
How to win the war on 
talent with a total talent 
management approach

elmosoftware.co.uk



How to win the war on talent with a total talent management approach 2

Index
Introduction 3

Employer vs. employee sentiment: The expectation divide 4-6

A candidate’s market 4 

So what’s causing the labour shortage? 4 

New talent acquisition challenge: Shifting dynamics   5 

Why is it difficult to fill these roles? 5 

The new importance of work-life balance 6

Total talent management: What, why and how? 7

Total talent management: 5 key benefits for companies 8-9

1. Increased return on investment 8 

2. Improved employee productivity 8 

3. Proactive team performance 8 

4. Better employee engagement 8 

5. Strategic talent acquisition and retention 9

The two main components of total talent management 10-12

1. Workforce planning 10-11 

2. Employer brand 11-12

Final thoughts 13

How ELMO can help 14

 



Introduction
Forget the ‘war for jobs’. The power has changed hands, and employers must brace, once 
again, for a ‘war for talent’.

The UK economy is on the road to recovery now that we are in the post pandemic era. The latter 
stages of 2021 have led to an increase in people looking for employment. Job seekers now have the 
front foot, meaning that employers have to be on their toes when it comes to acquiring new talent.

The talent acquisition strategies conveyed by businesses may require a drastic change and 
rethink. With market trends and consumer demand not being the same as they once were, it 
does suggest that businesses have to go back to the drawing board to ensure that the strategies 
they put forward are not only fit for today but also for the future as well.

If organisations want to win this new modern approach to talent acquisition, they will have to 
lead themselves through the new intricate model that lays ahead.

In order to prioritise the employer brand, the ‘total talent management’ solution is embraced in 
order to tackle the lack of talent as well as broadening the definition of talent.

Total talent management, a definition:

“When permanent and non-permanent workforces are no longer managed 
separately, employers can focus on attracting, engaging and retaining the right 
person with the right skills. Regardless of how they need to be employed.” 

Total talent management encourages HR and talent acquisition teams to take a critical look at 
their existing processes.

Adopting a total talent management approach may seem radical or even impossible. However, it 
does contain some lessons all employers can learn.

The crux of total talent management is ensuring better alignment between the needs and wants 
of candidates and workers with the talent needs of the organisation, which means evolving with – 
and not resisting – the new era of work. 

This whitepaper will discuss:

• Current and evolving employer / employee sentiment

• Common talent acquisition challenges

• The disconnect between employer / employee expectations

• Total talent management: benefits and components

ELMO recently conducted a survey to understand what’s happening in the job market. 
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https://page.elmosoftware.com.au/rs/021-FIO-132/images/AU_ELMO%20Employee%20Sentiment%20Report.pdf?mkt_tok=MDIxLUZJTy0xMzIAAAGAa8HoBr88znVyiTKiitlsYhcfTSALQ7nr4JSiGhQ8M8J-XNwomU206Y-TFo_XjQbJcZmOC9dsg-LGhkaaCuWYdRVS2ezz3O407aAkjA9POFtG


Employer vs. employee sentiment: 
The expectation divide

A candidate’s market
The job market in the UK is experiencing a 26 year low of available candidates. To compound this 
issue, the number of businesses hiring reached a 20 year high this year. According to the Office 
of National  Statistics, “The number of job vacancies in the United Kingdom reached a record high 
of 1.1 million in the three months to September 2021, over half a million more vacancies when 
compared with the same period in 2020.”

So what’s causing the labour shortage?
There are a number of issues contributing to the surplus in job vacancies and lack of workers. 
These issues were created by a combination of factors, including the Brexit and the COVID 
pandemic. For example, in September 2021 the end of the pandemic furlough scheme ended, 
but led to less job losses than predicted - tightening the labour market. In addition:

33% 25%

33% of employees staying 
in their job role longer 

than expected

25% of the labour shortage 
is due to lower migration

 
With Brexit in full swing, the UK is expected to lose 1.3 million foreign-born workers by the end of 
2021. An example of the impact of this worker fallout has already been felt with  the lack of HGV 
drivers. In October 2021, a shortfall of around 100,000 drivers led to a nationwide fuel shortage. 
And these shortages have long term implications, with studies predicting that Brexit will reduce 
UK productivity by 4%.

