Coming back stronger

29 July 2020

Speakers

CHRISTOPHER JOHNSON
Senior Partner, Mercer

JEN SAUNDERS
Principal, Mercer

Workforce and HR function
transformation consultant.
Reward and employee relations
thought leader

Workforce transformation expert
and lead consultant on flexible
working transformations. Expert in
talent performance, job design and
change

Christopher.Johnson@mercer.com
+44 7920 261226

Jen.Saunders@mercer.com
+44 7789 030846

Poll question

What’s at the top of your mind?
To participate please click on the ‘wordcloud’ tab next to the ‘slide’ tab on the left of your
screen.

Poll Results

What’s at the top of your mind?
To participate please click on the ‘wordcloud’ tab next to the ‘slide’ tab on the left of your
screen.

Organisations reacting to the pressures of COVID-19

The impact of COVID-19 on major employers by industry
Job losses by industry
Media, 1% Logistics,
1%
Construction, 1%

Energy, 2% Professional Services, 2%
Manufacturing, 2%
Automotive, 5%
Travel, 5%

Aerospace &
Aviation, 36%

Food, 9%

Oil & Gas, 10%
Retail, 14%

Financial Services,
12%

Source: Telegraph, July 2020

How are business
responding?
Refocusing attention
99% of companies are embarking on transformation.
The top challenges are workforce capability, ability to finance
change and lack of understanding the need for transformation.

Which strategies are you likely to accelerate in the event of a
downturn?

Increase strategic partnerships

40%
39%

Better leverage a variable staffing model
Divest businesses that are underperforming

Reconsider our location(s) give talent availability/cost

31%
30%

Restructuring to drive change
98% of execs are planning organisational design change
this year.

Predicting the future is tough, with economic and political
uncertainty and technological advances.

For most organisations restructuring is a perpetual
process but it is now happening in 3 different ways:

Restructuring to close the gap
78% of organisations are facing disruption

1. Paused restructuring and now need to catch up

Reskilling for the future of work is a top priority for Executives
this year

2. Restructure for opportunities in the future

Source: Mercer Global Talent Trends, 2020

3. Adapt or die

The impact of COVID-19 on major industries
Workforce Measures Taken during COVID-19
Measures taken to cope with the impact of COVID-19 on the workforce
All Industries
Professional, Scientific And Technical Activities
Information And Communication
Transportation And Storage
Accommodation And Food Service Activities
Wholesale And Retail Trade
Construction
Manufacturing

11.9%
5.6%
3.8%

30.1%

41.4%

24.8%
14.1%

38.1%
24.2%

9.7%

1.5%

6.4%
0.0%

27.6%
37.5%
54.3%

53.2%

13.8%

33.4%

8.2%

30.1%

4.7%

21.7%

48.9%
45.4%

39.9%

15.7%

18.6%
24.1%

32.2%

38.8%

11.7%

22.2%

38.5%

11.7%
10.3%

59.1%

17.7%
1.0%

9.0%

16.0%
14.2%

15.9%

22.8%

Increased working hours

Decreased working hours

Laying off staff in the short term

Recruiting staff for the short term

Other

No measures have been taken

Source: Office of National Statistics, Business Impact of COVID-19 Survey (BICS) results, April 2020

8.1%

11.5%
14.6%

7.4%

How has COVID-19 impacted employees in Europe/UK
Digital Focus Group case study
Organizations and Managers are Responding

9 out 10
Of employees feel
their organisations
and managers are
responding as
effectively as they
can

2 out 5
said that the
outbreak has
impacted heir
confidence in the
future of their
organization

60%

Almost half

Of employees are
seeking greater
assurance around
job security

of participants said
that their team

Productivity Reduces, Stress Levels Increase

92%

Support Comes from Team Members, not HR

Say the outbreak is affecting their
ability to get their work done

8 out10 of those concerned about the possible threat of
redundancies, the changing content of their work and
diminishing workload…

…reported an increase in stress levels as a
barrier to their work during the crisis.
Source: Mercer / Remesh March 16 Digital focus group consisting of 256 employees

27 %
14%

mates were the ones
supporting them the
most during this
outbreak.

