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“No man is an Island…entire of itself”  (John Donne, 1572-1631). 
 
So it is for organisations. All enterprises are impacted by the world around 
them. As the world becomes more globalised and connected, migration 
increases and the population grows and ages, this impact will only increase.  
 
Accordingly workforce planning must take the full strategic context into 
account, both current and the plausible future context. While most models of 
workforce planning include both internal and external environmental scans, 
this approach often does not fully centre the organisation in its strategic 
context. Not taking into account the full range of potential impacts in a business 
planning process leaves an organisation open to a range of risks that may have 
otherwise been avoided.  
 

 



 

 

Introduction 
 

 

 

 

Workforce planning can most simply be defined as a process of determining 
workforce demand and supply. Unlike many models of workforce planning we 
specifically place workforce demand first in the definition as it is the the key driver 
for consideration by organisation. If you have no demand for a certain job group 
then supply issues become irrelevant. We also place demand first as it is a 
question for business decision-makers, and business decision makers need to be 
placed at the centre of workforce planning analyisis, discussion and action. 
Workforce planning is not an activity for Human Resources branches, it is a core 
strategic activity and should be included in, and not added to the business planning 
process.  

 

Just like men, no organisation is an island. All companies and enterprises now 
operate in a interconnected global economic and labour market; a technological 
context that changes day by day;  and an increasingly complex demographic 
context characterised by rapid population growth, pockets of significant ageing of 
the population and the workforce, and increasing diversity. This white paper 
presents the Contextualised Workforce Planning model. This model focuses 
organisations on how these contexts impact the implementation of business 
strategy through the workforce.   

 
 

The Benefits of Workforce Planning 

When undertaken effectively, strategic workforce planning: 

- Improves organizational responsiveness, effectiveness and efficiency 

- Aligns the workforce to the strategy of the business 

- Ensures understanding and filling of critical roles  

- Facilitates knowledge transfer 

- Focuses employee development and training 

- Makes realistic staffing projections for budgeting 

- Supports HR to build a stronger understanding of the business strategy 

 
 
 
 
 
 
 



 

 

The Contextualised Workforce Planning Model   
 

 

 

 

The contextualised workforce planning model is shown below in Figure One. It 
consists of five stages of workforce planning, with each stage building on the 
previous one and each step bringing the workforce planning process to a sharper 
focus. While the steps can be undertaken out of sequence or independently, the 

true success of the process comes from the sequential approach outlined below.  

 

Figure One: Contextualised Workforce Planning Model  

 
 
 

The foundation of the model, as the name suggests is to contextualize the 

organisation, that is gain an understanding of the position of the organisation in its 
broad strategic environment, and the demands it is facing now and into the future, 
including business demands, and potential workforce demands. At this stage, 
scenario planning can be used to identify potential alternative futures which can be 
used to develop options for alternative business and workforce planning strategies. 
Four strategic contexts are of particular importance in the model (the Business 
Context, the Economic and Labour Context, The Technological Context and 
the Demographic Context); These are described in the next section.  
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The second stage is to analyse the workforce. At this point, HR should work with 
business leaders to analyze the workforce supply and demand resulting from the 
first step of considering the organisation’s context. What kind of workers, how 
many, and with what capabilities are, and will be, required to deliver the business 
objectives within the identified strategic context?  

Following that they will need to consider the current state of the workforce, what is 
(and will be) the internal workforce supply in relation to those demands and where 
are the critical workforce risks for the organisations. Comparing the results of these 
two activities will identify the workforce gap, both in terms of capacity to deliver 
(workforce numbers) and capability (skills requirements).  It is this gap the the next 
stages aim to address.  

Step three is where the business leaders can begin to strategise and  identify the 
potential responses to the identified workforce demands and risks; how will the 
organisation bridge the gap between demand and supply.  Or to put it another 
way, this is where the organisation begins to develop the workforce plan. By 
ensuring the business leaders who undertook the business planning process and 
developed the business strategies continue as part of the workforce planning 
phases, the organisation can ensure that the workforce strategies match the 

business strategies.  

