to turn down job offers and also pass on these negative impressions to colleagues.’’ 
The term ‘traditional’ can give the impression that a particular way of working is too old fashioned – or even obsolete - to be used in the modern world of recruitment (Dojchinovska, 2019). As technology continues to flourish at a rapid rate, with new social media platforms trying to outmuscle ‘older’ platforms, the race to attract more subscribers has never been more intense. 
The first hurdle to attract a wider (and increasingly younger audience for more ‘entry level’ posts) is to tap into the social media accounts that they use. An interesting article by Tyfting (2019) reiterates this point by stating that, in order to attract the best talent from millennials and Generation Z, businesses ‘’need to meet that talent on the platforms and in the digital spaces where they spend their time.’’ 
Such an example of maximising the use of social media is discussed by Faragher (2021) when Travis Perkins used TikTok to attract students to work on a flexible contract during the summer of 2021, where ‘‘the results was around 10,000 applicants, 18 per cent from ethnic backgrounds and 40 per cent female, in an industry traditionally dominated by men.’’ 
This goes to prove that thinking outside the box and branching out into social media platforms not previously taken advantage of can be of huge benefit (myHRfuture, 2019).

3.2 Use of technology when screening applicants
As is demonstrated by Howlett (2020), manually sifting through application forms can, at times, become time-consuming and tedious, especially when candidates are unsuitable for the role. Some candidates may have applied in the hope that they might get lucky in being shortlisted, or they may not have properly read the job description and person specification for the role. Going through each application form and finding that what the candidate can offer is below what is needed for the role can be demoralising for an interview panel. What could be used as a way to avoid going through each and every application form to find that they fall onto the ‘reject’ pile is to use technology to initially sift through them. Not only would this be a time saver but also brings down the cost element if you take into account the hours taken up by an interview panel. 
According to Taylor (2019), a new way of filtering online applications would be to use what’s described as ‘biodata forms’ where candidates would need to fill in what could be considered more as a questionnaire initially rather than the traditional application form. Taylor (2019) goes on to say that the ‘‘purpose is to collect straightforward factual information about achievements and personal career history.’’ 
The secondary purpose of these forms as highlighted by Taylor (2019) is to tailor the questions asked in order to effectively mark candidates on whether they have what’s required for the role (for example experience or relevant qualifications) which would make them a good ‘fit’ for the organisation.
This allows the electronic form to be assessed and scored, without the need for anybody to even see the application yet. As Taylor (2019) states, ‘‘those that do not reach a threshold score are rejected electronically (but hopefully with courtesy), while the others are sent on into the employer’s database’’. This particular point highlights the point that if, as a candidate, you are unsuccessful at the shortlisting stage then the least you expect is a form of communication thanking you for your interest in the role. It can only be considered as common courtesy and would, hopefully, not deter those candidates in showing an interest in applying for other posts within that organisation. Other forms of assessing candidates at the application stage as highlighted by Taylor (2019) are online personality questionnaires and online ability tests. Ways that AI can be used to shortlist candidates in the future is somewhat more convoluted (Wall Street Journal, 2018).

3.3 Interviewed by AI
Freund (2017) discusses the perception that the majority of people dislike being interviewed. It does not mean that a particular candidate is not the right person for the role, does not have the required experience or skills or won’t ‘fit in’ within the organisation. It is purely human nature to feel nervous about being assessed by others. So how would it feel to take that ‘human’ element (either partly or fully) out of the equation? According to Mesnet and Mirowska (2021) ‘’using artificial intelligence (AI) to evaluate interviews can help organisations recruit more efficiently but it’s not without risks.’’ 
Using artificial intelligence to interview candidates instead of the traditional interview panel has not been studied widely and therefore its success can be questioned. This point is discussed by Mesnet and Mirowska (2021), who question whether a lack of clarity in how AI evaluate candidates might result in them being unfairly judged. 

3.4 Pros and cons of interviews – traditional or otherwise
Interviews in the traditional sense of being present in the same room as an interview panel have changed dramatically since the pandemic hit the UK in 2020. Interviews are now being held remotely over Skype, Zoom or Teams (to name but three) and as things currently stand will not be changing any time soon (Faragher, 2020). Following recruitment campaigns the new process that CCC have implemented are to interview via Teams or Zoom. The overall feedback to the change has been positive from panel members and candidates who have been involved in interviews. One positive result of remote interviews is cost saving. For example, with candidates and interview panels being able to join virtually this saves on travel time. However, one of the main drawbacks of virtual interviews is the overall reliability of whatever system is used to have a good picture and sound quality. This is discussed by Taylor (2019) in that a virtual interview is no real substitute for a face-to-face interview and until technological advancements are made to make the picture crisper and the sound clearer, it will only be seen as a temporary measure. 

