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State of New Hampshire 
Workforce Planning Model 
Introduction

Did you know as of February 2008 almost half our State employees [47.24%] will be eligible to retire in the next several years? [See Appendix A & A-1]  Did you know that three-quarters of our workforce is 40 years old or older?  [See Appendix B]  Did you know that according to the 2006 division of personnel annual report the State of New Hampshire’s turnover rate, for the past ten years, has averaged 11.37% or eleven out of every one-hundred employees?  Did you know that some critical positions such as nursing assistants, family service specialist, and telecommunications specialists have a turnover rate in excess of 20%?  Other positions, such as highway maintainers, child protective service workers, building and grounds utility persons, food service workers and clerk interviewers, have a turnover rate in excess of 15%.  Some critical positions such as registered nurses, food service workers, mental health workers, and key administrative support personnel have a turnover rate approaching 15%.  [See Appendix “C” for highest turnover rates]  Have you ever considered how these facts will affect the operation of state organizations and there ability to effectively meet goals and objectives and fulfill the needs of citizens, employees, and stakeholders?  These facts, combined with the difficulty in hiring qualified individuals for critical positions and difficulty in retaining qualified, knowledgeable and skilled employees, have led to the creation of a Workforce Development Coordinator position assigned to the New Hampshire Division of Personnel.  The purpose of this position is to help agencies identify critical workforce issues and assist in developing strategies to overcome the problems these issues will create.  

A Workforce Development Committee has been established as well to take a critical look at the workforce development issues that shape the current workforce and will affect the operation of New Hampshire State Government in the future.  As the problems facing society and state government become continually more complex, and risks associated with solving them grow, the importance of attracting and retaining state employees with necessary skills and commitment increases.  Achieving results in government, probably more than any other business, is highly dependent upon the quality, judgment, and motivation of its workforce.  Maintaining that workforce today requires careful management planning to be an attractive, competitive employer. 

During May 2008 the Workforce Development Committee, Division of Personnel, Department of Administrative Services launched a wed based workforce development survey for administrators in New Hampshire State Government.  The survey was designed by the workforce development committee and distributed to executive-level administrators [commissioners, superintendents, agency directors through division heads], mid-level administrators [bureau chiefs and section chiefs], entry-level administrators [entry-level supervisors], and “other” administrators for the sole purpose of gathering information about the present status of workforce development throughout state government.  

Method of Distribution:  The Office of the Commissioner of Administrative Services [DAS] distributed the survey to agency heads [commissioners and agency directors] using the DAS commissioner’s master email distribution list.  The division of personnel used its’ master distribution list to disseminate the survey to all human resource administrators and human resource contact individuals throughout the state asking them to complete the survey and to forward the survey to all administrators within their agency.  The decision as to which agency positions where administrative was left to the human resource administrator or contact person.  However, the distinction between executive, mid and entry-level administrators was provided to the human resource administrators and contact persons to assist them with distribution.  Three hundred seventy-three administrators responded to the workforce development survey.  Of that number two hundred ninety-five provided demographic information pertaining to their organizational administrative level [executive, mid-level administrator, entry-level administrator].  The breakdown of respondents is as follows:













Responses
% of Total
     

Executive-level [commissioners, 

superintendents, agency directors through 

division heads. 





61
20.7%

Mid-level [bureau chiefs and section chiefs.

132
44.7%


Entry-level supervisors




68
23.1%

Other administrators




34
11.5%

A second demographic information seeking question, answered by three hundred eight respondents, indicates the survey represents thirty-three agencies.  However, the number of agencies may be higher as sixty-five survey respondents did not answer this demographic question.

The survey consisted of fifty questions [not counting demographic information seeking questions] divided into eight sections including the major categories of planning, training and development, recruitment, retention, resource allocation, rewards and recognition, other important information and multiple choice questions.  The complete results of this survey are available through the office of the workforce development coordinator, division of personnel.  However, we are reporting some of the results in this document because we believe they support the findings of the State of New Hampshire, Succession Planning Performance Audit of 2008 provided by the Office of Legislative Budget Assistant.  Specifically, the supportive findings of our survey [in our opinion] are as follows:

35.2% of respondents said their agency has a formal written strategic plan;

40.3% of respondents said their agency does not have a formal written strategic plan;

30.6% of respondents said they weren’t sure if they had a strategic plan;

12.7% of respondents said their agency has a formal written workforce plan;

57.5% of respondents said their agency does not have a formal written workforce plan;

29.9% of respondents said they weren’t sure if they had a written workforce plan;

24.9% of respondents said their organization has effective tools and incentives for recruiting competent candidates;

70.2% of respondents said their organization does not have effective tools and incentives for recruiting competent candidates;

5% of respondents said they weren’t sure if their organization had effective tools and incentives for recruiting competent candidates;

17.1% said their organization has a workforce recruitment strategy;

58.1% said their organization did not have a workforce recruitment strategy;

24.8% said they weren’t sure if their organization had a workforce recruitment strategy;

