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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 plan 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 plan 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, more so 
than ever with the rapid shift to working remotely during the COVID-19 
pandemic. The needs of our staff and the onus on us as an employer 
have dramatically shifted. We have transformed rapidly to accommodate 
change but as we continue to evolve, we need to ensure our employees 
are not only equipped for the vision the council has and the strategic 
aims it wants to achieve, but are supported through this evolution and 
are trusted to adapt with us. It is important staff well-being is protected 
and we promote a positive working environment and happy people who 
are motivated, valued and have a good work/life balance.
 
Public sector cannot always compete with private sector salaries so we 
need to understand and promote what makes us an attractive employer 
and be clear about the skills and behaviours that we want to attract.  
We want to be able to harness people’s skills and passions and empower 
them to work in a non-hierarchical environment where all inputs are 
encouraged and valued and they feel fulfilled and accomplished at 
work, that requires flexibility and we need to support our employees 
in understanding what that means for them. We want the best people 
problem solving and coming up with ideas, regardless of job role, title 
or expertise!
 
Breckland is a rural area with poor social mobility and a significant 
lack of diversity, so we need to ensure we offer flexibility and can 
accommodate a range of opportunities and working arrangements to 
attract the best talent regardless of age, disability, gender reassignment, 
marriage/civil partnership, pregnancy, maternity, race, religion or belief, 
sex and sexual orientation. 
 
External influences impact our current and future workforce and we need 
to plan for these, for example, we know that the impact of COVID-19 
has changed people’s priorities and so we need to establish the new 
normal when it comes to accommodating the shift in paradigm of our 
workforce. 

We need to live and breathe that work is an activity we do and not a 
place we go, our buildings are for networking and collaboration. We 
know now that we can work from anywhere and we want to harness 
that opportunity to do so

The workforce plan looks at:
• Our current workforce profile
• What a workforce plan 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 looks3
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What is a workforce plan?
A workforce plan 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 plan 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 plan looks at the 3 components of a successful 
workforce which are people, performance and passion.

The workforce plan 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.

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

•  The environment in which we operate is also changing. Following the 
impact of COVID-19, our workforce was fast tracked into an agile 
working environment whereby almost everyone is working remotely 
with a significant increase in virtual meeting attendance. We must 
make every effort to ensure staff continue to be supported in this 
new environment which includes having the right resources to carry 
out tasks remotely, access to opportunities to develop themselves 
remotely and supported well-being to avoid what is now recognised 
as virtual meeting fatigue, as well as encouraging overall positive well-
being. 

•  Our workforce need to ensure they are familiar with the political 
makeup of the Council and the new ways of engaging with Members 
for the successful delivery of services such as virtual meetings.

•  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.

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 is 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

“

“
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•  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.

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 that 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.

5
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Managing a diverse workforce
Our workforce profile tells us that the majority of our workforce are 
“generation y” (born 1977 – 1997) or “millennials”, as they are known 
commonly. We also know that the Generation Z (born after 1997) 
workforce engage in much different ways, for example they expect 
instant feedback and social inclusion. 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:
1. Money
2. Terms of employment
3. Job design & nature of work
4. Social support and inclusion
5. Health & well-being
6. Work-life balance
7. Voice & representation

What does the modern workforce want, taking into account the impact 
of COVID-19?
•  A good work-life balance so they can also undertake activities important 

to them
•  A working environment that has appropriate technology, tools and 

facilities
• To feel connected and a sense of togetherness when working remotely
• 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 well-being
• A flexible reward package
• A job where they can see the difference they are making

Breckland Council is based in a rural area, we recognise the need to be 
diverse and welcome staff from all backgrounds to our workforce. We 
are creating better opportunities by designing our jobs to fit with our new 
remote working culture, thus broadening our reach to top talent. 

We know that we need to adapt as an employer and implement positive 
changes to respond to our diverse workforce, we will explore how we 
can further our commitment to diversity and inclusion.

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 and 
diversity into the organisation in response to the services we deliver and 
our corporate aims. 

