Understanding Resourcing and Talent Planning
Question 1: Describe the key contemporary trends in both the UK and New Zealand labour markets. 
A labour market “refers to the supply and demand for labour in which employees provide the supply and employers the demand. It is a major component of any economy and is intricately tied in with markets for capital, goods and services.” (Kenton, April 2020). New Zealand has a tight labour market, in that its unemployment rate is low at 4.2% as of May 2020. There has been a 0.2% increase in unemployment overall due to lockdown restrictions from the Covid-19 pandemic. The unemployment rate for men rose to 4.1% from 3.8% and for women the rate stayed the same at 4.3%. The increase in unemployment of 0.2% means an extra 5000 men are now unemployed. The employment rate rose to 67.5% during this first quarter of 2020 and the filled jobs rate rose by 1.9% (anon, Stats NZ 2020).  Before the Covid-19 pandemic, the economy and jobs market were both forecast to continue to grow by 1.8% annually. This would mean New Zealand would continue to need around 47,000 extra workers a year to fulfil the job vacancies. “The majority of these jobs will be in highly skilled occupations, and it’s expected most will have to be filled by people coming to New Zealand from overseas.” (Anon, Govt.nz, 2017). 
There are significant skill shortages within New Zealand especially in highly skilled occupations such as business and systems analysts and programmers, architects, ICT managers, planners and surveyors, sales managers and legal professionals to name a few. Trade skills are also in high demand such as plasterers and tilers, electricians, shearers, plumbers and fabrication engineering. (anon, Govt.nz, 2017). This issue has meant that employers are having to offer attractive packages to employees in order to attract and retain its skilled labour. New Zealand is having to look outside its borders for skilled migrant workers to fill vacancies.  
The labour market in the UK was reported as being relatively tight in 2019. The unemployment rate was low at 3.8% (1.28 million people) and the employment rate for people was a record high at 76.3% (www.ons.gov.uk, n.d.). This is quite surprising as the UK experienced great uncertainty during 2019 relating to Brexit, changing political party leaders and a late general election. This did affect the employment growth causing it to slow in 2019 compared to previous years. There are opportunities for both sexes to work in the UK with 235,000 women becoming employed in October 2019 compared with 74,000 men. Self-employment in the UK saw a record high in 2019 with 4.96 Million people employed this way. Between 2009 and 2017 self-employment more than doubled in people aged 65 years and older, meaning people are economically active for longer (www.ons.gov.uk, n.d.). The biggest industry employer in the UK is wholesale and retail with approximately 4.9 million jobs followed by Human health and social work with almost 4.5 million jobs (Statista, n.d.). 
There is currently a global pandemic ripping through countries and communities. The majority of the world is in lockdown and the effects of this pandemic are yet to be analysed and fully seen. Currently in the UK, “According to the Bank of England (BoE)’s Decision Maker Panel (DMP) Survey, businesses expect their sales to be around 45% lower than normal in 2020 Q2 and business investment 50% lower relative to a pre-COVID baseline. This is consistent with the results from an ONS business survey carried out between 6-19 April that showed 58% of businesses that were still in operation had seen their turnover decrease from pre-crisis levels. Of this group, around two-fifths of businesses experienced a decline in turnover in excess of 50%.” (Anon, PWC, 2020). We will surely see a lot of changes in the next few months, some that many last for a very long time to come. 
Question 2:
A new HR assistant asks you to explain:
· Key principles of workforce planning
· Tools used in workforce planning
· How to develop a basic people plan, including succession planning.
Workforce planning refers to “the activities carried out by a company to consider the specific employees and skills that it will need in the future, and to put in place strategies to ensure that it can meet these requirements – which may well involve turning to the labour market for more people. It involves ensuring that the company will have ‘the right people, with the right skills, in the right place at the right time’ to fulfil the company’s strategic objectives.” (Taylor and Woodhams, P57, 2016). The four stages to workforce planning are forecasting the organisations future demand for skills then looking at what skills the organisation will have in the future, identifying any gap between demand and skills supply and making plans to fill the skills gap, if there is one.