36.6% of respondents said the current hiring system allows us to place the correct person in a position;

56.9% of respondents said the current hiring system does not allow us to place the correct person in a position;

6.5% of respondents said they weren’t sure if the current hiring system allowed them to place the correct person in a position;

34.2% of respondents said their organization has the resources needed to retain knowledgeable and skillful employees;

59.6% of respondents said their organization does not have the resources needed to retain knowledgeable and skillful employees;

6.2% of respondents said they weren’t sure if their organization had the resources needed to retain knowledgeable and skillful employees;

38.9% of respondents said the State of New Hampshire, Division of Personnel policies, procedures and rules assist our management team in effectively meeting agency goals and objectives;

43.1% of respondents said the State of New Hampshire, Division of Personnel policies, procedures and rules do not assist our management team in effectively meeting agency goals and objectives;

17.9% of respondents said they weren’t sure if the State of New Hampshire, Division of Personnel policies, procedures and rules assisted their management team in effectively meeting agency goals and objectives;

17.7% of respondents said their organization has sufficient resources [people, materials, and budget] to get the job done.

79.3% of respondents said their organization does not have sufficient resources [people, materials, and budget] to get the job done.

2.9% of respondents said they weren’t sure if their organization had sufficient resources [people, materials, and budget] to get the job done.

12.4% of respondents said their organization has the resources to effectively recognize and reward high-performing employees on a timely basis.

85.2% or respondents said their organization does not have the resources to effectively recognize and reward high-performing employees on a timely basis.

2.4% of respondents said they weren’t sure if their organization had the resources to effectively recognize and reward high-performing employees on a timely basis.
Planning for human resources needs is one of the greatest challenges facing state agencies.  To meet this challenge, it is essential that agencies utilize a structured, strategic approach to ensure that they have the skilled and knowledgeable employees they need to accomplish their mission.

Within the next decade, state government can expect to see:

· Its workforce to grow older and more diverse.  

· An upward shift in the demand for higher-skilled jobs held by “knowledge workers” [defined by Peter F. Drucker as a “person who has been schooled to use knowledge, theory, and concept, rather than physical force or manual skill”]

· Advancement of technology, which may require different workforce skills to meet agencies’ needs.

Given the negative image of state government as an employer of choice, New Hampshire needs to list existing advantages of employment and develop additional advantages in order to compete with the private sector and other government entities.  A comprehensive strategy for workforce development in New Hampshire will require organizational leadership, sustained investment of resources and a system to measure progress if we are to achieve enhancement and sustainability of core competencies.  A comprehensive strategy for workforce development is most effective when it includes strategies for recruiting, advancing, and retaining productive individuals who can learn and use core competencies for meeting the needs of customers and stakeholders.

Identification, development, and sustainment of core competencies for state agencies require long-term organizational leadership and commitment.  Professional development must be valued by the leadership at all levels and aligned with the organization’s mission and functions.  It should be an institutionalized part of a talent retention and candidate development.  To make this happen, organizational learning will need to be assimilated into the organization’s culture, integrated into the performance evaluation system, and supported through the annual budget.

The Workforce Development Committee recognizes there are various approaches to organizational learning which have yielded some principles, also called “truisms” [Rose and Nicholl, 1997].  These principles can serve as guides for promoting an organizational learning philosophy:

· Every person can learn.

· Individuals learn at different rates in different ways.

· Learning is a lifelong process.

· Every person wants to do a good job.

· Self-esteem affects learning; learning enhances self-esteem.

· Success promotes other successes.

· Education and learning are shared responsibilities.

· People are accountable for their own decisions and actions.

· Appreciation of individuality and diversity is important; cultural diversity enhances education.

“Many organizations, public and private, have developed workforce planning models.  A review of those models reveals that, while the terminology may vary, and some models may consist of as many as nine steps and others consist of as few as four steps, they all contain the same basic processes, and provide the same tools and considerations necessary for pro-active, comprehensive, strategic workforce planning.  A study of numerous models developed by other states, private entities, and the federal government enabled the New Hampshire Division of Personnel to glean the information most pertinent to state government, and develop a four-step model as a resource for agencies and departments of the State of New Hampshire.
Workforce planning addresses both current and anticipated staffing needs.  The current workforce is assessed in terms of whether or not its size is adequate, whether it is deployed effectively and whether employees posses the competencies necessary for high performance.  Future staffing needs are assessed by analyzing the number of employees approaching retirement, turnover rates, environmental impacts on service needs and delivery, as well as anticipated legislative and technological changes.

The assessments of current and future staffing needs are used to develop action plans to address closing or avoiding skill gaps.  Such action plans may include recruitment strategies, use of compensation tools, succession planning, and the development of training or retraining solutions.

What is Workforce Planning?

Workforce planning is an organized process for:

· Identifying the number of employees and the types of employee skill sets required to meet agency goals and strategic objectives.

· Developing a plan of action to ensure that the appropriate workforce will be available to provide quality services to the citizens of New Hampshire.

Why is Workforce Planning Important?