It is vital that we continue to develop our culture of remote working, 
where staff are trusted to manage their workload and empowered to 
contribute to the evolution of the organisation. We must put our people 
first and ensure our workforce feels connected to the organisation, even 
more so in a remote working environment, ensuring we feel together, 
even when working apart.
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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 enterprise leaders who act with integrity, are 
empathetic and resilient. Enterprise leaders will successfully lead 
their own teams and work with the leadership network to leverage the 
performance of the whole organisation. We must shift our culture to this 
way of working and lead our teams to think bigger than just their own 
role.  Leaders are responsible for managing organisational resilience and 
need to be equipped with the tools to successfully embed our remote 
working culture.

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 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. 

Our leaders should be setting an example on the things that matter 
most. The council's values are that our  workforce feel well, feel trusted 
and valued, are informed and feel supported. Business leaders are no 
exception to these values and often set examples in the way they carry 
out their work so must ensure they are taking the necessary steps to 
embed these values by reflecting them in their own conduct, as well as 
by implementing ways to bring these values to life for others.

Political Awareness
We have a commitment to ensure our workforce understands the political 
makeup of the Council and in particular, the role the Members play in 
making key decisions on the delivery of services. This doesn’t mean that 
new hires have to have public sector experience but our organisation 
must take steps to provide training and support to employees who are 
new or are new to engaging with Members. 

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. In a remote working 
environment, we rely even more on technology to undertake tasks and 
communicate with our colleagues, Members and customers. This means 7
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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. Virtual meetings are now the most common way 
to communicate and so staff must be equipped to deliver such meetings 
through training and access to the right technology. 

Well-being 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 informed, trusted and 
valued, well and supported.

Managers have a key role to play in understanding what well-being looks 
like to their teams, both collectively and to individual team members, 
recognising when their needs are not being met and taking steps to 
improve this. We need to be realistic about the significant change and 
uncertainty people now face, following the COVID-19 pandemic. There 
will be new environmental influences that impact a person’s well-being 
and so it is vital that we need promote positive mental well-being as 
an employer and look after our workforce. An employer, we need to 
understand well-being 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.

We need a workforce who feel they work in an inclusive environment 
where diversity is celebrated and staff are treated with respect.

Flexibility & adaptability
The rapid change to working remotely has given us an opportunity to 
review how we structure our way of working to suit the needs of our 
workforce in smarter working spaces, not places “work is an activity, not 
a place”. As long as the needs of the organisation are being met, and 
tasks completed on time, we can offer staff the flexibility to integrate 
their home and work life in a way that allows them to successfully meet 
the demands of both. By offering staff flexibility to work in this way, their 
well-being is improved and subsequently, performance is enhanced.  

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 is not 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.8
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Action Plan
Theme 1: Recruitment and Retention

Review the recruitment  
procedure and policy

To make sure the approach is up to  
date and fits our culture and values.

A robust and future-proof approach to 
recruitment and selection that enables 

us to recruit diverse candidates to 
work in our agile environment.

Modernise the  
application process

Modernise applying for our jobs using 
CV’s and online processes

Ensure our process offers the best 
candidate experience so they in turn 
choose our organisation as a place 

 they want to work in.

Consider how we may be able to build 
on and elevate our employer brand 

following our COVID-19 experiences 
and opens new opportunities for 
a diverse range of prospective 

employees.

Enhance the way we interview  
including how we do this remotely 

ensuring managers have the tools to  
do this successfully.

Work to increase the 
diversity of the workforce

Develop and maintain our approach to 
agile working.

Enhance our understanding of 
diversity and inclusivity.

Broaden our offer of work placements 
to those with specific difficulties and 

explore how this progresses into 
employment. To ensure we draw staff 
from the whole community so we do 

not miss out on valuable skills.

Growing our own talent
Review our apprenticeships to align  

with our talent development.

Creation of development opportunities 
for existing employees and skills 

enhancement.

Increased investment in the local 
economy community by offering 

development roles enabling them to  
stay in the district.

Develop strong partnership with 
education and training providers. 

Enable us to recruit to posts that are 
traditionally difficult to fill through 

innovative recruitment sourcing and 
promotion of agile working. Consider 

the timing of trying to re-fill these 
posts given that new, diverse talent 

pools may have now emerged.

Re-evaluate the strengths, behaviours 
and skills which are now needed for 

the roles we have, given the nature of 
virtual meetings and the agile fashion 

we are now working in.