If a workforce plan is to be successfully implemented, workforce planners (indeed 

the whole HR branch) and business leaders need to energize the workforce. 
Workforce plans are everyone’s business and business leaders must ensure that 
all employees in the organisation understand the strategic goals, the demands and 
the plans of the organisation, and understand how the workforce plan (and any 
subsequent project plans support the bridging of the capability gap and the 

attainment of those goals.  

Finally, it is time to operationalise the plan, and put specific actions and projects 
in place to implement the strategies identified. This includes the traditional project 
planning components of considering resources, timeline, stakeholders and 
deliverables.  

 



 

 

Contextualise 
 

 
 
 
 

As the name suggests, the model rests on the concept of contextualisation. This 
key first stage simply means gaining a shared understanding of the broad strategic 
environment within which an organisation operates and the impacts placed upon it 
by external forces within that environment. Understanding that an organisation sits 
at the centre of a complex interaction of customers and competitors, the broader 
economic and labour markets, as well as a changing demographic environment is 
fundamental to the development of effective business strategy and workforce 
planning strategy.  

Business Context – It focuses on the broad business context of the organisation 
and an analysis of the strategic intent, vision, mission and direction of the 
organisation; current demand for services; analysis of competitors, suppliers and 
customers as well as issues such as the legislative, governance and policy 
environment in which the organisation operates. This sits at the top of the model, as 
business strategies and decisions should be the primary driver of workforce 
planning decisions.  

Economic and Labour Market Context – Organisations must analyse the current 
and future economic context as well as the labour market (including education 
statistics) as these are both significant environmental drivers of workforce demand 
and supply. Considerations such as tertiary entrance and graduation rates, industry 
employment growth forecasts and the local and global economic outlook can 
fundamentally alter ability of an organisation to achieve their business goals or 

successfully respond to their workforce demand and issues.  

Technological Context – Technology has been included as a specific context as it 
is completely altering both the social and employment landscapes and its impact 
will only increase in coming years. The way organisations recruit, communicate with 
and manage workers is rapidly changing, as is the way services are delivered. 
Technology offers significant potential for increasing workforce productivity, but also 
poses potential risks. Organisations that understand and come to terms with their 
technological context for both service delivery and workforce management stand to 
gain significant advantages over their competitors.  

Demographic Context – The world’s population is growing,  ageing (at least in 
most developed nations) and becoming more diverse. Migration rates are higher 
than ever and incomes across the world are increasing. Organisations need to 
understand the impacts of global and regional demographic trends and projections 
on service delivery and workforce demand if they are to develop appropriate 
responses. This context is placed at the bottom of the model as the slow but 
inexorable long-term changes in demography have the potential to significantly 
impact the three other contexts.  

 

 



 

 

 

 
 

Figure Two: The Four Strategic Contexts  

 

 
 
 
 
 
 

 
 

 
 
 
 
 
 
 
 
 
 
 

Environmental Scan  

To truly understand the organisational context, detailed analysis and environmental 
scanning will need to be undertaken.  

This needs to consider both of the organisation’s strategy, goals and business 
plans, but also the external drivers and pressures placed on the organisation from 
the four contexts identified above. Understanding the external context in terms of 
current and future capability availability, technology changes, competition facing the 
business etc. is vital to gaining insight and meaning from any internal analytics 

undertaken.   
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Current State 

Current state analysis consists of analyzing both the internal and external labour 

markets, in order to understand the composition and characteristics of the workforce 

and drivers of workforce capacity for the organisation and build a profile of the 

organisation to identify both possible workforce risks and workforce strengths.  

Every organisation will focus on different areas of analysis and metrics but our 

FACETS model of analysis focuses on key areas outlined below: 

Table One: Areas of Analysis.  

Area of Analysis Description 

Flexibility and Diversity  Age, gender, ethnicity, people with a disability etc. as well 
as part-time work.  