The “why” of workforce planning is grounded in the benefits to managers.   Workforce  planning provides managers with a strategic basis for making human resource decisions.  It allows managers to anticipate change rather than being surprised by events, as well as providing strategic methods for addressing present and anticipated workforce issues.
Within the next decade, the State can expect to see:

· Its workforce age, creating an increasing need for effective succession plans.

· A more ethnically diverse workforce.

· Increased competition for highly skilled employees.

· Technology playing an increasing role in improving efficiency and productivity.

· An increasing demand for agency services, especially in the areas of education, technology, law enforcement, and health care.

Organizational success depends on having the employees with the right competencies at the right time.  Workforce planning provides managers the means of identifying the competencies needed in the workforce – not only in the present but also in the future – and then selecting and developing that workforce.

Workforce Planning Benefits:

· Helps prepare for the growing number of retirements

· Helps identify gaps between current job skills and job skills needed to perform work in the future

· Helps maintain or recruit a diversified workforce

· Provides an orderly way to address new external or internal environmental changes that could change the workforce

· Helps prepare for expansion, restructuring, or reduction in the workforce
· Helps employees with obsolete skills get needed training so that they can continue to contribute

· Provides a workplace and work opportunities that make employees actually want to stay in the agency

· Sets training priorities so agencies don’t waste valuable time and money training people in skills that don’t support the agency’s strategic direction
· Allows more effective utilization of employees through accurate, efficient alignment of the workforce with strategic objectives
· Helps ensure that replacements are available to fill important vacancies – especially critical as we face continual turnover and limited compensation levels
· Provides realistic staffing projections for budget purposes
· Ensures that recruitment resources are more efficiently and effectively used
· Provides better focused investment in training and retraining, development, career counseling, and productivity enhancement.

Workforce development needs to be a key priority for all state government.  Authorities need to encourage and support all employees and managers in learning and development.  The New Hampshire Division of Personnel recommends that all authorities:

· Strive to become “learning organizations” 

· Ensure that each member of staff has an active, regularly reviewed, individual development plan

· Give priority to time/opportunities for development, including those leading to qualifications for high level positions

· Use recognized professional and industry standards as a tool for determining their employees’ competencies, and for monitoring their development.

External Issues

The modernizing of state government has provided challenges to authorities while also presenting them with tremendous opportunities.  These challenges have implications for the skills needed by state government’s employees at all levels.

The concept of “best value” emphasizes the need for state government to continuously improve services.  As part of this concept state leaders need to improve communications with stakeholders, review methods of service delivery, assess services and compare them with other organizations and increase the transparency of the performance of services.  These changes call for new types of management arrangements and new management skills.

Internal Issues

Achieving changes in government can be complex and challenging given both public and political accountability.

There is increasing difficulty in recruiting into certain occupations.  State government can offer a rewarding career and needs to market this to potential recruits.  Many authorities are preoccupied with short-term pressures at the expense of more long-term thinking and planning.  Workforce planning tends to be neglected, and investment of time and money is not always seen as a priority when resources are under pressure.

The New Hampshire Division of Personnel and its partners will support the development of a high performance culture, working to achieve four key aims:

1. To support and improve leadership development, so that state government benefits from improved;
a.  General leadership skills

b.  Performance management and performance development skills

2. To support and improve the development of employees at all levels, supporting agencies in;
a.  Becoming “learning Organizations”, facilitating learning for everyone who works for them

b.  Achieving good practice in training and development

3. To help to tackle major skills shortages;

4. To recognize and reward organizational performance using recognized performance excellence criteria.
Customer/Stakeholder Value 
As a key component of strategic planning it is recommended that each agency conduct a customer satisfaction survey of their key customers and stakeholders.  In the public sector, defining the “customer” can be a challenge.  It is recommended agencies use the following schema proposed by Russell Linden, a former faculty member of the Federal Executive Institute:

· Clients – those individuals or entities who fund the service or program

· Compliers – those individuals or entities on the receiving end of enforcement activities

· Consumers – the end users of an agency’s programs, services, or information

· Constituents – the individuals and groups who have some vested interest in the agency’s work
Flexible Approach

A simple and flexible approach is necessary for any government agency workforce plan to be effective.  The workforce development committee has determined the following workforce development model to be a simple and effective model for New Hampshire State Government.  
Although components of this model are required for the purposes of measurement and consistency [see minimum requirements on page ?], state departments and agencies can make modifications to the model if said modifications assist the agency in developing an effective workforce plan and/or assist the agency in meeting other federal and/or state standards and regulations.  However, all departments and agencies are required to build into their plan the minimum requirements found on page ?.  Departments and agencies shall provide the Division of Personnel with an annual report on the status of meeting and maintaining workforce development minimum requirements and said information shall be included in the Division of Personnel’s annual report.

Four-Phase Workforce Planning Model

For Agencies with an Existing Strategic Plan

[Note:  Agencies without a strategic plan should refer to the “tool kit” section for instructions on how to develop a strategic plan]


[image: image2]
Phase 1:  Determine Strategic Direction 

Strategic planning sets organizational direction and defines agency goals and measurable objectives.  These goals and objectives not only provide the basis for determining necessary financial resources, but they also provide the basis for determining workforce needs.  

