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LO 1: Be able to review and evaluate an organisation’s approach to 

talent planning (through the COVID19 pandemic) 

1.1 Assess how and to what extend the organisation undertakes 

workforce planning 

In the past 18 months, the Senior Management Team (“SMT”) for Wales 

(comprising the Area Manager (Wales), L&D Manager, Business Manager, 

the leads for North, South & West Wales, plus myself) have actively 

focused on delivering against the commitment to developing our staff as 

outlined in our policies (EV1, EV2, EV3), which in turn, would support the 

organisation’s workforce planning endeavours, specifically in regards to 

“identifying” and “addressing” gaps in present and future workforce 

needs, as outlined in both Taylor & Woodhams (2016) 4-stages of talent 

planning and the CIPD’s workforce planning guide (CIPD, 2019).   

Following a review of feedback from exit interviews and staff surveys, an 

initiative to improve retention was introduced (EV4) which included 

identifying differential career paths for high performers, linking 

competency frameworks to job levels (EV5) and introducing leadership & 

management training to equip senior support workers and team leaders 

with the skills necessary to act up; this has enabled an increased talent 

pool and supported our succession planning endeavours whilst aligning to 

the people strategy (EV6). 

This has resulted in the turnover stats falling below 30% for the first time 

in 3 years (EV7), however, high levels of attrition (largely driven by low 

pay) resulted in a vacancy rate of around 8% at any given point which is 

on par with the sector, according to Skills for Care (2018). 
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Key to the gains achieves over this period was the imparting of a clear 

message that the SMT was seeking to establish a relationship of trust and 

transparency amongst its workforce through authentic engagement at 

every level of the organisation and embedding the organisational values 

underpinning our mission statement (EV8).  In an article on rethinking 

employer brand published by HBR (2019), the significance of having a 

brand connected to the core drivers of the business and that leverages 

relationships to embed it into corporate identity was highlighted as a 

critical success factor in attracting and retaining talent. 

During February 2020, when the extent of the pandemic was starting 

becoming apparent, we, as the SMT business leaders for Wales, were 

acutely aware of the impact that rash decision making and poor 

communication could have on eroding the levels of goodwill towards the 

brand that had been established thus far and, similarly to the advice 

provided by Randstat (nd) in their article on managing your employer 

brand during a crisis, the organisation would be required to stay true to 

promises already made and engage in transparent communication whilst 

having to make a number of challenging decisions in terms of how to 

sustain the charity through the crisis.  To that end, SMT entered a period 

of crisis planning and management and since March have conducted 

Teams meetings 2/3 times a week to revise contingency plans and actions 

in line with latest guidance (examples of Agenda & Minutes – EV9 & EV10). 

1.2 Analyse internal and external information relating to the organisation’s 

future people and skills needs and the availability of talent.  

According to Costa Dias et al (2020), the types of economic activities 

within the economy altered significantly within a matter of days once the 
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pandemic gained momentum, but that the vast majority of this change is 

deemed to be temporary.  As such, it follows that the 3rd sector could 

return to operating in a tighter labour market depending on the type of 

recession that COVID-19 has triggered and whether that be a “V” or “L” 

shaped recovery period (Marketplace, 2020). 

Ensuring that people are managed well through the crisis was the primary 

focus of SMT which was a sentiment echoed by Peter Cheese in an April 

webinar who also referenced the role that HR professionals are required 

to play in stewarding their organisations whilst they navigate this crisis 

(CIPD, 2020b). 

The SMT convened remote meetings via Microsoft Teams three times a 

week, which at the outset, required that business continuity plans be 

devised across the different geographies in Wales which detailed scenario 

plans from Stage 1 though to 4 of the crisis (EV11).  Consideration was 

given to work, the workforce and the workplace which in a recent 

guidance document outlining workforce strategies, are described as the 

“deeply connected dimensions” which form the framework for assessing 

the impact of a crisis on your workforce Deloitte (2020). 