Availability and Productivity  Availability of the workforce – hours worked, overtime, 
leave balances etc.  

Capacity and Supply  Workforce numbers, composition (permanent, casual, 
contract etc.)  and supply (FTE or headcount) and mobility 
(separations etc.) 

Engagement and Culture Key cultural information including results from 
satisfaction, engagement and exit surveys, as well as 
complaints etc.  

Talent and Capability  Profile of recruitment activity (age, gender etc. of who is 
being hired) and current workforce skills/capability. 

Safety and Wellbeing  Information regarding accidents and injuries, both 
physical and psychological.  

 

Data Sources  

It is important to remember that workforce insights are available from multiple sources 

and that no single HR system necessarily provides all relevant information. Obtaining 

data and information from multiple sources within the organisation also buys goodwill 

and ensures that any analysis provided is not blindsided or undermined from 

unexpected information or sources. Table 2 on the following page provides some useful 

sources of internal data. 

 

 



 

 

 

Table Two: Potential Data Sources.  

Area of Analysis Possible Information Sources 

Capacity and Supply  HRIS 

Recruitment Systems  

Contractor/Labour Hire Databases  

Manager/Team Leader Interviews 

Recruitment and Capability  Recruitment Systems  

Learning Management Systems  

Manager/Team Leader Interviews 

Productivity and Availability  HRIS 

Local informal databases (TOIL, flex hours etc.) 

Manager/Team Leader Interviews 

Diversity and Flexibility  HRIS 

 

Culture and Engagement  Performance Management Systems  

Engagement Surveys 

Exit Surveys/Interviews 

Grievance/Complaints databases 

Safety and Wellbeing  Safety System 

 
 
 

The importance of quality data 

Effective workforce planning relies almost completely on quality data, both quantitative 
and qualitative. In the contextualized workforce planning process, data is analysed at 
two stages. Firstly, in the contextualize stage, strategic data from a range of sources 
will need to be assessed and analysed for relevance in determining business strategy 
and direction, as well as identifying potential external impacts on the workforce. 
Secondly in the analyze stage, a range or workforce profile and trend information will 
be identified and analyzed. These two data sets will be examined together as part of 

the workforce plan development process.   

 

 

 

 

 

 



 

 

 

 

There are five core requirements to ensuring quality workforce planning data:  

Data Integrity and Consistency - Data must be accurate and consistent, and all 
participants must have access to the same information, and more importantly use the 
same language and share an understanding of the meaning and significance of the 

workforce information and data being discussed.  

Data Triangulation – The importance of data is to build a picture of the workforce and 
the issues it faces, accordingly identifying multiple data sources, both qualitative and 
qualitative will build a stronger picture. It is important to validate system data with 
qualitative staff engagement or exit survey data. It is not enough to understand what is 
happening, it is necessary to know why it is happening if responses are to be 
successful.  

Data Interaction – Just as it is important to view the same data from several sources 
it is also important to view the integration between different data sets and how they 
interact. For example high levels of staff turnover may be a problem in a highly skilled 
senior role with low recruitment, but not in an entry-level low skilled role with high 
numbers of applicants and a low cost to recruit.  

Data Segmentation – While it is important to understand the overall state of an 
organisations workforce, different workforce segments (eg occupation groups, age 
cohorts, genders etc) may experience different workforce issues and challenges that 
get hidden within the overall organisation data. The bigger the organisation the more 
likely this is to happen, and so it is necessary to undertake analysis of these segments 
separately.  

Data Trends – Similarly, data trends over time need to be considered as point in time 
data may represent an anomaly that is not a true reflection of the actual workforce 
situation. It is our recommendation that wherever possible two to three years of data is 
analysed.  

Data Context  - Finally, workforce data needs to be placed in the broader context 
identified in the first stage of the model as the future direction and demands may 
change the significance of workforce data, it may also hide external drivers or trends. 
For example low turnover may be a sign of an excellent culture the retains employees 
or it may be a sign of the global financial crisis; it may also represent an issue if the 
organisation is looking to reduce its workforce.    