Workforce planning is a critical component of strategic planning.  

A workforce plan translates strategy into action to identify workforce staffing and training needs.  It attempts to answer the following questions:

►How many and what types of jobs and skills are needed to meet the mission and strategic goals of the agency?

►What strategies should the agency use to hire, retain, or teach these skills?

To understand the agency’s direction and future workforce needs, a summary of anticipated changes to the mission, strategies, and goals over the next five years will need to be documented and analyzed.  Valuable workforce planning information can be found in the agency’s strategic plan.  

Step 1:  Review and analyze agency strategic plan.

►Analyze strategic plan and identify workforce issues related to successful completion of your mission, goals, and objectives.
Step 2:  Determine whether there are pending changes that would affect the workforce now and in the future.  Consider the following questions:

►Will the way the work is done need to change?

►Will new programs be added or deleted and what competency training will be needed?

►Will current employees have the necessary skills to do the work in the future?

►Will the workload change?

►Will more or fewer employees be needed?

Step 3:  Identify broad workforce development goals to support agency strategic direction.  The agency head or designee may want to consider a plan that focuses on:
►Positions critical to completing your mission

►Occupations that are difficult to recruit or retain

►Focusing on a particular strategy outlined in the strategic plan to ensure that the right people are available to get the work done

►All positions at one time

►All positions using a phased time strategy

In this phase, which provides the context and scope for the agency workforce planning efforts, you might ask:

►How are the department and its culture changing, or what cultural changes do you want to facilitate?

►What are the employment and demographic trends at the state and national levels?

►What are the changes in information technologies that will impact workforce development?

►What are the changes in the skill sets of the potential candidate pool that will require re-assessing position duties, roles and responsibilities?

►What can be accomplished in a reasonable period of time?

►What workforce development efforts are already underway that may impact our plan?

►How does all of the above affect our workforce planning efforts?

To begin to explore answers to these questions, the agency head or designee can:

1. Establish research teams to address specific questions

2. Ask people what professional organizations they belong to and whether those organizations have any useful information for the particular profession.
Phase 2:  Create Workforce Plan 

In order to create a workforce plan you must complete an analysis of workforce data.  This is a key element in the workforce planning process.  Workforce analysis frequently considers information such as occupations, skills, experience, retirement eligibility, diversity, turnover rates, education, and trend data.  Trend data is retirements, resignations, transfers, deaths and other employment data.  There are four key steps to the workforce analysis phase of the planning model. 

Step 1:  Create Current Workforce Profile

Analyzing supply and demand focuses on an agency’s existing and future workforce supply.  It answers the questions, “What is the current workforce profile [this should include competencies], and what does it need to be in the future to accomplish the agency’s goals and objectives?”

Create an Existing Workforce Profile

This step involves [1] creating a current workforce profile and, [2] reviewing trend data.  
Create a Future Profile

Reviewing trend data will help an agency project its’ future workforce supply.  It will also help an agency apply assumptions about how various factors will influence the future workforce.  Trend information, combined with the current workforce profile, is an essential building block for forecasting workforce supply.

To gather this information, some agencies have found it beneficial to delegate workforce planning to each division or satellite office.  This gives managers the flexibility to address local issues, outcomes, and strategies.  If this is the approach an agency takes, the local or divisional workforce plans should be centrally coordinated and encompassed in the agency’s overall workforce plan.

There are several things an agency head or designee can do to determine their current workforce profile.  To complete the current workforce profile, consider completing the following tasks:

►Identify employees’ ages, genders, ethnicity factors, education levels, and lengths of service.

►Determine the skill profile.  What knowledge, skills, and abilities [competencies] do employees presently possess?

►Identify workforce management issues that affect the internal labor market.

►Meet with or survey managers to identify segments of the workforce that are currently or potentially vulnerable.

►Review aggregate data to complete an analysis of the current workforce profile.

Step 2:  Identify future workforce skills and competencies.

There are a number of actions an agency head or designee can take to complete future workforce profile that includes competencies employees, at all levels, will need to be successful in the future.  Some of these steps are listed below:

►Review retention, turnover, promotion patterns, and leave usage.

►Determine whether the agency’s turnover rate affects its ability to conduct its work.  [See formula on page 21].
►Review retirement patterns.

►Determine the projected workforce needed based on expected turnover.

►Project what the skill and experience level of the current workforce will be in the future.

►What did data from the employee exit surveys show?

►How have retirements, hiring freezes, or layoffs affected the agency?

►Review aggregate data to complete an analysis of the current workforce profile.

Determine Future Competencies

►Define competencies [i.e. skills, knowledge, abilities, and personal attributes] staff must possess to successfully perform the work of the future.

►Determine the number of staff with those competencies that your organization will need to accomplish its functions.