3.5 Apprenticeship Scheme
Since 2018 CCC have invested in an Apprenticeship Scheme which has been very successful in attracting a younger audience (figure 1). 
Our research have found that young people want videos, quick and simple application forms and eye-catching adverts to attract them to roles. Information on the range of opportunities and benefits (CCC, no date) are available on the website, however in comparison Pembrokeshire County Council have a career portal for students (PCC, no date) which is a good example of what CCC could be striving towards.
A huge benefit of the scheme (CIPD, 2021) is that employers are able to ‘’nurture their own talent’’ with candidates being able to enter into a job, get paid and at the end of the scheme gain qualifications. 
4. Development and Retention: Employer branding
It is a common misconception that to work for a company who are seen as cutting-edge where their branding and advertising is slick means that they are a great company to work for. It is hardly surprising that when candidates are asked who they would like to work for based on no knowledge of how those organisations work, that companies such as Google or Apple would appear high up on that ‘wish list’. 
As discussed by Taylor (2019), it is a ‘common myth’ that brands can be deemed to be the go-to places to work because ‘they can be built simply through the use of effective advertising’. The relevance to this point is that, although effective recruitment campaigns are important when creating a positive employer branding, this cannot be solely relied on when keeping employees happy. It’s all well and good creating that slick campaign when the organisation needs to keep re-advertising that post due to the fact that expectations aren’t being met. Taylor (2019) goes on to say that ‘’a disgruntled employee who performs poorly or is looking for another job all the time is a direct cost to the business’’. Whilst from the outside the organisation may seem the ‘pinnacle’ of employment, in cases such as these ‘‘it is much harder to disguise reality from employees than is sometimes the case with consumers’’. 
In order to create the reality of an organisation being a good employer it’s essential to be seen as somewhere where employees enjoy working there, with their job satisfaction being a core principle of that organisation. This importance is highlighted by Armstrong and Taylor (2020, p. 503) when they note that a ‘’positive brand will help the business to become an employer of choice thus attracting better applicants for jobs’’ and that an essential way of ensuring this good practice is through ‘‘the way people are treated, the provision of a fair deal, opportunities for growth, work-life balance, leadership, the quality of management and involvement with colleagues’’.
By making sure that a positive candidate experience can continue from the recruitment stage to being an employee, that is how an organisation can keep hold of talented and hardworking members of staff.
However, the key to making sure that employer branding becomes a success is not to attract large numbers of applicants who aren’t able to bring an additional dimension to the organisation or aren’t the right ‘fit’ for a role – it is entirely reliant on bringing the ‘right’ people into the ‘right’ jobs. Taylor (2019) states that the ‘’purpose is not simply to attract more applicants in general terms, but to attract those who will fit in best and thus, it is hoped, perform to a higher standard’’. When an organisation raises its standards in order to become a ‘go-to’ employer this has a positive impact not only on the recruitment of strong candidates in the first place but in turn the retention of those employees. A higher retention rate of good employees means that those job roles don’t need to keep being re-advertised in comparison to jobs with a high turnover. This, of course, has a positive knock-on effect on the amount of money an organisation spends not only on recruitment but the cost of training new recruits. Taylor (2019) highlights this effect with his statement that by enhancing how an organisation is viewed by the public ‘’means that fewer advertisements have to be placed in order to attract the applicants that are required’’. 
A list of seven ‘branding values’ for employers have been discussed over the years by (Ambler et al., 1996), (Berthon et al., 2005) and (Dabirian et al., 2017) on how employees would decide whether an organisation is a good or bad employer (figure 2). 
Learning and Development opportunities are key to retaining employees and CCC ensure that candidates are aware of the opportunities available to them both at employment and at the recruitment stage.
5. Critical analysis of HR systems used by CCC
Since 2015 the Authority have used a system called iTrent, a software provided my Midland HR (MHR). The system is an integrated HR/Payroll system that has been developed to include recruitment, performance management and training and development. The system includes employee self-service and manager self-service, allowing employees and managers to directly undertake many processes and procedures via a password protected sign on process. 
Almost all recruitment for posts within the Authority are advertised solely via the Council’s careers page which is linked to the iTrent recruitment module and application forms, with some exceptions also being advertised via external websites (Indeed, TotalJobs and online via the Jobcentre in the past), specialist websites or magazines and in the past via the local newspaper. However, times are rapidly changing in the world of recruitment and currently the vacancies being advertised are at an unprecedented number, with not every vacancy being filled. 
In an article by Faragher, she highlights the vast amount of competition that businesses are facing at the moment in relation to recruitment: 
In September, the Office for National Statistics reported that there were 1.2 million job vacancies in the UK, while the average unemployment rate fell to 4.5 per cent, meaning the UK faces its tightest labour market in decades.
                                                                                      Faragher, 2021, p. 26
As a Local Authority we need to tap into the ‘needs’ and ‘wants’ of potential recruits, especially in preparation for attracting those from Generation Z. A massive culture change from how we used to be office-based to how we currently work (as is with the majority of other businesses throughout the UK) is that we are fully home-workers. Watkins gives us his insight into what those from Gen Z are looking for from an employer (2021, p. 19) is that the majority of them would rather be in an office-based job than a full-time home worker, possibly due to the experience of having to attend lectures online rather than face to face, and therefore missing out on the social side and networking associated with attending university. 