 

 
 
 
 
 
 
 
 



 

 

 

 

 

Future State 

Like the current state analysis, future state analysis consists of analyzing both the 
internal and external labour markets, in order to understand the composition, 
characteristics and capability of the workforce – in this case future workforce - to 
achieve the organisation’s goals and objectives.  
 
 

Scenario Planning:  

Forecasts are essentially estimates, or best guesses based on current information as 

to what the future workforce supply and demand will look like.  

It is possible to improve accuracy of the estimates by gathering more information or to 

prepare for potential variation in future forecasts by  identifying potential future 

scenarios and developing several forecasts on the basis of the different capacity and 

capability assumptions in those scenarios.  

Again, the importance of the contextualization stage can be seen in the development 

of the scenarios.  Accurately understanding the internal and external drivers affecting 

or likely to affect the organisation is the first step to developing realistic scenarios.  

Envisioning changes in these identified or potential demands and drivers (e.g. by 

increasing or decreasing their impact) enables scenarios to be developed that depict 

different future states (see below for some examples). These in turn allow the 

organisation for forecast the potential impact on the business an what effect they will 

have on the workforce.  

There is no single answer to the question - What are the different scenarios we should 

use? They will be different for every organisation and will change over time, but effective 

contextualization and workforce analysis should identify current gaps and risks, as well 

as potential gaps and risks.  

 

These can then form the basis of three initial scenarios:  

Business as usual: The organisation will continue its current direction. Workforce 

issues and risks (separations etc.) will also follow historical trends. 

Ideal case / improvement:  Business conditions and activity will improve. Workforce 

issues and risks (separations etc.) will also improve.  

Worse case / decline: Business conditions and activity will decline. Workforce issues 

and risks (separations etc.) may get worse.  



 

 

 

 

 

 

Of course, this is only a starting point and as an organisation gains greater 

understanding of the both the workforce planning and scenario planning processes, 

more nuanced and specific scenarios can be developed through the manipulation of 

specific business and workforce drivers. Again the contextualization stage provides a 

basis for developing such nuanced scenarios, as changes in specific business, 

economic, demographic and technological drivers can be articulated within each 

scenario.  

 

Demand Forecasting:  

 

 

Demand forecasting can be undertaken in a number of ways, although these fall into 

two approaches - qualitative and quantitative.  As an organisation develops 

sophistication in its systems, analysis and planning processes, it is more likely to move 

towards more complex quantitative methods that take into consideration a greater range 

of variables.  Most organisations tend to use a combination of qualitative techniques 

based on the assumed expertise of key managers and staff as well as some quantitative 

analysis derived from resource management systems.  

Which specific demand forecasting methods are used and how they are used within 
an organisation is generally driven by the scale and complexity of that organisation 
and its external context, the sophistication of its workforce analytics and systems, 
and the quality of the data it holds. Organisations should choose the techniques that 
are most practical, given their level of readiness to undertake workforce planning. 

 

 

 

 

 

 

Effective forecasting requires segmentation of the workforce particularly in relation to 

specific job families or capability groups most important to the organisation.  



 

 

 

Qualitative approaches 

Qualitative approaches to demand forecasting are more common than quantitative 

methods, particularly in organisations that are starting on their workforce planning 

journey. They are more readily implemented and understandable approaches, and 

require no specific software, tools or specific skills on the part of workforce planners.  

In their simplest form these approaches involve asking specific managers, subject 

matter experts or staff what the impact of the future business context and or specific 

scenarios will be on the workforce.  

Several common methods used for qualitative forecasts are briefly described on the 

following page. While these take different approaches and ultimately each business 

will determine the most appropriate method, demand forecasting generally focuses 

on the same basic questions.  

• What might the impact of future business direction be on workforce numbers, skills, 
capabilities across job families, divisions and locations? 