Note:  Competencies may be defined organizationally or on an individual basis. Identifying competencies on an organizational basis allows you to pinpoint the most critical competencies needed for organizational success. These core competencies should be embodied across the organization and among job types.  [See KSAs – Knowledge/Skills/Abilities in the Tool Box section].
Individual competencies are those that each employee brings to his or her function. Individual and team competencies are critical components of organizational competencies.  If the individual competencies don’t match what the organization needs, workforce planning will point out these gaps. 
This workforce ‘profile’ will identify a set of competencies that describe the ideal workforce to accomplish the department’s strategic plan. This set of competencies provides management and staff a common understanding of the skills and behaviors that are important to the department. Therefore, this profile 
plays a key role in decisions on recruiting, employee development, personal development, and performance management. 
It is important that departments make the process of identifying competencies as inclusive as possible. Employees will have a greater understanding and ownership of the competency model if they are involved in the process, and will understand clearly what the department expects of successful employees. 
Some questions to consider when identifying required competencies: 

►What are the critical functions which must be performed to achieve the department’s strategic plan?  Review classification specifications.
►What competencies are needed to perform each of the work functions? 

►What classifications could be expected to possess the needed competencies? 

►Which of the identified competencies do not fit any of the existing classifications and will require specification revisions, or if necessary, to replace an outdated or obsolete classification[s]. 

►What types of measurement tools will be needed to determine whether applicants/employees possess the desired level of competencies? 

In addition to identifying competencies, the agency head or designee will need to determine the number of staff needed. The following questions may assist you in quantifying your staffing requirements: 

►What are the projected workload volumes (e.g., telephone calls, client visits, client population increase, visitations, site reviews, letters to be typed, etc.)? 

►How will work flow into each part of the department? What will be done with it? Where will the work flow? How will divisions, work units, and jobs be designed? 

►What staffing levels will be required by competency and/or classification, division/section/unit, and geographic location? Will supervisor/staff ratios change? 

►What are the potential impacts of technology, budget constraints, or other factors on the competencies and staffing levels?
Asking the following questions may help the agency head or designee determine the current and future work functions of your department: 
• Which functions will remain unchanged? 

• What services may be discontinued or outsourced? 

• How might existing services be enhanced or changed? What effect will that have on the work and human resource needs? 

• Will any functions be consolidated? 

• Are any process changes being proposed, or have any other factors changed, which might result in an increase or decrease in workload? 

• How will divisions, bureaus, sections, and jobs be designed? 

• How will work flow into each part of the department? What will be done with it? 

• What new services will be offered? 

• What technology changes will be made or new technologies introduced? 

• Are any re-organizations planned or needed? 

• Are there any plans to open new offices, co-locate offices, or close existing offices? 

• How soon will changes be needed? 

The results of your work analysis will establish the requirements for your department’s future workforce and lead to an assessment of staffing and competencies.

Step 3:  Identify gap between current and future workforce skills and competencies.

Gap analysis involves comparing the present workforce profile to the future workforce profile forecast and attempting to answer the following questions:

· What new skills will the agency need to accomplish its goals and objectives?

· Does the agency’s workforce currently have the anticipated needed skills?

· What job functions or skills will no longer be required?

The agency will develop workforce strategies based on the results of this analysis.

Analysis results may show one of the following:

· A gap [when projected supply is less than forecasted demand], which indicates a future shortage of needed workers or skills.  It is important to know what critical jobs will have gaps so the necessary training or recruiting can be anticipated.

· A surplus [when projected supply is greater than forecasted demand], which indicates a future excess in some categories of workers and may require action.  The surplus data may represent occupations or skills that will not be needed in the future or at least will not be needed to the same extent.

Step 4:  Analyze impediments to workforce development and create a workforce plan that identifies and allocates resources and responsibilities.

This step in the workforce analysis phase involves the development of strategies to address future gaps and surpluses.  Strategies include the programs, policies, and practices that assist an agency in recruiting, developing, and retaining the critical staff needed to achieve its mission and strategic goals and in dealing with functions no longer needed.

Strategies can fall into the broad categories of:

· Position classification actions, including redefining title series, adding new job classifications, reallocating job classes or job class series, and rewriting job descriptions to better reflect future functional requirements.

· Salary actions, including equity adjustments and promotions.

· Staff development strategies to prepare employees for specific positions, titles, or occupations.

· Recruitment/selection strategies to find and hire recent school graduates or qualified candidates from other agencies or the private sector.

· Retention strategies to encourage employees to stay in the agency.

· Organizational interventions such as redeployment of staff or reorganization.

· Candidate development strategies to prepare to ensure that there are highly qualified people capable of filling executive or critical/difficult to fill positions.  See attached Candidate Development Program Model.
Strategies should be kept to a manageable number so they can be achievable, and they should be prioritized to allow an agency to focus its resources on the most important strategies first.  In addition, there are several factors that influence which strategy or, more likely, which combination of strategies should be used.  Some of these factors include, but are not limited to, the following:

Time – Is there enough time to develop staff internally for anticipated vacancies or new skill needs, or is special, fast-paced recruitment the best approach?