6. Technology used in recruiting 
Here I will be discussing a few examples of technology that are available in the recruitment process.

6.1 Chatbots
The first chatbot, which was named ELIZA, was created in 1966 and was used to replicate human conversation by analysing a range of words passed through a computer and would respond by choosing from a range of responses that had been scripted (Adamopoulou and Moussiades, 2020, p. 2). Since then the chatbot function has developed immensely and by early 2016 companies such as Facebook started to develop a chatbot to be used specifically for their brand. Whilst initially it may have been used as a ‘customer service’ function, the chatbot has grown in popularity and is now used during the recruitment stage. 
How successful a chatbot function is to an organisation depends on how well designed it is. It needs to be intelligent and intuitive when dealing with potential candidates whilst also being useful when providing relevant information. The advantages of chatbots for recruiters are discussed by Adams (2018) where it is noted that their use simplifies the process (which is a positive for recruiters) as well as speeding up the process of letting candidates know whether they have been shortlisted or not. Adams (2018) goes on to discuss how a successful interaction between candidate and chatbot would influence how that candidate feels about an organisation, which in turn helps build the employer branding.
There are disadvantages to chatbots despite the amount of benefits they provide to an organisation. Carter and Knol (2019) highlight a specific potential problem where there are fears that private and sensitive information obtained from candidates could be captured by hackers.
Despite that potential negative, the ever-increasing popularity of social media has further increased the relevance of chatbots in the recruitment industry.
The use of chatbots on the CCC recruitment website as well as on the intranet site to guide existing employees on how to book annual leave, for example, has been mooted over the past two years or so, however that reality never came into fruition. The positives certainly seem to outweigh the negatives therefore, in my opinion, this would be an avenue the organisation should be looking into. 

6.2 Social Media
The use of social media in the recruitment process can be a powerful tool when used correctly. Social media giants such as Facebook and Twitter are still used to target candidates and drive them towards vacancy pages of organisations, however being aware of the pitfalls of targeted adverts need to be at the forefront of recruiters’ minds.
In the article Recruitment goes virtual (2013), LinkedIn is also mentioned as a popular social media platform ‘’with around 90 percent of HR professionals using it as a tool to hire new staff’’. With more candidates from Generation Z looking for work with the use of mobile phones rather than using computers, organisations need to ensure that recruitment adverts are easily accessible via mobile phone apps to ensure that the target audience are informed. 
Moss (2018) explains how Snapchat users use ‘’Snaplications’’ by swiping up on ‘’sponsored stories’’ which takes them directly to that organisation’s recruitment page. With almost half their users being aged 18-24, this could be an ideal platform to attract younger candidates to work for CCC.
Being aware of scenarios which could land an organisation in hot water is paramount. Powell (2021) tackles the subject of whether it is possible to breach equality law via social media. Facebook has been guilty in the past of possible discrimination when it was ‘’found the social media platform filtered who saw job postings based on protected characteristics.’’ What was found in this particular scenario were adverts on Facebook being ‘’disproportionately viewed by the genders stereotypically associated with those roles.’’
As things currently stand CCC do have a dedicated jobs page on Facebook which directs traffic onto the vacancies website. CCC ensure that all adverts available on the main website are available to be viewed by everyone, thus nullifying potential accusations of discrimination. 