• What impact might future scenarios (such as changes the economic/labour market 
context, demographic context , technological context and business context etc.) 
have on those numbers kills and capabilities? 

• Is there any known current over or under supply of employees, skills, capabilities? 

• Are proposed  projects or programs already staffed or will they require additional 
labour hire to fill workforce gaps? 

• What type of work will be done in the future?  

• How will this new work be performed?  

• How does this work differ from current work requirements?  

• What work/job roles/positions will be critical to the organisation in the future?  

• How will jobs and workload change as a result of future technological 
advancements, economic, social and political conditions?  

• How will the organisation need to be structured to support future work 
requirements? How will divisions, work units, and jobs be designed?  

• What attributes of the current workforce need to change for the future? What are the 
future work and organisational business requirements?  

 
 

 

 

 

 

 

 
 



 

 

 

 

Technique Description 

Functional (nominal) 
group exercises 

 

Functional group exercises or nominal group exercises are generally 
used for developing a large number of ideas in a short time. 
Functional groups use collective understanding to determine the 
potential impacts on workforce elements.  
Functional group exercises are facilitated. They work best when ideas 
are presented in a format that allows the group to think about the idea 
before commenting on it. Once all the ideas are collated then 
discussion begins, based on the time participants have had to reflect 
on the options outlined by the group. 

Delphi Technique 

 

The Delphi Technique is a structured, question-based technique used 
to guide subject matter expert input into the forecasting process. It is 
best used when organisations have a clear understanding of the  
information they wish to elicit.  
 
Generally, the Delphi Technique poses progressively refined and 
prioritised questions, to develop a common viewpoint. Usually, the 
participants remain anonymous during the process to prevent some 
participants from dominating others in the process and  allows for 
free expression and  criticism of ideas, free from fear of 
repercussions. 

• Step 1: Defining the problem.  

• Step 2: Distributing the problem  

• Step 3: Collating first round responses.  

• Step 4: Distributing the collation. 

• Step 5: Refine and Repeat until there is a clearly defined outcome. 

Structured interviews 

 

In its simplest form, a structured interview involves one interviewer 
asking a respondent a list of predetermined questions designed to 
elicit responses on a preselected topic. The aim is to generate ideas 
and information for a specific purpose, such as future planning.  
The technique’s tenet is to ensure all interviews are conducted using 
the same questions, set in the same order to facilitate answers that 
can be reliably aggregated and t used to make comparisons between 
sample groups or time periods.  

Focus groups 

 

Focus groups are designed to elicit responses from a preselected 
group of participants, to establish their perceptions, opinions, beliefs, 
attitudes and ideas about or toward a particular topic.  
Focus groups allow interviewers to study people in a more natural 
setting and may be combined with other qualitative techniques 
(usually structured interview), to gain a detailed understanding about 
how a group of participants feel about the chosen topic.  
 
The focus group technique is useful due to its low cost, the speed 
with which one can get results, and research can be easily conducted 
with a larger sample size. Focus groups also have a high apparent 
validity—the idea is relatively easy to understand and the results are 
credible. 

 



 

 

 

Quantitative approaches 

Like qualitative methods, there are a number of quantitative techniques that can be 
used to forecast demand. Qualitative techniques are most often used where complex 
workforce environments require more ‘intelligent’ data to manage workforce risk, and 
where organisations have more advanced systems and workforce planning processes 
in place.  

Quantitative methods usually require specific training and expertise in data modeling 
and it is unlikely that a workforce planner or HR business partner holds this expertise; 
more likely specialist data scientists will be needed to provide this expertise. Some 
common approaches are briefly described in this section for information purposes. 

These include:  

Regression analysis 

Decision analysis 

Zero-based staffing (or budgeting) 

Staffing ratio and performance 

Again, it is beyond the scope of this whitepaper to provide anything more that a brief 
overview.  