Resources – What resources [for example, technology, Web sites, structured templates, and sample plans] are currently available to provide assistance, or must resources be developed?

Internal depth – Does existing staff demonstrate the potential or interest to develop new skills and assume new or modified positions, or is external recruitment needed?

Step 5:  Create a timeline for implementation
An effective workforce development plan has specific timelines for completion.  You should determine when each piece of your plan is to be completed and who should be responsible for completing each piece of the plan.  Individuals assigned responsibility for completing workforce goals, objectives or action steps should provide management with regular progress reports specifying the status of the plan including obstacles encountered making it difficult to reach stated workforce goals etc.

Step 6:  Define performance measures and deliverables

An effective workforce development plan specifies observable performance measures and deliverables.  Besides having specific completion dates for goals, objectives and action steps, the workforce development plan should be specific about how success will be measured and answer the question “What is the impact of successfully meeting our goal and objectives?”  In other words, what is the output or outcome of successfully meeting a particular workforce goal or objective?
Phase 3:  Implement Workforce Plan

An agency may need a separate action plan to address the implementation of each strategy in the workforce plan.  Before implementing the plan, the agency should consider:

Step 1:  Communicate executive support and expectations for workforce strategies

Step 2:  Develop and implement approaches to communicating workforce strategies agency-wide by considering the following approaches:

►General awareness communications

►Share information to develop workforce buy-in
►Make it relevant to key individuals [make statistics and reports specific to unit]

►Keep it alive with continuous communications/updates

►Establish measures

►Report progress and celebrate successes
Step 3:  Implement strategies to meet performance measures

►Clarify roles and responsibilities in implementing strategies

►Allocate necessary resources to carry out identified workforce strategies

►Define performance measures and milestones and expected deliverables

►Establish time lines to report progress

►Assess effectiveness of implementation

The workforce plan should be implemented in connection with the requirements of the agency’s strategic plan.  If the strategic plan changes due to unanticipated customer, leadership, or legislative changes, adjustments to workforce plan strategies may be necessary.

Phase 4:  Monitor, Evaluate, and Revise

The establishment of relevant performance measures is critical to evaluating the success of a workforce plan.  Ongoing evaluation and adjustments are important in workforce planning and are key to continuous improvement.

Workforce plans should be reviewed annually.  If an agency does not regularly review its workforce planning efforts, it risks failing to respond to unanticipated changes.

Consequently, agencies should establish a process that allows for a regular review of their workforce planning efforts to:

Step 1:  Identify relevant performance measures based on workforce plan strategies
Step 2:  Compile and review performance measurement information
Step 3:  Assess what is working and what is not working against identified strategies.

Step 4:  Adjust the plan and strategies as necessary.


►Have agency strategies changed?


►Are the assumptions used in both the demand and supply models still valid?


►Have there been changes that would cause the strategies to need revision?

Step 5:  Revise measures to reflect changing workforce and organizational issues.

It is vitally important that you regularly review your workforce plan.  Your evaluation should answer the following questions:

• Has the strategic plan changed since the beginning of your workforce planning effort? 

• If so, what are the implications for the strategies implemented? 

• Have the implemented strategies achieved the intended results? 

• What worked well? What didn’t? 

• To what extent have the demand and supply projections been borne out? 

• Is a new analysis necessary before revising the strategies? 

• What adjustments to the strategies are needed? 

• What changes would you like to make to the planning process itself? 

You may want to consider: 

• Developing a method to validate the workforce plan milestones to help your department identify accomplishments and determine which goals have not been met; 

• Preparing annual reports of the workforce plan to share with management; 

• Reviewing workforce profiles annually to address new priorities and adjust strategies to maximize results; and 

• Collecting data on customer satisfaction and program progress to measure how workforce planning contributes to your organization’s long-term goals. 

Workforce Planning Questionnaire

This questionnaire, when completed, is recommended for use as a baseline workforce plan for each agency’s strategic plan.

By completing this questionnaire, an agency will have a basic workforce plan upon which it can build subsequent years.  Agencies should expand on this minimized format as time and agency needs dictate.  Agencies can create much more detailed workforce plans using this guide and available tools.

Phase 1

Overview

Describe the mission, strategic goals, objectives, and business functions of the agency.  Discuss what changes, if any, may take place over the next five years that could affect the agency’s mission, objectives, and strategies.

Basic Information to Include in the Workforce Plan:

· Agency mission

· Agency strategic goals and objectives

· Core Business functions

· Anticipated changes to the mission, strategies, and goals over the next five years

Phase 2
Step 1 – Analyze Supply and Demand 

Describe the agency’s current workforce by assessing whether current employees have the knowledge, skills, and abilities needed to address critical business issues in the future.