It was against this backdrop, that the following actions and supporting 

documents were introduced and these served a dual purpose (managing 

wellbeing through regular correspondence and ensuring that we had a 

grasp on the movements of our workforce in order to map out scenarios 

for the coming weeks based on whether people were: at work, 

furloughed, medically suspended, working from home etc): 

• In the early weeks of the pandemic, we were upstaffing as our 

absence levels topped 120 recorded during March/April and were 
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utilising different platforms to attract candidates (EV12).  Our 

response rate quadrupled which could be indicative of the significant 

decrease in vacancies across Wales which fell by just below 40% since 

lockdown commenced in mid March (IES, 2020). 

• Staff whereabouts were tracked through a series of case registers 

which I updated twice a week in order to forecast staffing levels for 

the following week (EV13). 

• A redeployment register was devised as service provisions were 

altered or reduced (for example, day services staff were re-assigned 

to residential in certain areas as the numbers of individuals attending 

day service reduced during the lockdown) – EV14. 

1.3 Assess the extent to which current organisational planning activities are 

addressing potential needs. 

 The SMT, through working in partnership with frontline managers has 

dedicated itself to ensuring that communication channels are used 

effectively and that consistently high levels of engagement through 

various mediums has continued, maintaining the priority status afforded 

to building the trust relationship with our staff teams prior to the 

pandemic, specifically: 

• The weekly COVID update newsletter from the Area Manager to all 

staff (EV15); 

• The sharing of success stories on Yammer and the NAS intranet 

(EV16); 

• Individual letters and guidance being sent to staff recording COVID 

related absences (EV17 & EV18 respectively); 
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• Adapting the delivery channels in order to continue to provide a 

comprehensive induction programme whilst profiling CPD 

opportunities for our staff through online channels (EV19 & EV20 

respectively). 

• Wellbeing supervisions being conducted with staff every two weeks 

(including those that are working from home and furloughed) which 

includes signposting to wellbeing resources and conversation scripts 

(EV21 & EV22 respectively). 

In addition to the above, whilst the employment contracts include a 

clause requiring employees to work flexibly, managers nonetheless 

engaged with staff to complete a preference form (EV23) in advance of 

completing the redeployment register in an attempt to be as flexible as 

possible in respect of childcare commitments, proximity to home etc (this 

was conducted at a granular level in order to accurately populate the 

redeployment register), similar in approach to that adopted by Unicef to 

manage their response to COVID-19 (Dicker, cited in CIPD, 2020b). 

This has translated into a low differential between our forecasts and 

actual hours worked which has meant that we have been able to provide 

a consistent service to our individuals with minimal disruption to their 

routines and have been able to satisfy Care in Wales inspectors that our 

staffing levels are safe. 

Given the reduction in day service provision, a freeze on recruitment has 

now been implemented and savings have been achieved through 

replacement costs and virtually zero agency spend. 
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According to Hirsh (2008), workforce planning should be regarded a 

mindset not just a process and this has been the case during the crisis with 

a number of opportunities presenting themselves, both in terms of 

affirming that flexible working can work in practice but also by serving to 

embed a people management mindset into business management 

through the ongoing involvement of managers in various aspects of 

workforce planning during this period. 
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LO 2: Be able to able to recommend ways to improve an 

organisation’s approach to talent planning 

2.1 Make reasoned recommendations for how the organisation can 

maintain an appropriate number of people with the skills required by the 

organisation 

 In my view, the crisis has been managed transparently and with sensitivity 

to this point, largely due to the foresight of the SMT in commencing 

scenario planning very early on in the crisis with the business contingency 

plan being compiled in February 2020.  As quoted by Professor Andrew 

Mayo of Middlesex University, scenario planning enabled the organisation 

“to get a handle of the implications of what we can be sure of” (CIPD, 

2019) and pre-empt different eventualities.  This was supplemented by 

real-time absence stats (EV24) and government updates to guidance 

which I shared with the SMT and front-line managers (EV25). 

However, the fact remains that a “new normal” is dawning and fresh 

challenges are arising as we move through the various stages of the crisis.  

Key considerations going forward should, therefore, include: 

• Devising what the organisational structure will look like post COVID-

19.  Currently, we are in the unique situation of having a surplus of 

staff, which we have managed by disallowing additional hours, not 

utilising agency and bank staff workers, re-deploying staff teams and 

furloughing.  If, however, the local authorities withdraw a 

percentage of our day service contracts for a period, then we need 

to consider redundancies and alternatives to redundancies in those 
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services in the event that we need to upstaff again at short notice, 

being mindful of the Acas Code of Practice (2015). 