 

 

 

 

 

 

 

 



 

 

 

Technique Description 

Regression 

analysis 

 

Regression analysis includes techniques for modelling which among the independent 

variables are related to the dependent variable, and to explore the forms of these 
relationships, in particular one dependent variable changes when any one of a 
number of driver variables is varied, while the other independent variables are held 
fixed.  

A range of techniques are available for carrying out regression analysis. The most 
familiar methods are linear regression and ordinary least squares regression. These 
methods provide for a finite number of unknown parameters to be estimated from the 
data.  

Decision 

analysis 

 

Decision analysis is a formal approach that  applies a structured format to decision 

making. This method is more suited to complex environments and organisations 
planning changes that will have a significant impact on the organisation. 

Decision Analysis uses graphical representations such as decision trees and 
influence diagrams. These graphically represent the alternatives available to the 
decision maker, any uncertainties or risks associated with the alternatives and the 
evaluation measures that show how well they may achieve their objectives. Decision 
analysis advocates choosing that decision whose consequences maximise the 
probability of achieving the uncertain aspiration level. 

Zero-based 

staffing (or 
budgeting) 

 

Zero-based staffing (or budgeting) is a technique where every function is reviewed 

comprehensively from a zero bas.. Zero-based staffing requires the workforce plan to 
be justified in complete detail by, starting from the zero base. The approach is 
indifferent to whether the total staffing level (or budget) is increasing or decreasing.  

The following steps are required to conduct a zero-based staffing approach: 

• - identify the points in time for which you’re are defining staffing requirements 

• - determine which projects will be underway at each point 

• - define the staffing required for each project at each point in time 

• - sum the requirements for a given point in time across all projects to determine total 
requirements. 

The zero-based staffing approach can work well when projects or programs are 
starting from scratch and don’t have a current workforce.  Zero-based staffing can 
use historical knowledge or benchmarks to inform future staffing requirements of new 
business initiatives or projects. It can be applied at a purely headcount level or by job 
role or job family. 

Staffing ratio 
and 
performance 

 

Staffing ratios can be used to assess future staffing needs against predicted volumes 
of organisational activity or service requirements. Often, it’s easier to predict demand 
for products or services in a functional area and then, using staffing ratios, derive 
staffing needs. You can also use staffing ratios in organisational circumstances with 
prescribed requirements, such as hospitals or schools, to calculate staffing needs 
based on current or predicted client numbers. 

This technique can be applied at a purely headcount level or by job role or job family. 

 
 



 

 

 
 

Supply Forecasting:  

 
As the name suggests, supply forecasting is the process of estimating 
availability of human resources and capability to meet the workforce demand 
identified in the previous step. This needs to take into consideration both internal 
supply (recruitment and turnover) as well as the external labour market supply 
of capabilities and staff. 
 
At its most basic level, supply forecasting simply compares the numbers of 
employees leaving an organisation (or business unit) and the number entering. 
 
Internal supply of human resources includes transfers, promotions, retired 
employees & recall of laid-off employees, etc. External supply of human 
resource focuses on availability of labour force in the market and new 
recruitment. 
 
External supply of human resource depends on some factors mentioned below. 

• Supply and demand of jobs. 
• Graduation rates where specific skills are required 
• Rate of population 
• Industry and expected growth rate and levels 
• Technological development. 

.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 

Gaps, Risks and Priorities  

 
Ultimately the purpose of analyzing the current state and future state, is to identify the 
existing and potential future gaps in workforce capacity and capability for each scenario 
developed.  It is then necessary to identify the risks associated with those existing or 
potential gaps and prioritizing risks for action and intervention in the next stage.  

 

Gap analysis essentially involves three activities:  

1. Identification and analysis of differences between supply and demand for each 

scenario; 

2. Prioritisation of areas for action, based on the assessment of risk associated with 

the gap; and  

3. Initial identification of potential directions for action that can be developed into 

strategies in the next stage. 

 

Identification and analysis of differences between supply and demand  

Future state demand – future state supply = future state gap. 