[bookmark: _Hlk40955203]To understand what future skills are needed, you will need to plan for the tasks the organisation will be doing and how these will be broken down into individual job roles. You will need to look at the potential types of contracts needed, whether part time, full time or even seasonal and what skills are needed for each role. You can use systematic techniques to review past trends to give you an idea of what skills will be needed. Managerial judgement is also a technique you can adopt, which uses the knowledge and experience of senior staff of the specific company, the industry and the external environment. (Taylor and Woodhams, P58, 2016). Some companies work out their skills, labour need based on costs. They work out their future budget and this determines how many staff they can afford to hire. Industry such as retail will increase their employee numbers dramatically at Christmas and this is usually based on their budget along with forecasted increase in footfall in to store.
Analysing the current state of an organisation’s workforce is critical in workforce planning. It involves collating data about the skills your workforce already has and how these will change and develop overtime. We need to understand who we have in place right now and how they are developing which means we will be able to forecast more accurately. (Al Adamsen, 2019). We can assess employee’s skills by looking at person specifications for their current job roles, internal training records, appraisals, questionnaires and one to one conversation’s with management. We will also need to think about promotions which will take place internally, along with lateral moves. We will need to look at trends in employee turnover, how many people resign, how many people are due to retire etc for the period we are forecasting for.
To address the skills gap we can carry out a skills audit of the current workforce by asking line managers to assess them using an audit form and then summarise the skills currently available within the workforce and what extra is needed in the future.
We can address the skills shortage by streamlining some processes within the organisation to free up some of the current workforce. We can upskill staff to enable them to take on some of the new tasks or we can temporarily move some of the workforce about, extend their roles or job share in order to fulfil the tasks. An organisation can also look to outsource particular tasks which may be a cheaper option. You base your people plan around your findings from completing a workforce plan. The two are intrinsically linked and are based on overall staff considerations.
 “Succession planning focuses on identifying and growing talent to fill leadership and business-critical positions in the future. In the face of skills shortages, succession planning has gained popularity, and is now carried out in both large and smaller organisations.”  (CIPD, 2018) Succession planning is about making sure that an organisation has the necessary skills, knowledge and ability within its workforce to back fill roles if and when they become vacant. An organisation needs this to be able to cover sickness, holidays, dismissal and resignations. Succession planning used to be done just for senior management to ensure a smooth transition when a director or senor manager left but is now adopted for the whole workforce to ensure flexibility and pools of talent. Key to this is knowing your workforce and what aspirations individuals have within the organisation. Appraisals are a good way to get this information, then having good managers who organise development plans for their team members and focus on increasing their team’s skill levels. Employee’s can go to external and internal training courses, complete on the job training, shadowing and step into a role temporarily when others are on holiday. 
Question 3
Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach.
“Talent management was once solely associated with recruitment but has in recent years evolved into a common and essential management practice, covering many areas such as organisational capability, workforce and succession planning, individual performance and development.” (CIPD, Talent, 2018) Adopting a strategic approach to talent management that suits the business means that the organisation will get the best from its people and puts managing talent high on the Companies agenda. To attract the right talent the organisation will need a clearly defined and communicated corporate strategy and detailed workforce plan. The workforce plan is produced by analysing the current workforce and capability to determine the workforce needed. (CIPD, Talent, 2018) When the skills gap has been identified, we then need to fill it. Looking to attract outside resource, we can use a range of different options. 
We need to investigate what our competitors in the labour market are offering potential employees. We need to analyse the bonuses of their approach and how we will make ourselves stand out from the crowd, especially in a tight labour market. The organisation needs to have a clear strategy on how it wishes to position itself in the labour market. There are a few approaches to organisational positioning, based on either reward or culture. Reward refers to the amount of money the employer is willing to pay, whereas culture is about the extent to which employees are treated ethically and respected. (Taylor and Woodhams, P61, 2016) The organisation’s positions are ‘employer of cash’ meaning employees are treated quite poorly with an expectation to work longer hours but compensates them with higher wages. An ‘employer of churn’ which pay’s poorly and treats employee’s harshly which leads to high staff turnover and can only really work in a loose labour market where staff can be easily replaced. Low skilled individuals are often targeted due to their lack of options for employment elsewhere. An ‘employer of values’ cannot often afford to pay higher than market average wages but is committed to treating employees well. This approach is usually used in the charity and public sector positions. The optimal strategic aim is to be an ‘employer of choice’ (Taylor and Woodhams, P61, 2016). This means the organisation pays well and treats its employees well meaning that even in a tight labour market it will attract talent, so this is how we need to position our organisation in the labour market, so we attract and retain the talented people we need. 