• Job redesign, specifically for the business support functions (ie: 

external affairs, funding team, internal comms) and how work is 

organised and delivered within the context of home working 

particularly (as well as the infrastructure that will be required in 

terms of IT resources, upskilling through online training and the like).  

A recent article in HBR (2020) talked about the need to make work 

portable in order to shift work, talent and skills to where they are 

needed most.  A McKinsey global survey conducted 2 months before 

the crisis struck reported that 44% of respondents said that their 

workforce would need reskilling within the next 5 years (McKinsey, 

2020) so clearly, this number would be set to increase going forward. 

• Another priority is managing how the employer brand is perceived 

as that will impact whether we retain our high performers over the 

medium to long term. Fears around job security and financial 

pressures are being experienced by many in the workforce, a number 

of whom have made their feelings known through corresponding 

with me (EV26) and on social media sites.  Key to addressing this is 

the robustness of the evidence with which we can respond to any 

legal challenge (both in terms of records retained and the 

consistency and fairness with which decisions have been taken) 

which is a point highlighted in the government’s ethical framework 

for adult social care as part of the COVID-19 response which tasks 

organisations with keeping appropriate records of decisions taken 

and their justification to ensure accountability In all instances, whilst 

upholding the principles of respect and reasonableness in matters of 
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planning and judgement (Gov.UK, 2020). This has commenced with 

shared folders established as repositories on One drive. 

• Much of the current research references the increasing reliance on 

data analytics which is becoming increasingly instrumental in talent 

planning whilst being able to evaluate the business impact of people 

(Forbes, 2018; CIPD, 2020c). With the mounting evidence supporting 

how crucial data analytics is in reporting on HR metrics, a further 

recommendation is related to the systems integration work in Wales 

as an automated rostering system is being piloted, tasked with 

driving much of the reporting.  There are a number of data integrity 

issues which I propose be addressed through weekly sessions with 

all stakeholders (People Planner Project Team, Payroll, Finance and 

HR), in which: 

o A workflow and corresponding timeline (Gantt Chart) is devised 

outlining key dates and milestones; 

o Interim work-arounds are devised that leverage reporting 

functionality from stand-alone systems whilst integration is 

being finalised. 
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LO 3: Be able to able to contribute to people resourcing activities 

3.1 Identify and explain the rationale for a specific resourcing activity within 

the organisation 

 Throughout the crisis, the charity has had to adapt and enact changes at 

a significantly increased rate to ensure that we have the capacity to 

deliver the care to the people we support whilst managing fluctuating 

staffing levels and employees concerned with their own anxieties, 

illnesses and childcare issues, whilst keeping abreast of the latest 

guidance from Public Health Wales and national government.   

 Whilst this reactive stance was necessary to ensure a real time response 

to the fluidity of the situation, it was key for myself and the other business 

leaders to ensure that the charity was not only able to survive financially 

through the pandemic but also, to be able to sustain itself well beyond 

that point once lockdown eases.  The NAS was already in the red before 

COVID hit and rationalisation of its services across the UK had commenced 

(Comms Plan indicating rationale for the not re-tendering of North Wales 

services – EV27). 

 When the Chancellor introduced the concept of furloughing employees 

on 20th March 2020, many charities within the 3rd sector were unsure as 

to whether they were permitted to furlough their employees or whether 

a separate package would be announced by government (MIND was one 

such example); this uncertainty resulted in charities not availing 

themselves of the support for a week after other organisations according 

to a recent article by Peter Reeve (Association Head of HR for MIND) 

which is a lost opportunity (CIPD, 2020e).  
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3.2 Agree roles and responsibilities with other contributors to the activity 

 It was agreed that the HR Director would be the primary liaison with the 

legal team and feedback any developments as part of her daily team 

update. 

Each Area HR Manager was responsible for reviewing their workforce to 

determine their eligibility for furlough as opposed to medical suspension 

or redeployment, as well as compiling and disseminating all related 

correspondence (letters and FAQ’s – EV28 and EV29 respectively). 