By immediate manager
By their senior leader

Only 4%

Say they are
mostly supported
by HR

New Challenges Demand New Ways of Work
Continuous

Innovation

Agility, Speed

Adaptability

Accelerated

Digitalization

Changing

Work Cultures

Empathy starts with listening to understand employee concerns
9 out of 10 employees are
concerned with the current
crisis
42%

To a moderate extent

28%

To a great extent

21%

To a very great extent

9%

To a small extent
To no extent

Concerned with impact of remote
work on culture and collaboration

1%

Source: Mercer / Remesh March 16 Digital focus group consisting of 256 employees

Worried about impact of remote
work on work/life balance
Concerned about potential layoffs
Think the outbreak will limit investments
in training and development
Concerned that economic impact will
lead to pay reductions

Core dilemma:
How to adhere to your core values and commitments made during
COVID-19, whilst exploring ways to restructure, reskill and resize?
Internal Labour Market map depicting headcount,
hires, promotions and exits by career level

Reskilling
This depicts future trends under
different scenarios
Summary of representation changes between 2015 and 2025, baseline vs. simultaneous changes
Current and Projected
Female Representation %

Current Period: 2015

5–year Projection: 2020

10–year Projection: 2025

∎ Baseline Scenario

∎ With All Changes

∎ Baseline Scenario

∎ With All Changes

∎ Baseline Scenario

∎ With All Changes

34%

34%

41%

50%

35%

56%

Grade 23 and Above

Legend

Workforce Projections: % Female – Grade 23 and Above, 2015 to 2025
∎ Baseline scenario (i.e., no changes to flow s)
∎ With adjusted hiring
∎ With adjusted promotions

∎ With adjusted turnover
∎ With simultaneous adjustments to all flows

Not e: Not all scenario lines may

Talent Sharing

be visible as a result of overlapping
project ion est imat es.

60%

% Female (Grade 23 and Above)

Strategic
Workforce
Planning
becomes more
essential than
ever

Agile workforce strategies

55%

50%

45%

40%

35%

30%
2015

2016

2017

2018

2019

2020

2021

2022

2023

2024

2025

Outplacement

Strategic workforce planning is about four phases of work
1. Gain strategic insights

2. Measure the gaps

3. Model solutions
Quantity

Business Imperatives

Talent Supply

Quality

Location

Build
Buy

Talent Implications

4. Take action

Workforce Gaps & Risks

• Attraction
• Retention
• Career Development
• Performance

Borrow

• Rewards
• Leadership

Technology roadmap

Workforce Planning
Insights Report

Talent Demand

Risk
Risk
Assessment
Assessment

Bot

Workforce
Workforce
Plan Plan

• Culture

Talent
Talent
Solutions &
Solutions &
Ownership
Model
Ownership
Model

Poll question

• To what extent are you clear on the skills requirements for your business in the future?
A.

To a great extent

B.

To a moderate extent

C.

To some extent

D.

To a small extent

E.

Not at all

• How would you assess your bench strength against those skills requirements?
A.

We have the skills we need for the future

B.

We have some skills we need and some gaps

C.

We have few skills and large gaps

D.

We do not know

A new world and social order demands a new set of skills

78%

99%

$900bn

of organizations are
facing disruption

of organizations are planning
transformation this year

estimated revenue loss due to failed
digital transformations in 2019*

Top transformation challenges
Lack of workforce
capabilities and skills
Organizations ability to
fund the change
Lack of understanding of
the need for
transformation
Apathy and change
resistance

Executive’s talent investment bets for biggest ROI
Investing in future learning and workforce reskilling

41%

Transforming talent practices

38%

Improving how we leverage the broader talent ecosystem

38%

Restructuring HR to align more with the business

37%

Developing an integrated people strategy

36%

What is most important when you talk about ”Agility”?
Lack of workforce capabilities and skills
Organizations ability to fund the change
Lack of understanding of the need for transformation
Apathy and change resistance

Skills are the new currency

EE

HR

What has been
most effective?