But there is hope for talent acquisition teams. A recent global Microsoft Work Trend Index 
found that 40% of employees are considering leaving their current employer in 2021. A more 
promising statistic from a 2021 UK survey of 5000 workers, found that 84% of those currently in 
employment are applying for new roles. 

But in order to acquire these actively-seeking candidates, HR teams are facing new challenges 
that were born - and bred - in lockdown.
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https://www.fenews.co.uk/featured-article/75839-the-current-recruitment-environment-candidates-are-in-the-driving-seat
https://www.bbc.co.uk/news/business-58881124
https://www.businessleader.co.uk/three-quarters-of-brits-are-actively-looking-for-a-new-job/
https://www.ft.com/content/7c8bf648-dd0a-4558-9544-f77bde4798b2
https://fortune.com/2021/10/05/uk-hgv-truck-driver-shortage-eu/
https://www.theguardian.com/commentisfree/2021/oct/28/economy-recovering-covid-brexit-eu
https://www.theguardian.com/commentisfree/2021/oct/28/economy-recovering-covid-brexit-eu
https://www.forbes.com/sites/carolinecastrillon/2021/05/16/why-millions-of-employees-plan-to-switch-jobs-post-covid/?sh=5c4d8acb11e7
https://www.totaljobs.com/media-centre/uk-workers-after-a-fresh-start-in-2021-with-9-in-10-looking-for-a-job


New talent acquisition challenge: Shifting dynamics
Compounding the labour shortage, Covid has allowed for employees to put their personal lives 
ahead of their work life. Kam Vara, a consultant from Katie Bard Recruitment said "It used to be 
that people would fit their lives around their work. Covid is teaching people that it doesn't work 
that way any more".

This is making it even more difficult for companies to hire new employees. An overwhelming 
majority (85%) of SMBs actively hiring found it hard to fill roles, according to ELMO’s quarterly 
Employee Sentiment Index.  Chief among these challenges is Lack of skilled/qualified candidates 
at 47% reason; followed closely by was a lack of applicants (42%).

Why is it difficult to fill these roles?
(Among those who found it difficult to fill those roles) 
 

Lack of skilled / qualified candidates

47%
54%

56%
65%

Not enough candidates are applying

42%
53%

42%
43%

Candidates are not willing to work the 
hours required

36%
21%

27%
23%

Wage demands are too high

28%
29%

31%
26%

Too much competition from 
other businesses

29%
20%

16%
29%

Lack of backpackers / migrant workers
17%
17%
17%

9%

 
The power dynamic has shifted. Candidates have more say in this job market - and appear to be 
making the most of it. ELMO’s study also found around 36% of SMBs said the reason why they 
couldn’t fill roles is because candidates are not willing to work the hours required. The likely 
culprit? Workers are demanding a better work-life balance.
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https://www.bbc.co.uk/news/business-58559179
https://elmosoftware.com.au/resources/research-reports/report-elmo-employee-sentiment-report-australia/


The new importance of work-life balance   
As the needs of candidates take precedence, 75% of businesses find themselves unable to fill 
vacancies. The leading reason for candidate rejection is flexibility - for location and schedule. 

Studies have found that 37% of workers are likely to move to a different job if that one were to 
offer flexible working. According to an Otta survey of workers:

In the US, 80% of the workers surveyed stated that they experience “time poverty”. In this 
candidate’s market, it has led to the traditional work-life balance giving way to work-life 
negotiation. This negotiation empowers employees to manage their own time: Some days they 
give more to work and others, more time to self. 

Employee engagement and development is also another crucial area of focus. In January 2020, 
studies found that 38% of employees are disengaged whilst 21% are actively disengaged. These 
statistics highlight potential issues within the workplace such as poor work culture and also lack 
of clarity when it comes to both roles and the skills involved.