A shortfall exists when projected supply is less than forecasted demand and indicates a 

future shortage of needed employees or skills.  Effective strategies, such as recruitment, 

training and succession planning will need to be developed and implemented.  

A surplus exists when projected supply is greater than forecasted demand, and 

indicates a future excess in some categories of employees or capability areas. 

The surplus may represent occupations or employee skills that will not be needed in the 

future, or at least not be needed to the same degree.  Labour market and technological 

changes (particularly in relation to automation) are likely to lead to large numbers of 

occupations changing in the future.  

 
 
 
 
 
 

 

 



 

 

 
Identification of potential workforce risks.  
 

Having identified actual and potential workforce gaps, completing a risk assessment of 

the gaps enables an organisation to identify strategic high risk areas.  

It is also necessary to identify potential workforce risks in each scenario, which may not 
reflect specific gaps in capacity or capability. Examples may include  

- potential increased health and safety risk due to ageing workforce  
- potential reduction in diversity resulting from separation trends and  

recruitment practices  
- potential risk of increased cost of labour flowing from increased competition  

 
This means that all significant risk factors that could prevent the successful achievement 
of the organisation’s objectives and performance targets are well understood and 
managed. 
 
 
Prioritisation of Action  
 

Having identified gaps or surpluses, and their associated risk, they need to be prioritised 

for action according to those that are most critical to the organisation and the delivery 

of future goals. Separating operational short-term and strategic long-term issues is 

helpful in determining priorities.  

 

Key questions in the prioritization phase include: 

Which are the most critical gaps for the organisation, in terms of achievement of future 

business objectives?  

What are the risks associated with each gap? 

What would happen if the gaps were not addressed?  

Which risks are acceptable to the organisation and which ones are unacceptable?  

 
 



 

 

Strategise 
 

 
 
Armed with an understanding of possible future scenarios, their risks and priorities for 
action, the next step is to start developing strategies to address those risks.  
Implementation of workforce development actions invariably involves a range of 
Human Resources teams (recruitment, employee relations, organisational 
development) and requires input from line managers and other supporting corporate 
functions.  
 

 
 The process itself should follow these basic steps: 
 

1. Review, refine and agree on the identified workforce gaps, risks and priorities  

2. Identify strategies to be taken to respond to those gaps, risks and priorities  

3. Assign and agree responsibility for the strategies  

4. Agree appropriate timeframes for delivery  

5. Identify appropriate measures of success for each strategy  

 
 
The following table provides a simple framework for developing strategies.  

Technique Description 

Recruit Hiring new capability from outside your organisation  

Redeploy 
Moving existing talent within your organisation to use existing 

capability to fill priority gaps through rotation, secondment, promotion 
etc. 

Rent 
Purchasing talent from external sources such as consultants, 

contractors or labour hire 

Retain  
Implement strategies to retain existing workers including reward and 
recognition, flexible work practices etc.  

Retrain 
Develop existing staff to fill priority gaps with new capability; often most 

effectively used in conjunction with redeployment 

Reduce  
Reduce capability when a surplus exists through retirement, 
separations or retrenchment programs  

 
 
 

Accordingly strategy development should be a group process involving a 
range of key stakeholders from across the organisation.  

 



 

 

Energise 
 

 
 
It is wrong to assume that the work is done when the workforce plan is approved and 
published – if fact the real work hasn’t even begun.  Engaging and energising the 
workforce to achieve the goals in the plan can be the hardest part of the process.   

These seven steps may help: 

1. Involve employees in the workforce planning process 

Key managers and employees who are subject matters should be involved in the 
analysing and strategizing stages of workforce plan development. This process should 
be used to create momentum through the organisation, building the narrative behind the 

plan.   

Releasing the final plan should not be the first employees hear of it.  

