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Talent Management and Workforce Planning
Task 1
(AC 1.1) For an organisation to be able to position themselves in competitive labour markets, they must be an employer of choice. According to Taylor and Woodhams (2012) an organisation must develop a strategy for resourcing which will attract the right people with the right skills at the right time. This must be in place to distinguish the organisation from any other. (iHeart, 2020)
Maxwell Higgs will state that there are 4 areas that need to be taken into consideration for an organisation to be recognised as an employer of choice.
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Maxwell Higgs – Southampton University
The four areas are shown in the diagram above, and can be described in the following ways:
Employer of cash – the employee may not have the easiest of roles to conduct and can work under straining conditions, however, the employer will pay the employees well to reward them for the demanding roles they undertake.
Employer of values – the employee may not be the most highly paid individual for the roles that they undertake, but the treatment of staff is over and above of what is normally expected. These include job security, fair and equal treatment and inclusive.
Employer of churn – an employer of this kind is normally one that sees a constant turnover of staff, the conditions leave a lot to be desired. Treatment is poor, pay scales are poor and communication and skills are not developed as they could be.
Employer of choice – the employer has set up the strategies, policies and processes in an efficient manner, the staff will understand what is expected and work conditions are good. Staff will be rewarded, and morale is often high, encouraging retention and staff wanting to work at the organisation. (Armstrong, 2021)
To be an ‘Employer of Choice’ it has been stated that there must be excellent strategies to incorporate the process of recruitment in place to attract and retain staff to an organisation. Dyfed-Powys Police strive to achieve this statement and as such have been awarded the Gold Status from the Investors in People organisation which evidences the commitment to this goal.

(AC 1.2) The impact of changing labour market conditions on resourcing decisions will depend whether there is a tight labour market or loose labour market. When it is a tight market, there are high employment levels but this comes with the addition of a reduction of the right people with the right skills and the demand for people will outstrip the supply. When the labour market is tight, it is very much an employee benefit rather than an employer.
On the flip side to this, the loose market will attract high levels of unemployment which provides an overspill of skills. Demands for employment will outstrip supply and is very much an employer market.
The impact of this on resourcing decisions can mean that when it is a tight market, the Organisation can relatively depend on the fact that staff will remain in their posts as there is little enticement to leave or go elsewhere. This can mean that the staff levels that the organisation can utilise is efficient for the service that it needs to deliver, however, when the market is loose, there are opportunities opening elsewhere and staff may look to progress in other organisations. Depending on the number of staff that resign to go elsewhere can have a huge detrimental effect on the organisation as this may mean that the staff who are remaining with the organisation can experience higher workloads and tighter deadlines to work to. The organisation itself can see an increase in costs to recruit replacement staff and with this the loss of experience whilst training the new members to conduct the roles that they are recruited into.

(AC 1.3) With the introduction of the Apprenticeship Levy by Central Government, this has caused disparity between the nations. The way that the funding has been allocated means that England have been able to benefit more to enhance the skillset of their staff than other nations who; if they do not meet the funding criteria, have to fund the shortfall themselves. This is evident within Policing in Wales as this is not an area that is devolved to Welsh Government and as such, the policing apprenticeship frameworks do not sit on the funded list of qualifications. Due to this, the apprenticeships have to be funded by the Police Forces meaning that there is a pre-requisite nationally to ensure that applicants already have the minimum level 3 qualifications across English, maths and literacy. This means that the pool of applicants is narrowed and individuals who do not have these skills are exempt from applying. Therefore, policing does not enhance the skills of the public, they select those who already have the skills. 
The government have a role to play to ensure that there is consistency across the nations and the apprenticeship rules should be the same across the board. All companies and organisations are expected to pay the Apprenticeship Levy (once the threshold has been met) yet the return on investment is different, depending on where the organisation is located. (Gov.Uk, 2022) 
The Government have a role to play by ensuring that the process for including these skills are open, transparent and fair to all employers across the UK in a manner that be equally funded, no matter the area of business.
The employers have a role to ensure that the frameworks that can be utilised through the apprenticeship scheme is utilised to the best ability – when areas of business are looking for growth in levels of staff, it is beneficial to utilise the apprenticeship scheme to enhance the skills in this area.
The trade unions have a role to ensure that newly recruited staff have the support in place to achieve the skills required and also to maintain fairness to all staff. The newly recruited members should not be exposed to high workloads and used to do the mundane, cheap labour work but to be included in the department framework within the organisation.