The study also states that 87% of employees are less likely to leave an organisation if they 
are feeling engaged within their role. A crucial statistic to attracting candidates and 
increasing employee retention. With engaged employees are likely to increase productivity 
within the organisation.

In addition, professional development and progression are key issues for potential candidates 
and current employees. Research shows that 82% of employees would quit their jobs if it offered 
no progression. 

So what can companies do to attract, retain and develop employees in this new era of work-life 
negotiation? Total talent management. 
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56% are open to the 
flexible option across 

home and office

18% of office 
workers want fully 
remote working 
environments

25% prefered to be 
fully office based

https://news.microsoft.com/en-gb/2021/04/06/more-than-two-thirds-of-staff-want-flexible-working-to-stay-microsoft-research-reveals/
https://www.wired.co.uk/article/impossible-hire-great-resignation
https://www.theguardian.com/commentisfree/2021/nov/01/great-resignation-employers-sweating-time-to-escalate-pressure
https://www.forbes.com/sites/forbescoachescouncil/2021/03/16/work-life-balance-is-a-thing-of-the-past-now-its-all-about-work-life-negotiation/?sh=4fd318e451ab
https://www.forbes.com/sites/forbescoachescouncil/2021/03/16/work-life-balance-is-a-thing-of-the-past-now-its-all-about-work-life-negotiation/?sh=4fd318e451ab
https://www.oak.com/blog/employee-engagement/
https://www.oak.com/blog/employee-engagement/
https://www.prnewswire.com/in/news-releases/82-of-employees-would-quit-their-jobs-because-of-no-progression-careeraddict-study-reveals-840291091.html


Total talent management: What, why 
and how?

Total talent management isn’t a new concept, but it is an emerging one. In this current job 
market, this pivotal tool is gaining momentum. 

Total talent management is a holistic approach to workforce management, looking at the way 
workers are sourced, hired, managed and engaged. It is a solution to talent shortages that 
considers all candidates. It means businesses match projects and jobs to skills – regardless of 
workers’ employment status – in order to meet organisational needs.

Historically, employee headcount traditionally consisted exclusively of permanent workers when 
planning for full-scale operations. Conversely, the contingent workforce has traditionally not 
been prioritised in talent management activities. However, considering only one category of 
talent (i.e. permanent workers) is not conducive to operational agility and will not win the 
talent war.

Total talent management is considered a mature approach to modelling talent acquisition by 
professionals. While SMBs have traditionally handled talent acquisition in-house or perhaps 
with the assistance of one or two external recruitment agencies, in larger organisations, talent 
acquisition has a richer history.

It has evolved through service-level agreements (SLAs) with preferred suppliers and master 
vendors, allowing organisations to maintain the quality of their talent pipelines with trusted 
partners. From there, recruitment process outsourcing (RPO) facilitated streamlined and 
sophisticated processes that valued user experience and compliance, and managed service 
providers (MSP) offered, for the first time, a smart solution to the management of 
contingent workers.

Fast forward to today and total talent management is an innovative solution suitable for 
organisations of any size. It combines the best elements of both RPO and MSP, where 
organisations can manage both employed and contingent workers in one talent ecosystem.
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Total talent management: 5 key benefits 
for companies

So, what are some of the benefits of taking a total talent management approach to 
talent acquisition? 

1. Increased return on investment
Driving talent acquisition with strategic intent can yield impressive return on investment (ROI), 
and a good place to start is to broaden the definition of talent and capitalise on the rising trend 
of gig workers. Engaging staff on an ‘as-needed’ basis to help with specific projects or during 
certain busy times of the year can result in significant cost savings.

2. Improved employee productivity
A total talent management approach allows businesses to better utilise their talent pools to make 
more strategic workforce decisions. Considering all talent  and allocating the right talent/skills 
to the right project/business requirement will eliminate the need to upskill and train existing 
workers, therefore increasing overall productivity.

3. Proactive team performance
Work-life balance is a new imperative and 43% of employees are concerned about burnout. 
A total talent management approach helps a business identify any potential issues, like 
burnout, before they become a problem.  Businesses can become proactive rather than 
reactive when it comes to talent acquisition. Having an engaged and diverse talent pool enables 
businesses to respond quickly to business and consumer demands, enhancing agility, resilience 
and performance.