	We need to develop Employer Branding to present our organisation at its best to the labour market. Employer branding is "the process of managing and influencing your reputation as an employer among job seekers, employees and key stakeholders.  It encompasses everything you do to position your organization as an employer of choice.” (Builtin.com, 2019) The brand message must reflect the reality of working for the organisation or will result in loss of reputation and an increase in staff turnover. 
We need to develop a job description based on the tasks that make up the job, the area of responsibility and the performance criteria needed. We will use this to draw up the job advert. A person specification will be attached to this which will focus on the human attributes we want to attract for the role. Where we advertise the job will be based on the type of skill needed. There are a range of options, word of mouth, newspapers, online, radio, job centres, employment agencies and education centres. 
We need to then hold interviews, which can be face to face, over the phone, an online application process or an assessment centre. Depending on the number of people we need to recruit will determine which approach is best. A strong induction process is needed to retain the talent recruited, ensuring the employer brand is strong, friendly and inviting and is an honest reflection of the organisation. Once we have attracted and recruited the talented people we need, we then need to retain this talent.  “A strategic approach to employee retention requires a deep understanding of the needs of the individuals in your organisation. The objective is to align people management and talent practices to the achievement of a high engagement culture that will in turn lead to the organisation achieving its objectives.” (Londonleadershipacademy.nhs.uk, 2017) We need to find out what it is our employees want from their working life within our organisation and try to give them incentives to flourish. Employee will have different wants and needs such as a good work life balance, higher wages, development opportunities etc. We need to ensure we are paying a good wage for an individual’s skill level, ensure we have a bonus, performance reward scheme and ensure we offer a good work life balance, how much paid holiday leave employees are entitled to and offer flexible working where possible. Within their roles, employees need to have a good working relationship with management and have open communication. It is said that employees leave managers, not companies, with research from Hogan assessments showing that 75% of employees consider their direct boss to be “the worst part of their job.” (Get Lighthouse, 2017) We need to ensure this is not the case in our organisation by having appraisals completed regularly to ensure any issues, or development needs are addressed. Employees need constructive feedback and praise to feel valued within the organisation. 

Question 4 
A) Summarise key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
B) Different methods of recruitment and selection, and the strengths and weaknesses of each
C) Good practice in relation to dismissal, redundancy and retirement.

A) A job description is a key document in recruitment as it details the role, rate of pay, location, hours, purpose of the role and tasks associated with the position. It should also define where the job fits within the overall company hierarchy and the reporting lines. A job description is used as the basis for the employment contract and can be used as a performance management tool. It needs to be clear and accurate to ensure the right talent is recruited and that potential job applicants understand what is expected of them (Zippia For Employers, 2012).
[bookmark: _Hlk41391254]A person specification accompanies a job description and focuses on the human characteristics which are deemed necessary by the organisation in order for the applicant to fulfil the role (Taylor and Woodhams, P64, 2016). The person specification details the skills, experience, knowledge and qualifications a candidate must possess to perform the duties of the role. The person specification is used as a basis during the selection process at the interview and assessment stages (Human Resources Department at SOAS: Person specifications, 2019). Usually each specification is classified as ‘essential’ or ‘desirable’ for the person who gets the position (Taylor and Woodhams, P64, 2016).
A competency framework defines which competencies are necessary for success in an organisation (Mindtools.com, 2009). They are used to increase clarity around performance expectations, but care needs to be taken because if too specific it will hinder flexibility and appear non-inclusive. Competencies focus on a person’s personal attributes and are referred to as behaviours. “Competencies are a key performance indicator from the organisation to an individual of their expected areas and levels of performance. They provide that individual with an indication or map of the behaviours and actions that will be valued, recognised and in some organisations rewarded.” (CIPD, Competence & Competency Frameworks, 2019). Having a clearly defined competency framework is good for employees as they know how they are expected to perform in their roles and their effect on the company performance. 
B) There are many different methods of recruitment. A company can recruit internally or externally. Recruiting internally can be done using in house company communication methods such as intranet or message boards which means it can be a cheaper option than advertising externally or using outside agencies. Regularly recruiting internally also creates a strong progression path for the Company’s employees which is great for staff motivation, morale, and employee retention. Internally recruiting also helps with succession planning as you are developing your staff constantly for progression, so you are planning people’s successors (BrightHR, 2015). The disadvantages are there is a smaller pool of people the role is aimed at compared to advertising externally, also the company maybe missing out on introducing new ideas, skills and fresh thinking by not hiring externally.
