Beyond Workforce Management 

Contextualised Workforce Planning 
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Whitepaper – Emotionally Intelligent Downsizing 

· Part One - What is Downsizing ? 

· Part Two - What is Emotional Intelligence ? 

· Part Three - What is Emotionally Intelligent  
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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 contextualised workforce planning model is shown below in Figure One. It consists of six 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. 
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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. 

The second stage is strategization
. This is characterised by answering the fundamental questions of what are the business strategies that the organisation will employ in that strategic context (what is the corporate vision, the goals and strategy of the organisation). This is clearly a business planning process (as is the contextualisation stage), and this model does not separate workforce planning as a distinct discipline or process, but a fundamental component of strategic business planning. 

At this point, business leaders should analyze the workforce demands resulting from the first two steps. What kind of workers, how many, and with what capabilities 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. 

Step Four is where the fun starts and business leaders can begin to conceptualize and  identify the potential responses to the identified workforce demands and risks – that is, 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. 

Finally workforce planners and business leaders need to energize the workforce. Workforce plans are everyone’s business and business leaders (those who have been part of all five steps in this model) must ensure that all employees in the organisation understand the strategic goals, the demands and the plans of the organisation. They must continue to drive them across the business.

As the name suggests, the model rests on the concept of contextualisation. This 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. 

Figure Two: The Four Strategic Contexts 

[image: image5.wmf] 

Business Context

 

Technological 

 

Context

 

Demographic Context 

 

Economic And

 

Labour Market

 

Context 

 

Business Context

 

Technological 

 

Context

 

Demographic Context 

 

Economic And

 

Labour Market

 

Context 

 


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. 
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.   

Bla bla something about it all 
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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. 
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Our Services 





We provide a comprehensive suite of training & support resources including; 





- Training workshops for executives & managers 


- Briefing and information sessions for staff 


- Consultancy and planning support programs 


- Toolkits, plan templates & other resources 


- Research, whitepapers and other information 


- Weekly Blog of tips, information and ideas 
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Figure One: Contextualized Workforce Planning Model 
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