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Executive Summary
We believe all of our employees are talented and we want to make sure we are supporting, 
developing and growing our workforce to be fit for purpose and for future growth. Our workforce 
strategy needs to meet the needs of all our staff and will look at a variety of ways in which we 
support and develop our people as well as the reasons why we need a workforce strategy and what 
we will be committing to as an organisation.

The external influences are unavoidable and we have to acknowledge that the world of work has 
evolved hugely over the last decade. The needs of our staff and the onus on us as an employer have 
dramatically shifted. We have transformed recently but change is business as usual these days and 
we need to ensure our employees are equipped for the vision the council has and the strategic aims 
it wants to achieve.

Recruitment in the public sector has become increasingly challenging in a tight labour market where 
there are more jobs than skilled people available to do them, in addition to the market constraints 
the public sector cannot compete with private sector salaries. The local context of the rural area of 
Breckland means our offices are based in an area which people need to travel to for work. Our 
immediate surroundings have poor social mobility so we need to attract skilled candidates; this is 
not a unique problem for local government, particularly district councils. 

External influences impact our current and future workforce and we need to plan for these, for 
example, we know that by 2020 there will be more women in the workforce than ever; we need to 
plan for our workforce of the future. 

The workforce strategy looks at:

 Our current workforce profile

 What a workforce strategy is and why it is important to have one

 What we want our workforce to look like in the future and the rationale for this

 What our priorities are to achieve this and the associated actions

 What will be different if we did these and how the future looks 
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What is a workforce strategy?
A workforce strategy links to and supports the Council’s strategic priorities by identifying how our 
workforce needs to be shaped in order to deliver the outcomes we have agreed.

The workforce strategy helps us ensure we have the right people, with the right skills, in the right 
role and performing the right tasks to support our strategic priorities. Our strategy looks at the 3 
components of a successful workforce which are people, performance and passion.

The workforce strategy provides a framework as to how we will achieve the vision set out in the 
corporate plan and ensure we have the right workforce in place to achieve our goals.

        

      Workforce planning is a process of analysing the current workforce, determining 
future workforce needs, identifying the gap between the present and the future, and 
implementing solutions so that an organisation can accomplish its mission, goals, and 
strategic plan. It’s about getting the right number of people with the right skills 
employed in the right place at the right time, at the right cost and on the right contract 
to deliver an organisation’s short and long-term objectives.                                                               
Workforce planning from the CIPD

Why do we need one?
There are a number of reasons why we need to have a workforce strategy:

 The climate in which we operate is changing. We are receiving less funding and guaranteed 
finances than ever before and we need to ensure are using our finances wisely. Our people 
are our biggest asset and cost and we have to get it right

 As a district council we have statutory and regulatory services that we have to carry out, 
these services require specialist skills and we need to ensure we have the right workforce 
and skills to fulfil these obligations, as well as succession planning to develop and retain 
these skills

 We need to be more commercial to generate income and this means we need a workforce 
which are capable of doing that. This is a unique skill set that hasn’t needed to be as 
prevalent in local government until recently

 We have had a transformation programme which is now complete and has delivered savings 
and improvements but we need to be continually transforming; change is the norm now and 
we need our people to be open to change and skilled in implementing change effectively in 
all areas

 The need to be commercially astute means we need an adaptable workforce. Gone are the 
days when somebody had a specific discipline and they just carried out that work. We need 
to utilise all the skills we have internally as well as attracting new ones and that means our 
people being adaptable and flexible in the way they work and the type of work they get 
involved in. Our people have a wealth of talents and skills and we need to be using them

“
”
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We have a complex shared arrangement between our two councils and therefore our workforce 
needs to support that shared arrangement, we have both place-based roles and shared roles, and 
the balance between those needs and roles needs consideration when recruiting and developing 
talent

Our established people plan which addresses the behaviours, values and culture that 
we want to achieve as an organisation was written during our transformation period, 
so it responds to our need to change at that time. This workforce strategy takes into 
account the aims of the people plan and interprets them in the strategy; it also aligns 
to our new corporate plan which will run for the same period as our workforce strategy. 