Develop a greater  
awareness of what career  

opportunities there are 
in Local Government
Promote employment, work 
experience, graduate and 

apprenticeship opportunities to the 
local community and students.

Promoting BDC as a local employer  
of choice.

9
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Action Plan
Theme 2: Developing our People

Develop and implement 
a talent management 

programme
To motivate and retain talented 

employees.

To maximise potential to mutually 
beneficial individuals.

A programme for 
individuals on how to work 
in an agile environment and 
in this ‘new normal’ world
To include how to stay connected 

digitally, resilient, be able to separate 
home from work and learn to be 

outcome focussed in their delivery.

Develop and implement  
a mentoring scheme

To motivate and retain talented 
employees.

To inspire experience employees 
to mentor.

Review the current  
Induction Process

To ensure new starter inductions take 
place digitally and effectively making 

the new starter feels supported, 
welcome and has clear expectations 

on what they are to deliver.

Invest in our employees 
to allow them to develop 
in current roles and for 

opportunities
Make use of the Apprenticeship Levy 

and Corporate Training Budget to 
fund professional qualifications.

Focus on motivation and mindset to 
help support skills development.

Develop coaching 
opportunities to support 

managers and staff in their 
development, particularly 

in this ‘new normal’
Improvement in the development and 
performance of staff through a culture 
of coaching. Support mechanisms for 
managers to enable them to support 

others, building resilience through 
uncertain times.

10
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Action Plan
Theme 3: Healthy, Happy Workforce

Produce a  
well-being strategy

So that well-being is entwined in our 
culture, policies and everything we do.

To make sure employees are aware of 
how we can support their individual 

well-being, particularly bearing in mind 
the impact COVID-19 has had on our 
lives both inside and outside of work.

Contribute towards our ambition to  
be a great place to work.

Continue our commitment to well-
being and mental health and  

stigma-free.

To ensure all employees feel 
connected when they may be  

working apart.

To promote a healthy 
work-life balance

Develop and promote different ways  
of working to ensure a healthy work  

life balance.

To deliver a programme of 
themed events to promote 

engagement with the  
well-being agenda

To promote a well-being culture 
throughout the organisation, taking 

into account those that work remotely.

We need to be realistic about the 
significant change and uncertainty 

people now face, following the 
COVID-19 pandemic. There will be 
new environmental influences that 

impact a person’s well-being.

Sign up to the Mindful 
Employer Charter

To promote an organisation-wide 
understanding of mental health issues 

and enable managers to effectively 
support their teams.

Reduced sickness levels below the 
sector average.

Employee well-being supported at an 
individual level.

Review existing employee 
support arrangements 

and consider an  
enhanced offering

To support employees who deal with 
upsetting or traumatic cases.

Welfare of our employees protected.

Develop a mental  
health strategy

The COVID-19 pandemic has 
increased what we already recognised 

was a growing issue impacting on 
people’s lives. We have already 

invested and had good success in 
positive mental health support; a 

strategy will enhance this and make 
clear our commitment.

Build resilience and energy 
amongst our staff and 

partners to enable change 
and deliver priorities

By training, mentoring, coaching our 
employees, providing shadowing 

opportunities so they understand how  
to deal with different scenarios.

11
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Action Plan
Theme 4: Pay and Reward

Consider our current 
benefits and reward 

package
To ensure we are innovative and 

current in our approach, taking into 
account how COVID-19 has changed 

individuals outlook in how they 
work, to help us attract and retain 
particularly in those areas where  

here are skill shortages.

Review our Car Allowance package 
considering if this is now still fit for 
purpose given changes following 

COVID-19 and our requirements to 
travel in our new agile approach.

Ensure that we are considering 
initiatives that support agile and 
flexible ways of working, i.e. 4 

days working week or 1pm finish 
on a Friday, allow time for self-
development and well-being.

Meet with senior 
managers to identify how 
organisational structures 

can support career 
progression and high 

quality services
To make sure that service leads 

are supported and encouraged to 
consider new ways of working.

To prevent organisation structures 
from inhibiting progress and allow 
career progression and succession 

planning.