Recruiting externally involves deciding where to advertise, word of mouth, agency, online, job centre, Radio etc. The different audiences these methods appeal to and the cost involved will need to be considered to establish which will get the best results from the job advert. Recruiting externally can bring fresh thinking, new skills and talent into an organisation but it can also cause loyal internal employees to become demoralised due to their own lack of progression with the firm. 
The selection process can be completed through several different methods and stages. The application process, when a candidate replies to the job advert, can be used to sort the applicants into qualified and unqualified. To do this for must-have skills you need to keep the qualifying questions simple, even using yes/no answers to automatically disqualify a candidate (Recruiting Resources: How to Recruit and Hire Better, 2019). If a candidate is successful at the application phase they are then invited to an interview. Interviews can take place over the phone, face to face, in a group or before a panel. Group interviews are when a number of successful applicants are all interviewed together. They are usually set tasks to complete together in smaller groups while interviewers observe their interactions and results. This saves time and money over interviewing them singly but does not allow the one to one time to get to know the individual properly. During group activities certain personalities will rise to the top whereas some personalities wont shine through (BrightHR, 2010). 
Ability and personality tests are used by 50% of the UK’s largest companies when selecting some of their employees. Different tests used are those measuring numeracy, literacy, job specific skills and general ability. The purpose is to sort out the worst performers and drop them from the selection process (Taylor and Woodhams, Pg 66, 2016). The disadvantages of these types of tests are that some people can learn how to take these standardised tests, while others can get test anxiety so do not perform to their full potential (CareerAddict, 2016).
[bookmark: _Hlk41906685]Assessment centres and workdays are another method of selection. Assessment centres assess candidates as a group and get them to perform tasks such as presentations, role-playing, work samples and ability tests. Assessment centres offer a good measure of individuals abilities, but they are only viable if you have a reasonably large number of suitable candidates (Taylor and Woodhams, Pg 66, 2016). Workdays or work samples are when a candidate will complete some of the tasks of the new role over a short time which is beneficial to the company and candidate because the candidate can see if they like the culture of the organisation, work colleagues and the tasks of the role and a Company can see if they fit within the organisation and measure their performance for tasks completed. 
Employer references used to be relied on a lot when hiring a new candidate, however in recent years the amount of information a previous employer can put in has diminished due to the threat of legal action from former employees. 
D)  When looking at best practice in relation to dismissal, redundancy and retirement we need to always consider the Equality Act 2010. The act provides the legal framework to protect the rights individuals and encourage equality and opportunity for all (Equalityhumanrights.com, 2010). It includes legislation on equal pay, sex discrimination, Race, Disability, religion, Age etc.
Dismissal is an involuntary employee turnover and is the result of either conduct issues related to breaking company rules or capability, where there is an inability to do the job (Taylor and Woodhams, Pg 75, 2016). The ACAS code of practice sets out the basic requirements of fairness and standardised reasonable behaviour for disciplinary and grievance issues in the workplace (Perfect HR, n.d.). 
[bookmark: _Hlk41980460]Redundancy is also a type of involuntary turnover and refers to a dismissal because the job role that a member of staff was doing has now ceased. It is good practice that employees try to redeploy staff into other areas of the organisation by retraining or to find other alternatives to compulsory redundancy such as pay cuts, recruitment freeze, voluntary redundancies/ retirement (Taylor and Woodhams, Pg 75, 2016). If the only option is compulsory redundancy then companies need to follow the correct procedure, ensuring they follow the Employment Rights Act 1996 and to be as communicative and transparent as possible. The employees remaining and those being dismissed will all need extra support during this period in regard to monitoring workloads and offering reassurance. (Taylor and Woodhams, Pg 66, 2016).

Retirement is when a person reaches an age, they deem fit, to retire from the world of work. An employer can still set a retirement age if it can legally prove the need. Employees and job applicants are protected against discrimination because of age under developments in employment law. “If an individual becomes unable to meet the needs of the job role through factors related to age, any exit should therefore be managed through performance and capability procedure” (Taylor and Woodhams, Pg 74, 2016). Good practice in relation to retirement is that there is ongoing communication regarding their future intentions with colleagues. Colleagues do not usually reach a certain age and then retire, they may want to opt for part-time hours, step down from a particle role to one with less responsibility or remain on the company books by offering consultancy services instead of permanent employment.  
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