4. Better employee engagement
ELMO’s Employee Sentiment Index found that most permanent workers feel they are working 
at capacity, and 20% of workers feel they are working too many hours. This poses a major 
engagement issue. Deploying a total talent management approach means that organisations 
can recruit gig workers as and when they are needed, alleviating permanent workers of added 
pressure on-top of their day-to-day activities. The result is better staff satisfaction 
and engagement.

https://www.gigeconomydata.org/basics/what-gig-worker
https://www.forbes.com/sites/forbescoachescouncil/2021/03/16/work-life-balance-is-a-thing-of-the-past-now-its-all-about-work-life-negotiation/?sh=4fd318e451ab
https://elmosoftware.com.au/resources/research-reports/report-elmo-employee-sentiment-report-australia/
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5. Strategic talent acquisition and retention
Today, HR is not just operational, it is strategic. Adopting a total talent management approach 
will likely require a significant overhaul of existing talent acquisition and talent management 
practices. However, it’s time to drag talent management practices into the modern era. Doing so 
will ensure HR is viewed within the corporate hierarchy as being forward-thinking, with an eye on 
the future of work.
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The two main components of total 
talent management

1. Workforce planning
Good workforce management starts with careful workforce planning, which is about ensuring 
talent composition is aligned with and facilitates the business plan. In the context of total talent 
management, workforce planning is about integrating all talent into one talent ecosystem. This 
affords full visibility of talent, rather than having disparate systems, processes, spreadsheets 
etc. for different worker categories. The result is a smarter acquisition strategy, better alignment 
with the talent needs of the business, streamlined operations, better HR resource spend and 
increased productivity.

• A modern approach to workforce planning

Workforce planning where permanent workers are concerned is typically a meticulous and 
rigorous process. It involves several steps, some of which are shared with the more general 
concept of workforce management, which typically covers the entire employee lifecycle, from 
hire to retire. 

Workforce planning involves analysing the current composition of the workforce, identifying 
the gaps, determining whether to hire external talent or develop internal talent, and 
redeploying talent to meet changing organisational needs. Then comes activities like 
headcount approval, candidate pipeline nurturing, candidate sourcing, interviewing, 
onboarding, performance reviews, learning and development, succession planning, etc.

The same level of focus is usually not given to the gig workforce, gig workers tend to be 
hired quickly, but there is less emphasis on key employee touchpoints, such as onboarding, 
engagement, learning and performance management. This can make it difficult to ensure 
compliance and controls, as workforce data is distributed and siloed instead of being 
consolidated in one place. A total talent management approach requires alignment across HR, 
finance and procurement to establish a bird’s-eye view of the workforce.

• Increased job-sharing opportunities

Total talent management also creates opportunities for job-sharing. This approach is not 
traditionally favoured, as many organisations identify one position per permanent, full-time 
employee. However, workers’ preferences for work have evolved, so employers may broaden 
their talent search to include workers who are looking for non-permanent or part-time work. 
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• Flexible / remote working is a retention driver

According to ELMO’s Employee Sentiment Index, flexible / remote working is a top priority 
for employees in 2021. Since the beginning of the pandemic, many organisations have 
experienced great success operating remotely, and for many employees, productivity 
increased. With proof that remote working can succeed if well facilitated, employees now 
expect a degree of flexibility in their work, both today and into the future. As mentioned 
earlier, organisations must be open-minded and understanding when it comes to flexible / 
remote work, or they will risk losing candidates in all employment categories. 

• Geographically broader talent pools

An important aspect of ‘total’ talent planning is to geographically broaden candidate and talent 
pools. With many companies now operating at least partially remotely and offering employees 
greater opportunities for flexibility, there is potential for hiring managers to expand their 
talent pool to consider candidates who are geographically dispersed.

Having access to previously untapped talent pools is an exciting prospect. It means 
organisations aren’t limited to the candidates that are nearby but can widen their search to 
include people all over the state, country, or world to find candidates with the right skills and 
experience. What’s more, access to talent pools that are culturally and ethnically diverse is a 
step towards cultivating a more diverse and inclusive workforce.