(AC 2.1, 2.2) “The right number of people with the right skills employed in the right place at the right time, for the right cost and on the right contract” (CIPD, 2022)
Workforce planning is at the heart of every organisation, if the data is not analysed to identify the gaps in staff then this will have a detrimental effect on all areas of business. Within Dyfed-Powys Police, we have a dedicated team who review the staffing levels, identify the areas that will be affected by retirements in the financial year and also where resignations come in to play as well.
The ‘simple’ process relates to the retirements of police officers – these are known far in advance and can be planned for in an effective manner. Recruitment drives at relevant times so that new officers will be brought in at relatively the same time of the cohort that are retiring. However, what we have experienced over the last year is that Government have dictated the numbers that are to be recruited and this has meant an increase to the establishment. This growth had not been factored in previously – this has meant that the organisation has gone through a number of recruitment drives and are finding that the recruitment levels are now dipping. One of the main reasons for this is that there is a national drive to grow numbers and the pool of individuals wanting to apply to become a police officer is now spread thinly across the nations. This has had a knock-on effect to the promotion opportunities available as well as the skillset required in all areas. With an increase in new recruits, this has meant that the amount of individuals that require training has increased, thus meaning a review of skillsets, as more officers going to the response department will be young in service and have less operational experience than those who have many years’ service and have moved to specialist departments. 
This has been a short-term realisation as the ‘Operation Uplift’ project is now coming to an end and normal processes of recruitment will resume – this making it easier to respond to the strategy that is in place for retirements vs. recruitment. 
The techniques that are used to forecast the demand are that of reviewing who is leaving and what areas need an ‘uplift’ in staff. Senior leaders will ‘bid’ for departmental growth and this is discussed at the Staffing and Employee Recruitment Group.  Successful bids will go on to be included in the next recruitment window when launched. There are many factors taken into consideration during this process, such as costs, promotion opportunities for current staff as well as the need to recruit externally from the Organisation. 
One model that is applied to the strategy of workforce planning is that of PESTLE analysis. By undertaking this analysis through the ‘Operation Uplift’ process has meant that the changes to the business model that was being followed could be utilised to the best ability for the Organisation by conducting a whole review of where staff, skills and transfers lay and were needed elsewhere. (Strategic business diagnostic tools: theory and practice., 2013)
(AC 2.3) The way that workforce planning and succession planning can be implemented across the organisation will depend on the data that can be relied upon and obtained from the staff themselves. An area that has been introduced recently to develop a talent pool is to offer temporary transfers to other departments for staff to enhance their skills and to grow their capability in these areas. This has been successful as it has grown the skillset of the organisation and offers lateral development to staff who have previously felt that there are no promotion opportunities, and for those members of staff who do not wish to progress through the ‘climbing ladder’ of the organisation but wish for a change of role. 
The annual performance review has been revamped in line with the guidance that has come from the College of Policing (our professional body) which now provides an easier system and process to record the work that officers and staff are undertaking without the mundane task of sitting for ages at the end of the process and completing a years’ worth of work in one go. There is opportunity to carry out reflective practice as well as uploading feedback from peers, supervisors and other members of staff across the organisation. (College of Policing, 2022)
The vision is for the Development Assessment Profile (DAP) to be used for future succession planning, where individuals have been identified as outstanding in their role and to develop them into roles in the future, before the role is vacant, this then reducing the vacancy time of that role and skillset from the organisation. A much more streamlined approach to the role profile and vacancy being filled with the right person with the right skills.
An area that has been through a review in relation to risks in the workplace within Dyfed-Powys is the Force Control Room where all calls to service are received. It was evident that this was the department that had the largest turnover of staff for a number of years for a number of reasons. It was initially seen as the stepping stone into the Organisation to have lateral progression into other roles within the Organisation. This became problematic as the number of staff leaving the department increased higher than the rate that recruitment could take place. With the in-depth training that is provided to staff in this arena, the financial implications were huge.
An evaluation was conducted and consultation between staff, key stakeholders and the staff association, it was decided that the best course of action would be to add a tenure of 2 years to the contract of successful applicants within the role before they could apply to other vacancies within the organisation. Alongside this, a qualification was also attached the probationary period through the apprenticeship scheme to offer a higher level of reward to the members of staff who were in those particular roles. 