 The legislative requirements have undergone a number of revisions in 

terms of the Job Retention Scheme, so it was my role to ensure that the 

SMT were kept updated (EV30) whilst ensuring that I was providing advice 

that was current and in line with government guidance to employees 

requesting that they be furloughed (EV31) and updating furloughed 

employees on any changes to the scheme (EV32). 

Line Managers would serve as the primary contact points for the 

employees whilst on furlough, with a view to ensuring that staff wellbeing 

is given priority during this period and report back as to whether annual 

leave was taken whilst on furlough in line with guidance as we were 

required to pay that at 100% of salary (Gov.UK, 2020; Acas, 2020). 

3.3 Identify organisational procedures and legislative requirements which 

underpin the activity 

 Given the newness of the JRS, there was not a definitive organisational 

procedure to apply in this instance, so the HR Area Managers utilised the 

CIPD decision tree to consider which course of action to pursue based on 

the questions contained in the workflow (CIPD, 2020f) - EV33. 
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 One of the critical success factors in administering furlough across Wales 

was the fact that I was joined up with the national organisation so we 

leveraged off each other’s knowledge and skills whilst sharing examples 

of questions posed by staff in our areas.  We also had access to a 

dedicated legal team of experts at Trowers & Hamlins and were able to 

supplement the information being published by government, Acas and 

the CIPD (EV34) with insights from regulatory bodies within the sector and 

expert insights / reports published across other forums (Hays, 2020; 

Refreshing Law, 2020).  

 There were a number of significant changes to the JRS since its inception, 

which included the following legislative changes which we were required 

to respond to as outlined in 3.2 above – examples of which include: 

• Furloughed workers can return to work part-time from 1 July 2020 

(Gov.UK, 2020) 

• Employers will have to start paying 10% of furloughed workers’ 

wages in September and 20 % in October as government begins to 

unwind its Coronavirus Rob Retention Scheme (Independent, 

2020). 

• Extension to furlough scheme to October announced by government 

(Gov.UK, 2020). 

3.4 Plan and prepare for the agreed role, ensuring the availability of any 

materials or resources required 

A live document was compiled by the HR Area Managers with input from 

Trowers & Hamlins and shared on Teams (EV35) as a single point of 

reference. 
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A further shared tool in the form of a centralised furlough register was 

retained on One drive which fulfilled a number of functions, namely, to 

ensure that the affected staff member had regular contact with the 

organisation, to ensure furlough payments were administered correctly 

and that staff were rotated after 3 weeks where possible.  This also 

provided an overview of the 120 furloughed employees (EV36). 

 In order for line managers to conduct difficult conversations in regards to 

furloughing, scripts were provided in order that they could speak with 

confidence when conducting the preliminary discussions with staff who 

met the eligibility criteria for furlough (EV37). 

3.5 Undertake agreed role in a timely and accurate manner, in line with 

organisational procedures and legislative requirements 

 Whilst I am confident that the organisation responded timeously to an 

extremely fluid, developing situation, the accuracy of what was conveyed 

through the many communication channels had to be frequently revised 

so this became an iterative process with some guidance been outdated 

within a couple of days of it been issued to our stakeholders.  

 A critical consideration for the HR leads was to ensure that our Board of 

Executives was fully briefed at all times (EV38) which we supported the 

HR Director in complying with.   

 The most complex task throughout this crisis has been determining both 

eligibility for furlough and alternatives to furlough, whilst applying this 

criteria in a fair and consistent manner (utilising the resources previously 

cited to deliver against this remit) and give consideration to the following 

in line with government mandated stipulations:  
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• If an individual’s service provision was funded by the local authority 

as opposed to the direct payment method, we could not furlough 

that staff team as that would mean that we were drawing down 

twice on government funds. 

• Service managers were required to confirm whether they were 

backfilling roles for absent staff members as we could not furlough 

those employees if we were not incurring additional cost as a result 

of that absence. 

• Staff working in day service settings which were running on skeleton 

staff as a result of significant decreases in the number of individuals 

attending service, could not be furloughed as local authority were 

continuing to fund the service in the absence of those service users 

so those staff teams were re-deployed.  It is worth noting that should 

the service continue to operate on diminished numbers or if the 

current restrictions continue into June, it could be that funding is 

ceased, in which case, a number of those staff would become eligible 

for furlough under the JRS (Gov.UK, 2020). 