7. Conclusion
The continued use of technology and social media to attract candidates to apply for roles within CCC will not diminish and must therefore be embraced. Choosing the right platform to tap into is critical – a subject that Tyfting (2019) touches on by pointing out that ‘’using smart, fresh recruitment techniques can build buzz that results in a higher volume of candidates.’’
[bookmark: _GoBack]In their critical analysis on researching the use of e-recruitment (Lewis et al., 2018), inclusivity is highlighted as needing to be on the forefront of the minds of recruiters. The focus on inclusivity also has a positive impact on employer branding due to being ‘’inclusive to all potential employees, and also to customers – after all they could be the employees of the future.’’
The use of ‘robots’ in the workplace will continue to gather pace. By using the word ‘robot’ I do not mean physical machines replacing humans in employment, rather their use to automate simple or mundane tasks that give humans the time to focus their attention on the more complicated aspects of running an organisation. The fine balance of ensuring that the use of technology in the workplace is discussed by Skorstad (2017) in that they will become ‘’recruiting assistants’’ in handling the admin side of recruitment, with recruiters using that time on ‘’ building and maintaining interpersonal relationships with hiring managers and candidates.’’ This is, however, a fine balancing act, as organisations would not want candidates to get the impression that they are not worthy of speaking to another human. 
The power of employer branding also has an impact on how well an organisation is able to recruit. In their article on understanding how employer branding works (Dabirian et al., 2017), the subject of an organisation’s reputation is discussed, with the power to influence its branding going both ways. When employer branding is incorporated into the corporate strategy of an organisation it will go a long way to attract and retain employees. In turn, how employees feel that they are treated will have an influence on expanding the workforce. If there is a conveyor belt of comings and goings within an organisation due to how employees feel they are treated, this not only casts a negative light on that organisation but is also hugely expensive to keep advertising and training new recruits. 

8. Recommendations 
Based on this report, the recommendations that I would make in order to enhance CCC’s appeal to a new and wider pool of candidates would be:
1. To take advantage of a chatbot on our recruitment page in order to hopefully gain the trust of candidates.
2. Using a wider range of social media sites to specifically showcase vacancies, such as LinkedIn (for possibly more experienced candidates) or Instagram, Snapchat or Tik Tok for Generation Z candidates (especially regarding the apprenticeships scheme.)
3. To ask for candidate feedback so that we are made aware of what is affecting their experience and to simplify the recruitment procedure by moving away from the standard application form process for some manual posts.




Figure 1: Apprenticeship Scheme application numbers, roles and destination following qualification
	
	Total Applications 
	Total
Roles
	Role Details
	Destination

	2018
	40
	4
	Apprentice Youth Worker
	Permanent Youth Worker         

	
	
	
	Apprentice Business Admin (L&D)
	Permanent HR Assistant

	
	
	
	Apprentice Business Admin (HR)
	Left - other employment

	
	
	
	Apprentice Care Assistant (Tregerddan Residential Home)
	Permanent Care Assistant

	2019
	64
	4
	Apprentice Business Admin (L&D)
	Left

	
	
	
	Apprentice Business Admin (Porth Gofal Service)
	Permanent Procurement Assistant

	
	
	
	Apprentice IT Technician 
	Permanent IT Technician

	
	
	
	Apprentice Care Assistant (Hafan Deg Residential Home)
	Permanent Care Assistant 

	2020
	148
	5
	Apprentice Business Admin (L&D)
	Permanent Business Admin L&D

	
	
	
	Apprentice Business Admin (Carers Unit)
	Left to Higher Education

	
	
	
	Apprentice Youth Worker
	Left to other employment

	
	
	
	Apprentice Roadworker
	Permanent Roadworker

	
	
	
	Apprentice Assistant Auditor
	Permanent Senior Auditor

	2021
	12
	4
	New Starters
Apprentice Business Admin x 2 (Corporate Service Support)
Apprentice Care Assistant (Min Y Mor Residential Home) x1                      
Apprentice Through Age Physical Activity and Play x 1



Figure 2: Employer Branding Value Propositions
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