(AC 2.4) The way that recruitment is advertised is through a number of social platforms, from internal communications to Facebook, Twitter and Instagram through to external website, ORLO (the national platform for police recruitment) as well as jobcentre, universities, colleges and employment agencies.
There are two processes that are followed for recruitment – that of police officers and that of police staff. The process for police officers is much more stringent and time intensive due to all the stages that are required, i.e. pre-screening suitability, application, selection, interview, assessment centre (role play and scenarios), medical and fitness tests. Whereas the staff roles are more generic, application and interview. 
With the pandemic restricting the face-to-face interactions, the recruitment process became more difficult as the assessment of the police officers transferred to being online. This has proved to be difficult as you cannot assess body language and non-verbal communication as easily through a screen than that in person. There has also been the screen fatigue element that has had to be taken into consideration which hadn’t been experienced in prior interviews and assessments. Albeit an advantage to this method is that the candidates have not had to travel to the HQ site in Carmarthen from all areas of the UK and the interviewers have been able to be carried out from their place of work or even at home. Therefore, the associated costs of the selection process have reduced. (Lok, 2021)
CIPD suggest that a number of methods can be used through recruitment and selection including psychometric testing, selection interviews and assessment centres. 
	Method
	Strengths
	Weaknesses

	Internal recruitment
	Skillset known
Experience in the role
Cheaper to advertise internally
	Narrows the talent pool
Lack of external innovation
Limited resources to select from

	External recruitment
	New innovative ways of thinking
Fresh skillset and experiences
Larger resource pool to select from
	Higher costs to recruit / train
Probation periods extended
Longer timescales to adapt to ways of working

	Recruitment agencies
	Highly skilled applicants
Quick process
Tight timescales can be adhered to
	Smaller pool of talent
Expensive agency costs

	Application stages
	Large amount of data obtained
CV’s can provide valuable information in relation to skills, experience and qualifications
	Time intensive to sift through applications
Larger pool of applicants but may not be suited to the role

	Interview
	Face to face allows NVC assessments to be made
Online can be conducted with short notice
	Can be time intensive 
Travelling time could be too far
Online interviews could be interrupted (telephone calls, loss of electricity / internet access)
NVC’s cannot be read as well as in person



(AC 3.1) The levels of employee turnover can have a huge impact on an organisation and its performance. By ensuring that the reasons why staff leave an organisation is captured, this data can be reviewed to identify trends or areas to learn lessons. A number of practices can be introduced to ensure a reduction in turnover and a raise in retention and employee satisfaction in their roles, such as conducting internal surveys to capture thoughts and feelings of the workforce, reward and incentives being run and retention initiatives. At first, thoughts could be drawn to the cost of such processes, however, a cost benefit analysis could reveal that it is cheaper in the long run rather than recruitment and training costs to replace the leavers. 
Issues that can surround this for an organisation is the amount of knowledge, skills and experience that could be lost and the replacement could take years and huge costs to implement. The brand and reputation of the organisation could be put at risk if the staff are leaving to work for competitors. (CIPD, 2022)
Dyfed-Powys utilise exit interviews for all staff who leave the organisation, whether this is through retirement, voluntary or involuntary decisions. The data that is captured through this is reviewed and evaluated with a focus on learning lessons from the information that has been provided by the members of staff during these sessions.
There has been a huge increase in staff resigning and leaving the Continuous Improvement department within the Organisation in recent months. A review into this has shown that the staff are leaving to take up employment with the NHS. It is evident that the staff have felt that having been part of the workforce for over 20 years, there is no progression for the staff and the promotion opportunities are few and far between. With external candidates being recruited into senior posts, the staff have felt that their contribution, high work ethic and performance has gone unnoticed and feel undervalued. This is a concern for the organisation and work is now ongoing to resolve these issues and increase the retention in these business areas.
It has been proven that there are two factors to consider when an employee leaves an organisation – a poor manager or poor company culture. (Branham, 2005)
(AC 3.2) Talent development is a beneficial tool to utilise in an organisation to not only develop staff, but also to reward them in a manner that recognises the skills that they have and provide to the work that they undertake.
Within Dyfed-Powys, I have developed a continuous learning and development programme that staff can apply to undertake. This programme develops staff in their current role but depending on the aspirations and role functionality that they can undertake in the future, qualifications can be aligned to this to enhance the succession planning process for the organisation as well. An advantage of utilising this programme is the staff themselves feel valued and also enhances their skills and knowledge in the role that they undertake. This gives the staff a sense of purpose within the Organisation, by being inclusive the reward is the performance of staff increases and boosts morale.
The programme is also inclusive of future proofing the organisation with the skills and knowledge that is needed. As I sit on the national trailblazer group for qualifications, we have an influence on what is needed in the future within our unique area of business and develop programmes to support this in line with the future organisational needs.
Coaching and mentoring is a huge influence within policing, utilising the skills of the current staff to upskill those that follow in their footsteps and prepares the next generation to undertake the roles and responsibilities that they will be expected to undertake. This programme also increases retention amongst the staff as they feel not only valued but included in the future of policing as they are passing on their knowledge and skills to the staff who will be taking on their baton. This in turn, increases the productivity of the organisation as well as the performance of individuals within the organisation.  (Parsloe, 2016)