According to the letter received from the HR Director, I was successful in 

delivering against this remit (EV39). 

3.6 Reflect on the effectiveness of the resourcing activity in meeting 

required objectives and report back to stakeholders 

 The COVID-19 crisis has been the steepest learning curve that I have 

personally undergone in my career and as stated by Andy Stephenson (HR 

Director at Waterstones), I too, had never heard the word “furlough” 

before March this year.  The organisation, historically, does not react to 

change at pace, however, the HR function have pulled together in recent 
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weeks to ensure that, as an organisation, we have done the best we can 

for our people in the face of mounting challenges in respect of capacity, 

communication and changing guidance. 

We committed to seek alternatives to furloughing wherever we could and 

provided managers with ideas as to how work could be organised and 

delivered.  Wellbeing remained at the centre of our conversations with 

individuals during the preliminary discussions and once they were 

furloughed. 

At the time of writing, all furloughed employees remain off work so in 

terms of evidencing and evaluating the success of this endeavour, we will 

need to engage with people on their return in the fullness of time.  

Currently, we are reliant on feedback from the business conveyed at SMT 

meetings and thank-you emails from staff for the manner in which we 

have handled their situation (whether that be furloughing, medical 

suspension or receiving occupational sick pay whilst self-isolating) – EV40. 

Looking ahead, we are now planning how best to re-introduce people 

returning to work in line with latest government guidance. 
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EV1 – Extract: Learning & Development Policy cont. 
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EV2 – Extract: Induction & Probation Policy 
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EV3 – Extract: Supervision Policy 
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EV4 –Employee Retention Initiative (Objectives & Facilitators) 
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EV4 –Employee Retention Initiative (Objectives & Facilitators) cont. 
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EV4 –Employee Retention Initiative (Objectives & Facilitators) cont. 
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EV5 – Competency Framework Overview 
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EV6 – Extract: People Strategy 
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EV6 – Extract: People Strategy cont. 

 

 



 

29 
 

EV6 – Extract: People Strategy cont. 

 

  



 

30 
 

EV7 – Turnover Stats 
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EV8 – Values Statement 
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EV9 – Example: SMT Agenda 
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EV10 – Extract: SMT Meeting Notes cont. 
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EV10 – Extract: SMT Meeting Notes cont. 
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EV11- Business Continuity Plan (including Scenario Planning Stage 1 through 4) 
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EV11 - Business Continuity Plan (including Scenario Planning Stage 1 through 4) 

cont. 
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EV12 - Confirmation email (advertising across platforms) 
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EV13 – Extract: Medical Suspension Case Register  
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EV13 - Extract: Home Workers Register cont. 

Homeworkers – Allocation of Tasks Tracker 
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EV14 - Redeployment Register 

 

 

 

  



 

43 
 

EV15 – Extract: ALL Staff Weekly Newsletters (compiled by Area Manager/SMT) 
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EV15 – Extract: ALL Staff Weekly Newsletters (compiled by Area Manager/SMT) 

cont. 
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EV16 – Good News Stories: Celebrating Success through COVID19 
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EV16 – Good News Stories: Celebrating Success through COVID19 cont. 
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EV17– Template Letter to Staff reporting COVID-19 related absences 
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EV18 – COVID-19 Absence Guidelines 
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EV19 – Extract: Induction Timetable (incorporating COVID19 revisions to 
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EV21 – Interim Addendum: Supervision Policy / Conversation Record 
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EV26 – My email response to challenge from employee 

 

 

 

 

 



 

60 
 

 

 

 

  



 

61 
 

EV27 – Extract: Comms Plan – Flintshire Services 

 

 

  



 

62 
 

EV28 – Extract: Furlough Notification Letter 

 

  



 

63 
 

EV28 – Extract: Furlough Notification Letter cont. 
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EV28 – Extract: Furlough Notification Letter cont. 

 

  



 

65 
 

EV29 – Furlough FAQ’s 

 

 

  



 

66 
 

EV29 – Furlough FAQ’s cont. 
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EV31 – email: Rationale for rejection of furlough request 
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EV34 – Extract: Trowers Updated Guidance to CJRS 
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EV40 – email of thanks from pregnant employee following receipt of medical 

suspension letter 

 

 

 

 