Basic Information to Include in the Workforce Plan:

· Demographics information, including age, gender, ethnicity, and length of service, etc. [Agency head or designee should review aggregate data to determine trends]
· Percent of workforce eligible to retire

· Agency turnover

· Projected employee turnover rate over the next five years

· Workforce skills critical to the mission and goals of the agency

Develop a future business and staffing outlook.  Determine trends, future influences, and challenges for the agency’s business functions, new and at-risk business, and workforce composition.
Basic Information to Include in the Workforce Plan:

· Expected workforce changes driven by factors such as changing missions, goals, strategies, technology, work, workloads, and work processes

· Future workforce skills needed

· Anticipated increase or decrease in the number of employees needed to do the work

· Critical functions that must be performed to achieve the strategic plan

The process of projecting your workforce supply consists of developing a profile of the current workforce, and projecting what that profile will be in the future, after expected attrition.  Following are some of the factors you may include when developing a profile of your current workforce: 

• Number of employees 

• Competencies [Knowledge, Skills and Abilities – KSA’s]
• Classification 

• Salary 

• Age, gender, race 

• Location 

• Educational level 

• Appointment status (permanent, temporary, etc.) 

In order to project your future workforce supply, calculate past attrition by adding up the number of employees who left the agency and dividing by the total number of employees. Include: 

• Retirements 

• Resignations 

• Deaths 

• Transfers 

• Interdepartmental promotions 

• Dismissals 

• Etc.

Personnel transaction data can be used to identify baselines such as turnover rates, and is a powerful tool for projecting workforce changes due to actions, such as resignations and retirements. Remember, however, that estimated attrition rates should be based on a number of variables, including demographic factors (e.g., the aging of the work force) and historical patterns of attrition. Past attrition may or may not be an accurate predictor of future attrition; it is one variable to consider. 
Following is an example of a simple attrition calculation: 

Department size: 250 employees 

Annual transaction data:

7 retirements 

3 resignations 

4 transfers 

2 deaths 

Total attrition: 16 

16 divided by 250 = 6.4% attrition rate 
It is important to remember that, although the process of projecting workforce supply focuses on staffing numbers, the employees those numbers represent are still required to possess the competencies needed for the organization. 

When projecting your workforce supply, consider: 

• What are the existing employee competencies, within each classification? 

• What are the employee-specific competencies, including those that fall outside of normal duties (e.g., a programmer may be able to speak Spanish and a personnel assistant may have visual design skills)? 

• What are the demographics of the scope area regarding classification, organizational structure, retirement eligibility, etc? 

• What are the attrition rates for each in the aggregate and by category such as retirement, resignation, death, transfer out of the department, or interdepartmental promotion? 

• What are the projected attrition rates, factoring in your assumptions about the variables involved, such as the likelihood certain employees will retire? 

• Based on the existing demographics and projected attrition rates by classification/competencies, what will the future composition of the workforce be without factoring in any hiring? 

Step 2 – Gap Analysis

Identify gaps [shortages] and surpluses [excesses] in staffing and skill levels needed to meet future functional requirements.

Basic Information to Include in the Workforce Plan:

· Anticipated surplus or shortage in staffing levels

· Anticipated surplus or shortage of skills

The result reveals any gaps and surpluses in staffing levels and competencies needed to perform your organization’s functions such as: 

• Excess staff performing obsolete or declining functions, or functions likely to be outsourced. 

• Inadequate supply of qualified people for positions in classifications that will likely remain the same. 

• Inadequate supply of people with needed competencies for positions described within an existing classification. 

Once you measure the extent of any gaps for each classification and competency set, you need to identify where candidates will come from to fill those gaps. The following questions address this need: 

• For classifications that will be filled via promotion, what are the qualifying and possible qualifying classifications and competencies that feed into the promotional classifications? 

• What classifications are sources of transfer candidates? 

Use the answers to the questions above and below to analyze the gaps between work functions and workforce. 

• Are there current eligible lists for the classification(s) involved? If so, when are they scheduled to expire? 

• If the present list will still be in effect for the planning horizon, how suitable are the available eligibles and how many are still likely to be on the list when they are needed? 

• When will the next exam be held? How will the exam cycle contribute or detract from the agency's ability to appoint qualified candidates? 

• Where there is no appropriate classification to provide the competencies needed, to what extent does the projected workforce provide these competencies? Consider the estimated number of qualified people, considering likely qualifying classifications, and the estimated number that would pass an appropriate exam. This assumes that the positions would be in the competitive class. 

• For classifications filled on an open competitive basis, how many staff would need to be recruited externally? In what general occupations, industries, and locations are these staff needed? 

• How many staff, by classification, will no longer be needed to perform their current functions(s)? 

Step #3 - Strategy Development

Develop strategies for workforce transition.

Basic Information to Include in the Workforce Plan:

· Changes in organizational structure

· Candidate Development

· Retention programs

· Recruitment plans

· Organizational learning and employee development programs

· Leadership development training

You will want to consider: 

• Which workforce gaps can be handled in a routine way with a minimum commitment of resources (e.g., continue the exam process that was successful in the past and is expected to meet anticipated needs)? 

• Of the remaining workforce needs, what is the benefit of addressing each? 

• What would be the impact of not addressing each? 