2. Employer brand
An employer brand is, by definition, how an organisation promotes itself to attract, recruit and 
retain desirable professionals. It relates to popularity and reputation from the perspective of 
both prospective and existing employees. Being an ‘employer of choice’ is a sign of organisational 
health because it suggests employees are supported, connected and given opportunities to grow. 
Today, this is especially important.

A key to a strong employer brand is a well-defined employee value proposition (EVP), which 
outlines company values, mission and culture, and what it can offer employees in return for their 
skills. Essentially, an EVP is a company’s unique selling point (USP). The aim is to cultivate trust 
and empathy throughout the entire lifecycle through communication and transparency.

Enhancing an employer brand requires external recognition and employee advocacy through 
social media channels and career sites. After all, prospective candidates are more likely to trust 
employee sentiment than trust company leaders. As such, many companies leverage their own 
employees for testimonials and case studies to attract talent. 

https://elmosoftware.com.au/resources/research-reports/report-elmo-employee-sentiment-report-australia/
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• Why is the employer brand important within total 
 talent management?

First, it’s important to note that an increase in gig work results in lower job and financial 
security than full-time, permanent work, simply due to the nature of being temporary. This 
has the potential to impact employee satisfaction and retention for both permanent and non-
permanent workers.

To enhance employee satisfaction and retention, employers must ensure all workers feel part 
of the team, and that they are included in the culture, the training and the social aspects of 
an organisation. The key to making this work is to ensure a consistent and unified employer 
brand and EVP across both channels, and a consistent employee experience. It’s no good if 
permanent workers have a good experience with their employer, if gig workers have a poor 
experience.

Many businesses direct the employer brand towards permanent talent. However, in this 
candidate-led market where workers are dictating their needs and expectations, businesses 
should ensure their employer brand is inclusive in order to attract talent from a range of 
employment categories.

• Why is it important for employers to consider 
 employee experience (EX)?

It’s important for employers to consider the employee experience (EX) for all employees, 
regardless of how they are engaged by the organisation. 

The EX is loosely defined as all the touchpoints an employee has with their employer during 
their tenure. A positive EX means happy employees, and happy employees are more engaged, 
have higher job satisfaction and are more productive – all factors that have a positive impact 
on a business’s bottom line. 

During COVID-19, the importance of the EX increased, as employees leaned on their 
employers more than ever to address their basic needs of safety, stability, and security. 
Employee wellbeing has been prioritised, technology capabilities have increased, and 
employers are seeking feedback from employeess. Both worker groups should be shown 
these privileges. A good EX is one that nurtures employees from beginning to end of their 
employment journey, but for gig workers this isn’t a linear process. Organisations will need to 
nurture gig workers whether they are actively working or not to ensure they can continue to 
engage them and their network for work. 
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Final thoughts
Implementing a total talent management approach allows your organisation to ask the 
following questions: 

• Could you be doing more to attract and retain top talent? 

• Is your pipeline reserved exclusively for workers looking for permanent positions? 

• Could you broaden your definition of talent to fill skills gaps quickly? 

• Are your workers happy with the hours they work?  

• Is there a way to increase their productivity and overall satisfaction?

The result? Winning the talent war.
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How ELMO can help
ELMO software allows businesses to centralise Talent, Learning and HR Software into one 
platform and with the beauty of it being modular, businesses can pick and choose what they 
need right now and grow with us in time.  

If you think your business requires ELMO’s help, get in touch here.

ELMO Software (ASX:ELO) is a cloud-based solution that helps thousands of organisations across 
the UK, Australia and New Zealand to effectively manage their people and processes. ELMO 
solutions span the entire employee lifecycle from ‘hire to retire’. They can be used together 
or stand-alone, and are configurable according to an organisation’s unique processes and 
workflows. Automate and streamline your operations to reduce costs, increase efficiency and 
bolster productivity. For further information, contact us.

https://elmosoftware.co.uk/contact/
https://elmosoftware.co.uk/contact/