 

2. Launch from the top  

We have all heard of change champions and for most processes the CEO should be the 
primary champion. Too many organisations think of the workforce plan as an HR plan, 
owned by HR and to be delivered by HR. It is not, it is an integral part of the strategic 
plan, it is the how to manual for delivery of human resources to implement the strategic 

plan.   

The workforce plan must be owned by the business, not HR.  

 

3. Create excitement about the ideas and people behind the plan 

Use the launch to communicate the benefits and outcomes behind the plan. Get 
employees excited about the future prospects and striving for what’s next. Show them 
the opportunities to get involved.  

Employees will not engage with the workforce plan, they will engage with the 

people and the ideas behind the plan.  

 

4. Engage the frontline  

At this stage the plan is still high level, consisting of overarching strategies – a key part 
of the engagement process is including frontline supervisors in the energising of staff 
towards the plan, and the inclusion of frontline staff on the project teams that will 
ultimately operationalize the strategies.  

At the end of the day, frontline staff will be the ones impacted by any strategies, 

and they should have some input into their operationalization.   

 

 



 

 

 

 

5. Drive from the middle 

Managers are the most important engagement driver; they have a direct and important 
influence on frontline staff; far greater than the direct influence of the executive team or 
HR. Create an information and engagement program for managers and teach them to 
really care about the plan and about their staff. Coach them towards maximum 
contribution and satisfaction, align them with the organization’s strategy, mission and 
values and show them how to recognize attitude, effort and results. 

Employees see their manager most days, but might never meet their CEO.  

 

6. Encourage knowledge sharing and discussion in a creative way 

Teams are oftentimes isolated within their own project and their own workspace and may 
have little understanding of what the rest of the organisation is doing – more so the bigger 
the organisation gets. Create an open sharing space (online or in person), once every 2 
months or so, where teams can present updates on their projects and how they are 
achieving the goals in the workforce plan. 

The outcome of workforce planning is not the glossy document – it is delivery of 
the programs and achievement of the goals in the plan.  

 

7. Celebrate success 

It’s not enough just to inform each other about activity, good work and achievements must 
be openly and regularly celebrated.  

Success breeds success – employees need to see their own and each others’ 
achievements.  

 
 
 
 
 



 

 

Operationalise 
 

 
 

It takes the whole organisation to operationalise a strategic 
workforce plan, not just one or two HR teams.  

Workforce plans invariably outline a three to five year program and 
projects, each requiring its own planning, governance, reporting and 
delivery. Establishing and delivering these projects is the process of the 
fifth and final stage of the model.  

There are five components to the successful operationalisation and 
delivery of the strategies within the workforce plan. These are 

outlined below.  

 

 
 
 
Each project or activity operationalised from the strategic workforce plan 
will require energisation in the same way as the plan itself, and the same 
seven steps can be used for each project:  
 

1. Involve employees in the project planning process 

2. Launch from the top  

3. Create excitement about the ideas and people behind the project 

4. Engage the frontline  

5. Drive from the middle 

6. Encourage knowledge sharing and discussion in a creative way 

7. Celebrate success 

Define

Assign

Design

Refine

Align 

•Scope & deliverables of the project 

•Stakeholders and governance

•Responsibiliities and tasks 

•Deliverables and deadlines 

•Interventions, activity & resources 

•Communication and Engagement

•The approach and activity 

•Resources and Communication 

•Monitoring and metrics 

•Reporting and communication 



 

 

Conclusion 
 

 
 
 
Strategic workforce planning involves the analysis and interpretation of complex 
workforce information and contextual cues, however the planning process itself does not 

need to be complex.  

 

The contextualized workforce planning model outlined here provides a common sense 
sequential approach to using the available information and refining understanding to 
develop and implement activities to address the primary workforce risks facing the 

organisation: 

  

- Commencing with a broad scan of the current and future contextual impacts  

- Analysing the issues and risks facing the organisation now and into the future  

- Developing appropriate high level approaches and strategies 

- Energising the workforce towards the strategies and goals in the plan  

- Operationalising the strategies into specific projects and actions  

 

 