Breckland Workforce Profile
(as at December 2018)
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Managing a multi-generational workforce
Our workforce profile tells us that the majority of our workforce are “generation y” or “millennials”, 
as they’re known commonly.
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The demands and expectations of workers of this generation have a different view of work and we 
need to create a modern approach to work in order to attract and retain these skills. In the CIPD’s 
2018 UK working lives survey they cited seven areas of job quality:
 Money
 Terms of employment
 Job design & nature of work
 Social support
 Health & wellbeing
 Work-life balance
 Voice & representation

What does the modern workforce want?
 A good work-life balance so they can also undertake activities important to them
 A working environment that has appropriate technology, tools and facilities
 A supportive Manager who listens to them
 Flexible working so they can work where and when suits them
 Support from their employer in terms of mental and physical wellbeing
 A flexible reward package
 A job where they can see the difference they are making

We know that we need to adapt as an employer and implement positive changes to respond to our 
changing workforce.
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What does our future workforce need to look like?
As there is a continued pressure on budgets we need to be proactive in how we are utilising our 
current workforce and how we attract skills into the organisation in response to the services we 
deliver and our corporate aims. This means focusing on some key areas to achieve this:

 Leadership & skills
We need all our staff to be skilled and adding benefit to the organisation, at all levels. We need 
leaders who are setting an example and working together in order to maximise the potential of 
our workforce. This involves a cultural shift as to how we manage our staff and think about the 
overall outcome as an organisation instead of team objectives.

We need an environment where the best person is involved in a project or piece of work, 
regardless of their role or the team they work in - this matrix way of working is key to the 
success of our workforce and being adaptable. We need to be attracting, retaining and 
developing our staff so we have a workforce that is fit for purpose, for growth and to drive the 
strategic aims and goals of the council. This means assessing how we attract people into the 
organisation, our offer to them and their experience in joining us. 

We need to understand what skills we have currently in our workforce and how individuals want 
to be developed and where their skills are best placed to be used. We need to use this to 
identify where we have skills gaps or areas that are hard to recruit and retain staff and be 
flexible in our approach to those issues.  

 Political Awareness
The political environment in which we work means that our workforce need to have an 
awareness and certain level of acumen, especially when working with our elected members. The 
context that we work is constantly changing and our workforce need to work closely with 
members to achieve the goals of the organisation. This requires a certain level of political 
awareness, depending on the level of their involvement and interaction but as a local authority it 
is essential that our staff have an awareness of the environment and political context that they 
work in.

 Commercialisation
We have to be commercial and we need to be generating more income as an organisation; this 
means we need our workforce to have a commercial mindset. Our people need to have an 
awareness of budgets and be looking for opportunities within all areas where we could generate 
income and be more commercial; this is a shift from the tradition role in local government and it 
needs to be instilled in staff that being commercial is an integral part of their role.

We will need to recruit people with commercial skills or the right strengths to be commercial 
and we need to consider how we attract those skills as well as developing our current workforce.

 Digital by design
The technology revolution has changed the way in which we operate and we need to respond to 
the digital agenda. This means our staff need to become more digitally aware and skilled in order 
to carry out our corporate aim of being digital for our customers. We need to be digital by design 
internally to maximise our workforce and avoid any duplication of work or unnecessary manual 
tasks so staff are focusing on value added work.
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 Wellbeing and mental health
It is recognised that a healthy and happy workforce is key to an organisation’s success, we need 
our people to enjoy work and feel supported and be in an environment where they can thrive. 
We need to enable people to be their best and this means providing the right environment, 
culture and initiatives for staff to feel safe, happy and supported.

According to the CIPD research in 2016 on mental health 1 in 4 people have experienced at least 
one mental health disorder in their lifetime. With the increasing stress and pressure in the 
modern world we need to be promoting positive mental wellbeing as an employer and looking 
after our workforce. We need a workforce who feel they work in an inclusive environment 
where they can talk openly and have support on offer for them if they require it. As an employer 
we need to understand wellbeing and mental health and ensure our staff are being actively 
looked after and that we have measures in place to spot the early signs of stress, illness and 
poor mental health.

 Flexibility & adaptability
The culture of the working day has seen a huge shift in recent years and employees are looking 
for their working day to be flexible to suit their individual needs. We need to act in an agile way 
to suit the needs of the organisation and the changing workforce externally to attract new 
talent. Our digital agenda will support being more flexible as we can move away from traditional 
ways of working, the work/life balance has shifted culturally and people want the flexibility to 
suit their lifestyle.

 Resource planning
If we successfully assess our current skills which will inform the skills that we need to attract 
which will mean that resource planning should be a natural outcome going forward. In order to 
meet our strategic aims we need to make sure our people are in the right roles and we are using 
the skills we have effectively to reach outcomes.

 A coaching culture
Coaching is a way of leading and supporting staff by helping them problem solve themselves 
instead of traditional ways of managing and command and control styles. This results in a 
workforce which are accountable and autonomous. Coaching has transformed the workplace 
globally and we want to have a culture where coaching isn’t an activity that happens as part of a 
development need but is an integral part of working life, and the techniques and tools are used 
by everyone, particularly our leaders.

What are our priorities to achieve this?
Recruitment: we need to transform the way we attract people to work for us, think about the skills 
we need and ensure our processes and recruitment campaign reflect those needs. We need an 
attractive employer brand and to promote ourselves locally as an employer of choice by being 
inclusive, encouraging and flexible as an employer. We want a positive recruitment experience, 
where even if people aren’t successful they should want to apply again and work for us! 