We will recognise great 
work and ideas; whilst 

dealing with poorly 
performing employees 

fairly, supportively  
and robustly

To make sure PDR’s / One-to-
One’s are carried out effectively 
and to ensure they suit our new 

agile environment with performance 
being measured on output, not on 
office attendance. Include career 

conversations considering individuals 
experiences throughout COVID-19 

having learned new skills and worked 
in different roles.

Make sure employees 
understand the totality of 
their employment package

Employees feel valued for their 
contribution ensuring they feel part  
of the team and organisation, even  

when working apart.

12
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Action Plan
Theme 5: Leadership

Ensure our leaders are 
equipped to lead teams 
through challenges and 

opportunities for the  
21st century

Use the apprenticeship standards in 
leadership and management.

Maxmise the return on investment  
of the levy.

Utilise BTS to support our leadership 
and organisational development.

Develop an induction 
programme for managers
To ensure new managers have all 

the tools to enable them to lead their 
teams effectively including when 

working remotely and ensure thay 
develop individuals to be the best 

they can be.

Upskill our managers 
in commercialism and 

Partnership Working Skills
To ensure our managers have the 

skills to adapt to the changing focus 
of local government.

Ensure our mentoring 
scheme allows our aspiring 

individuals to develop
To develop our workforce to be 

leaders of the future.

A programme on how 
managers lead in an Agile 
Environment and in the  

'new normal' world
To include workshops and toolkits 

which help managers to: 
- lead and be role models in our  

new way of working
- how to support their teams with 

empathy and resilience
- ensure staff feel informed, trusted 
and valued. How performance can  
be measured on output will be key.

13
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Action Plan
Theme 6: Organisation Change and Development

New ways of working  
and digital

Develop an agile working programme/
policy, building on our learnings from 
COVID-19 of what worked well and 

what didn’t work so well.

To help us make best use of modern 
technology giving people more control 
over how, when and where they work; 

allowing us to use the free space 
commercially, as well as creating a 

more agile and adaptable workforce.

As long as the needs of the 
organisation are being met, and 

tasks completed on time, we can 
offer staff the flexibility to integrate 

their home and work life in a way that 
allows them to successfully meet the 

demands of both. By offering staff  
the flexibility to work in this way,  

their well-being is improved 
and subsequently, performance 

is enhanced.

Encourage and develop employees to 
be as digital as possible.

Promote the culture 
whereby work is something 

you do rather than a 
place you go and this is 
considered for each role 

and individual.  
You go to places to 

Network and Collaborate
The place of work becomes the place 

which most appropriate to the task 
in hand, balancing with individual 

needs. There is no ‘one size fits all’ 
and requires the thought of smarter 

workplaces, not places.

Member engagement
Members set our strategic vision and 
we help shape their vision for delivery, 
it is important we engage with them  

to ensure true collaboration.

Member development
We will support our members in 

our new ways of working and work 
together to understand how the future 

looks and what development for 
members is needed in order to get 
there. The culture shift is across the 

whole organisation and members are 
imperative to that journey.

Actively commit to diversity 
and inclusion and create 

and programme to support 
this (BAME, Pride etc.)

To create a programme to commit to 
these initiatives so diversity is  
celebrated in our organisation.

Review how we best engage 
with all staff and bring them 

along in our journey
We will communicate with staff in a 

way that both informs and encourages 
open discussion. We want staff to be 
brave in coming forward with ideas 
and to challenge the status quo. We 

want to create a forum that embraces 
creativity, welcomes feedback and  

respects honesty.

14
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What will be different if we do these?
Talent pipelines will exist to fill roles that we currently struggle to recruit

Morale will be high, 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

Members will feel engaged and included and will receive bespoke 
development to enhance their understanding of the new ways of working

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 head-hunters 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 will improve as our people will feel trusted and valued for 
their contribution and will be able to integrate their home and work life 
in a more positive way

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

Absenteeism should reduce as we focus on promoting an agile 
workforce, supported by business leaders

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

Culture will be more positive as we focus more on making sure staff are 
well, feel valued and are trusted. We will support staff at all times and 
encourage collaboration and sharing of knowledge, especially as we 
navigate a post-COVID world.

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 for the right skills, in the right job, at the right 
time. 
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