Today
1 Innovation
2 Complex problem solving
3 Advanced interpersonal skills
4 Global mindset
5 Digital marketing

2025

1
2
3
4
5

Agile transformation
Design thinking
Entrepreneurship
Digital marketing
Data visualization

Digital marketing
Data visualization
Customer experience
Innovation
Data science

Innovation
Global mindset
Complex problem solving
Advanced interpersonal skills
Digital marketing

2020 Global reskilling budget per FTE

$1,000
$1,000
$1,200
$1,100
$1,500

$700
$1,200
$500

$600

$2,000

$800

59%

Secondments
outside the
company

54%

Peer-to-peer
learning
networks

$1,250

58%

Concern that
reskilled
talent will
leave

51%

Not able to
quantify the
skills gap

40%

Not knowing
what skills we
have today

$1,150

$1,200
$1,000

$900

60%

Hire from
outside

HR’s barriers
to reskilling

Skills – Questions your business is asking












How do I identify the skills I need for the future?
How can I build a more agile organisation?
What is my current bench strength and where are my skills gaps?
How can I restructure work around skills?
Where can we quickly redeploy obsolescent skills?
How do I restructure jobs around automation and refocus work?
How can I keep my prized skills in my business?
How do I respond to changes in the value of skills?
Where should I prioritise my L&D spend to build capability in core areas?
How can I facilitate flexible careers across my organisation?
How much more do I need to pay for my critical skills?

Enterprise wide
strategic workforce planning

Through to

The supporting HR
programme interventions

Evolving your proposition
How is work currently defined in your organisation?

Career
proposition
flexibility

Limited lateral
moves
Certification / skills
aligned to JD

The shape
of work

Jobs
(task focus)

Grading

Traditional

Cross functional
career pathing

Skills linked to role

Career experience

Talent
marketplace /
exchange

Skills framework
Skills clusters

Roles
(accountability
focus)

Broad bands

Evolving

Increasingly
focus on
personalisation

Roles
(skills aligned)
Assignment
Career levels
Leading

Flat structure
Future focused

Emphasis:
shift to more
flexible
definitions
of work

Building blocks for the evolution of skills
A team effort across HR
Career paths

Talent
Organization
of work
(incl.
levelling)

Reward

Learning
& Talent
Acquisition
Analytics
& OD

Job/skills
architecture
or clusters

Career experience
technology
platform

Talent management
integration

Succession planning
to plug skills in
critical areas

Reward program
integration

Skills pricer /
navigator

Future skills
requirements

Leadership
development

Learning &
Development to
address gaps

Workforce planning
& analytics

Employment model
(incl. contingent
work)

Predictive analysis:
future skills

Role profiles
Skills
taxonomy

Assessment of
current skills

Understanding your current bench strength
Performance evaluation

Articulating your skills

Enabling skills transfer across
your business – through career
paths

Linking reward to skills

Required Skills
Performance

Ongoing

Accountability

Performance
Accountability

Required Skills

Hiring

Required Skills

Required Skills

Performance
Experience

Experience

Traditional

Evolving

Performance

Required Skills

Accountability

Business Impact
/ Performance

Required Skills

Required Skills

Experience

Experience

Leading

Future Focused

Emphasis:
Increased
focus on
skills
and impact

Emphasis:
Shift from
informal to
formal skills
linkage

Why employers explored temporary talent sharing during the
pandemic
 Urgently addressed COVID-19 related workforce challenges, including the
need to adjust production/capacity and/or to control labor costs
 Positively impacted the local community by addressing labor
supply/demand of essential services
 Supported employees by providing opportunities for employees to work
and earn during downturn

Employer
A

•
•
•

Employer
B

A portion of Employer A’s employees works for Employer B for a period of time
Employees return to work at Employer A with minimal disruption
Employer B does not have to terminate employees when demand normalizes

25

Temporary Talent Sharing addresses a labor supply and demand
dynamic that has been amplified by the pandemic
The need to optimize workforce capacity in a nimble and agile manner has accelerated due to COVID-19, but
won’t disappear all together afterwards.

Illustrative only

Supply
2021

2020

Seasonal Services

COVID-19 Opportunity

Demand

Strategic Sharing Based on Business
Cycles and Seasonal Services

Talent ecosystems – has its time come?
ROADMAP FOR DEVELOPING YOUR TALENT ECOSYSTEM
1.

MAP YOUR CRITICAL CAPABILITY REQUIREMENTS
ORGANISATION AND BY FUNCTION/DOMAIN

AS

AN

2.