Retention: we need to understand why people leave the organisation and if these reasons are ones 
which we can impact, a healthy level of turnover is normal and we need to make sure our rates fall 
within a healthy measure. By assessing the reasons for leaving we can understand if our reward 
package, culture, workload, location or any other factors are a consistent reason for leaving and 
make sure our offer and incentives as an organisation are retaining the right talent.
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Reward: we know we have a workforce that is multi-generational and we know that this will 
continue to impact us as the demands for the newer generations has changed and will continue to 
evolve. We need to ensure our offer as an organisation is one which is flexible so we are attracting 
people to the organisation at all levels. 

Innovation and matrix working: we will be transforming the way we manage projects and change 
internally and this will enhance our use of matrix working. We need people and roles to be flexible 
so they can contribute to projects and be a part of our innovation; we don’t want there to be 
barriers to having the best people involved in our projects and innovation. We will be working with 
the internal teams who lead innovation and change to shape the way that staff work on projects and 
make sure our workforce know how to work in this way and our culture is supportive of this new 
way of working.

Developing talent: we have a talent management programme which is addressing how we attract, 
retain and develop talent. This programme of work will be looking at all aspects of talent and our 
offer as an organisation. We know that we need to the best people and we need to have the right 
package, culture and opportunities for talent. All of our people are talented and we need a 
programme which treats individuals as just that, individuals. It won’t be a one size fits all.

Succession Planning: we need to undertake a skills audit of our workforce and use that information 
to analyse the skills gap and what skills we need in our workforce. Our talent management work 
should feed into our skills audit and subsequently our talent development in helping us identify our 
skilled people and how they want to be developed. Gap analysis is needed identify where we need 
upskilling and where we have potential risks in hot spots of knowledge and no successor. Flexible 
retirement needs to be considered as part of our succession planning, the loss of knowledge from 
experience staff needs to be planned for and we need to support people into their retirement also.

Managing change: as an organisation we have undergone transformation and will continue to do so. 
We have learnt lessons and we need to continue to evolve the way that we manage change as an 
organisation. Change is a part of all roles for our entire workforce and whilst some may be more 
directly involved with change than others we need an adaptable workforce. We will be looking at the 
skills needed to support change, and we will ensure changes are managed effectively so our people 
are aware, involved and supported. As part of change we need to ensure we are capturing our 
learning along the way and using this to inform future projects. This will avoid us repeating mistakes 
and make sure our resources and workforce are being used effectively and efficiently.

Staff engagement: an organisation is only as successful as its people and we want our staff to be 
fully engaged in our strategic aims and understand what it means for them, their role and their 
objectives. We will be clear in our communication and involve staff early on in the change process so 
they are aware of the impacts and we work together with them to make change successful. 

To support this we need a HR team that encourage excellence and that fully grasp the needs of the 
organisation and of our employees. In order to do this we will:

 Provide quality and meaningful data and analysis that informs management decisions, 
initiatives, solutions and provides a framework for our workforce

 Deliver an added value high quality, professional, timely and cost effective advisory service 
to provide user friendly policies, intuitive on line systems and clear guidelines that are 
efficient and practical
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 Support all leaders to deliver their people management responsibilities

 Bring new and innovative ways of working to the organisation, exploiting new technologies 
and methodologies

 Partner with the business units making sure that support is timely

What will be different if we do these?
Talent pipelines will exist to fill roles that we currently struggle to recruit

Morale will improve as employees will be valued for who they are and what they bring to the 
organisation. Development will be tailored to their strengths and aspirations

Recruitment costs will reduce as not only should attrition reduce but succession planning will be in 
place meaning we do not have to pay agencies and headhunters to fill senior management roles – 
the internal successor will be waiting to step up. Increased employee engagement will  lead to more 
recommendations and sharing of vacancies online

Performance should improve as our people will receive coaching and development as part of their 
everyday role

Innovation across the council should improve with employees contributing ideas regardless of their 
role or grade

Absenteeism should reduce as we focus on having a healthier workforce, supported by their leaders

Costs will drop as technology is exploited to enable the public and our employees to interact with 
the council digitally

Culture will become increasingly collaborative as the workforce moves around more

Gender pay is reported by all public sector bodies as of 2017 and ours has improved by 9.1% 
between 2017 & 2018 and is below both the national average gap and local government gap. By 
understanding our workforce, planning and developing them we will continue to improve our 
gender profile  

Issues resolving will improve for both our employees and our customers will improve as we work in 
more agile and collaborative ways

Flexibility will improve in the ways we work and will allow us to be more productive, using resource 
less in the quiet times and more in the busier times