(AC 3.3) There are a number of ways that an organisation can take to build and support talent. For employees to be identified as ‘talent’ that needs to be nurtured, there must be a fair, transparent and ethical process of assessment that is undertaken in order for the high performers to be recognised. This is usually conducted through the DAP (annual performance review) process. This should then be linked to the succession planning of the organisation to identify what skills and knowledge are needed in what areas of business and when. The two must be able to work in tandem for the process to be successful. 
This is the aspiration of Dyfed-Powys, although there is work to be done to reach this point in the future. Currently, there is no process to build, retain or develop the staff who have been recognised as exceptional in the DAP process, so the cycle starts again with no development for these members of staff. This could be critical in the long term as the staff may realise their potential and look to leave the organisation and search for new career paths to enhance their career. 
(AC 3.4) The benefits of diversity in building and supporting talent pools will only widen the skills and knowledge of the staff within the organisation. This will not only benefit the organisation in raising their capabilities, but also the performance of the staff. Dyfed-Powys work hard to increase the diversity of the workforce by actively seeking the barriers for the community to join the organisation and attempting to make it as easy to see the Force as an employer of choice to them. It has always been a ‘family’ feeling within the organisation and to represent the communities that we serve, so it is paramount that all backgrounds and cultures are included within the staff who work for the force so a true reflection is provided so that the organisation can serve to the best of the ability that it can do for the public.
(AC 3.5) The impact associated with dysfunctional employee turnover foremost, is the cost that is attracted when there are high numbers of staff leaving the organisation. Not only the costs of recruitment and selection in itself, but the resources that go with it – the staff who undertake the sifting process and then onto the interview, assessments and selections. The productivity of these members of staff may still be high – the workload becomes heavier, but their day-to-day job roles are left to build up as they are distracted to this recruitment area of business to ensure the vacancies are filled as soon as they can be. 
The levels of staff leaving the organisation can also have a knock-on effect to the staff who remain – thoughts creep in as to why they are leaving and ‘grass is greener’ seep through the organisation which could mean that more numbers are added to the leavers list. If not managed, the number of leavers could escalate.
(AC 4.1) The Employment Act will provide the legislation that is required to be followed when looking at contracts between employees and employers. The contracts are legally binding between all parties involved and can be based on expressed terms or implied terms. There are a number of differences – the permanent contract is an infinite timeframe when an employee is part of the organisation to which they are employed and continues until one of the parties no longer wishes to continue with the contract. Other types of contract can include fixed term or temporary contracts – this is where the contract will have a start date and an end date although, these can be extended if agreed between the employer and employee. The rights of employees under both types of contract will be the same. (Lewis, D., Sargeant, M, 2019)
(AC 4.2) The main terms of contractual rights are that of expressed or implied terms. Expressed terms are what is included in documentation, recorded in a contract or verbally agreed. The terms contained within these documents should comply with the laws and legislation that govern employment. An example of this, is the rate of pay, the amount of annual leave is allocated, what the agreed hours of work that will be carried out.
Implied terms are the contracts that are not documented in black and white but have mutual understanding from both parties (employer and employee). An example of this may be the implied term of overtime – there may not be an agreement in place as to the financial compensation that will be provided but can be implied that there will be recompense for the hours worked. 
	Expressed Terms
	Implied Terms

	Terms and conditions recorded in a contract, either verbally or written
	The terms and conditions are inferred

	A physical document is available with the contract
	Comes into action due to the actions of both parties

	Must comply with legislation
	Implied facts or law



(AC 4.3) The components and benefits of effective onboarding can not be underestimated. The introduction to an organisation is paramount to the experience that the employee will remember for life. As sayings go ‘first impressions’ matter. The onboarding process is how the employee will be introduced to their day-to-day role, and how they can adjust to the new role that they are starting and integrate them into the new organisation that they now find themselves in. A practical onboarding component includes orientation, functional training, role clarification sessions, team assimilation and leadership assessment. (Sherwood, 2022)
Dyfed-Powys have two onboarding systems, one for officers and one for staff.
A staff induction day which provides training in all generic areas of business and then during the induction period, the new member of staff is assigned a mentor who will provide the required information in relation to the role that they are specifically employed to undertake. This period of time varies depending on the role. Each member of staff will be provided with a staff handbook to work through as part of this process. 
An officer induction is different due to the nature of the role they are expected to undertake, and the initial training course is run over a 40-week period.
The benefits of having such onboarding systems in place are to ensure that the new member of staff is fully aware of the processes that need to be followed and have an understanding of the organisation as a whole. Employees tend to settle in much quicker when there is a formal system in place rather than an ad-hoc situation. The employee will have a single point of contact through the mentor, which means they are included in the team much more easily and become an integral part of the team. The new member of staff becomes part of the family much quicker and understands the values and ethics of the organisation by being made inclusive from the early stages of their career. 
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