IDENTIFY THE ELEMENTS OF THESE CAPABILITIES THAT YOU NEED
TO MANAGE AND DEVELOP IN-HOUSE AND WHICH CAPABILITY
AREAS NEED TO BE COMPLEMENTED THROUGH OUTSIDE
PARTNERS

3.

IDENTIFY PARTNERS THAT WOULD COMPLEMENT SPECIFIC SKILLS
AREAS TO GIVE YOU THE REQUIRED COMPETITIVE ADVANTAGE

4.

DEVELOP AN ENGAGEMENT PLAN WITH THESE PARTNERS, BOTH
AS AN ORGANISATION AND BY FUNCTION/ DOMAIN

5.

ENABLE YOUR INTERNAL LEADERS AND BROADER WORKFORCE TO
MANAGE AND MAXIMISE THESE PARTNERSHIPS

6.

CONTINUOUSLY REVIEW HOW THE EFFECTIVESS AND VALUE
CCREATION OF THESE PARTNERSHIPS FOR YOUR ORGANISATION,
AND ADAPT AS REQUIRED

Outplacement today
1 in 3 employers are
considering layoffs in the
next 60 days…
But the details are still being worked out
Haven't decided yet

55%

Standard

41%

Reduced
Enhanced

Access is limited to 9 to 5 from
an office building

6%
2%

Haven't decided yet

71%

Standard
Reduced
Enhanced

Traditional outplacement
service is expensive

28%
4%

Typically available for a
limited time to select few

0%

Source: Mercer’s COVID-19 US Employer Actions
Live Survey, Effective April 6, 2020; based on 334
respondents

Source: Mercer’s
2018 Outplacement Survey

29

Mercer’s approach

Empathetic

Embracing

Enriching

Efficient

Outplacement for all levels,
for a length of time that is
sufficient help them get back
on their feet.

Provide 1:1 virtual coaching to
help employees connect and get
“screen to face” support amidst
lockdowns and quarantines.

Career coaches and skill assessments
to help employees be ready to
present the best of themselves for
the right job based on skills.

Access to a 24/7 digital solution
with immediate access to
coaches and push notifications
for job matches.

30

Full service virtual outplacement
Digital Outplacement Platform

Superior Virtual Career Coaches

= Results for impacted employees and their organizations

2.5x
REDUCTION IN
TIME TO FIND A
NEW JOB

30% to 50%

100%

6 month

Efficient
OF THE COST VS.
EMPLOYEE ACCESS IN
MINIMUM
T RaA 24/7
D I T I Odigital
N A L solution with
Access to
to coaches
push
2 B Uimmediate
S I N E S S D A Yaccess
S
A C C E Sand
S
PROVIDERS
notifications for jobs that match their skills and interests.

SOCIAL BRAND
+ E N G A G E31
MENT
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How to get more creative with outplacement?

Parting thoughts
Impact of workforce restructuring on workforce diversity

Workforces shrink
Talent flows slow
Off-shoring increases
Unemployment rises
Source: Mercer Workforce Monitor, 2020

Women leave more than men
BAME and gender goals at risk
Virtual “migration” more prevalent
Older workers lost permanently
Younger workers struggle to enter

Ways Mercer can help clients
TALENT SHARING

FUTURE WEBINARS

RESKILLING WORKSHOPS

Employer perspective
•
•

Sustainable organisation:
Implementing more responsible
employment practices

•
•

05/08/2020

Employee perspective
•

1 – 2pm BST

Should my employer explore Temporary
Talent Sharing?
What type of employer would make a
good talent “match”?
Are there risks involved, and how do I
mitigate them?
Is this a long-term solution as a new way
to source and retain talent?

•
•
•
•

What happens to employee benefits and
pensions?
How do I communicate this?
How do I keep my employees energized
and engaged?
What happens at the end of the share?
What type of training will be needed
and how is that delivered?

1

Must win battles: What are the
opportunities for business acceleration
through skills?

2

Maturity assessment: Which building
blocks for the evolution of skills are in
place? What is the current state?

3

Define the ambition via a problem
statement and identify the critical issues to
address in the framework

4

Road map: Identify the actions required.
What practical changes are needed to
deliver the ambition?

5

Prioritisation: What is the sequence of
action and immediate next steps?

Thank you for joining!
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