• Based on the benefits and impact identified above, what is the relative priority of each of the needs? 

• Have you received executive input in setting priorities? 

Once you’ve established the priorities for addressing your department’s workforce gaps, you are ready to identify appropriate solutions. There are many options available. Most fall into the following broad categories: 
• Position classification actions: including consolidating classifications, redefining classification series, or replacing an outdated or obsolete classification. 

• Staff development strategies: to prepare employees for specific positions or classifications. 

• Recruitment/selection strategies: to find and hire recent graduates or qualified candidates from other departments or the private sector. Improve examination results for open competitive or promotional exams through review of the scope of existing exams, and other measurement tools. 

• Retention strategies: to encourage employees to stay in the organization. 

• Organizational interventions: such as redeployment of staff or reorganization. 

• Knowledge transfer strategies: to capture the knowledge of experienced employees before they leave the department.  

When exploring alternative solutions to address workforce gaps, it is helpful to consider the following factors: 
• Time – Is there enough time to develop staff internally for anticipated vacancies or new competencies, or is special, fast-paced recruitment the best approach? 

• Resources – What resources (e.g., technology, Web sites, structured templates, and sample plans) are currently available to provide assistance, or must resources be developed? 

• Internal depth – Does existing staff demonstrate the potential or interest to develop new competencies and assume new or modified positions, or is external recruitment needed? 

• “In-demand” competencies – What competition exists for future competencies that are needed? Will the department need to recruit for these competencies or develop them internally? 

• Workplace and workforce dynamics – Do particular productivity and retention strategies need to be deployed to address workplace ‘climate’ issues (e.g., employee satisfaction levels), workforce age, diversity, personal needs, etc. 

• Job classification – Do currently used job classifications and position descriptions reflect future functional requirements and competencies? 

• Measurement tools – Do current measurement tools accurately assess applicants’/employees’ levels of competencies? 

• Reorganization – Will some organizations need to be restructured to meet business needs and strategic objectives? 

Use the following checklist to help ensure successful implementation of your workforce plan: 
• Ensure you have secured Executive Management’s support for your plan. 

• Confirm that you have and can commit the resources necessary to carry out the workforce solutions. 

• Clarify roles and responsibilities for implementing solutions. This includes identifying who is involved in implementing what, and identifying the need for coordination among different parts of the department or with different entities. 

• Establish acceptable timelines. 

• Define performance measures/milestones and expected deliverables. 

• Communicate the plan. The basis of the plan, as well as its elements, should be communicated to all employees. That is, why and how it was developed, how it will be applied, and how it will affect staff. 

Now that you have identified the work functions that must be performed to achieve the goals of your strategic plan, it is time to identify the staffing, or workforce, needed to perform those functions. 
First, focus on defining the competencies (i.e., skills, knowledge, abilities, and personal attributes) your staff must possess to successfully perform the work. Second, determine the number of staff with those competencies that your organization will need to accomplish its functions.  

Strategies for Success
Staff Development Strategies 

In order to identify appropriate staff development strategies, consider: 

• Which classifications the department should focus its staff development efforts on, i.e., which classifications will have the most impact on achieving the department’s strategic plan? 

• Which competencies the department should focus its staff development efforts on, i.e., what knowledge, skills, or abilities are critical to achieving the department’s strategic plan, and how equipped is your workforce with those competencies? 

• Are managers and supervisors aware of, and equipped to fulfill, their role in developing staff? Do they have the tools and skills to ensure staff is developed? 

• What applicable training is available? 

• How will each employee’s development be monitored? 

Recruitment/Selection Strategies 

Recruitment/selection strategies focus on hiring new staff who possess the competencies required to achieve your department’s strategic plan, and in which your current workforce may be deficient. These questions may assist you in developing recruitment/selection strategies that address your unique needs: 

• Which recruitment and selection strategies compliment each other, and afford the best opportunity to build the workforce you need? For example, pairing an on-campus college recruitment job fair with on-the-spot exams and list eligibility will allow your department to make immediate job offers to candidates. This reduces the risk of losing viable candidates to other employers who are in a position to make immediate job offers. 

• Is it a viable option to conduct a cooperative recruitment and selection with another department that tests for the same set of competencies? Does another department already have an eligible list that they would permit you to use? 

• Have you assessed your current exam plans (written test, patterned interview, experience, and education application) to determine whether it is still current, appropriate, and helpful in establishing a list of qualified eligible’s for a specific classification? 

• Does a specific classification lend itself to a competencies-based selection tool, which could support screening and selection of employees based on the priority of the competency? 

• Would a special exam strategy be appropriate, such as an on-line exam, position-specific and program-specific testing, performance assessment, or education and experience test? 

• Is there workload that could be assigned to a student intern or a retired annuitant? 

Retention Strategies 

When considering strategies for retaining our employees, we often limit ourselves, thinking only in terms of monetary items such as bonuses, retention pay differentials, etc. However, according to Structures Magazine, June 2001, surveys throughout several industries indicate the number- one reason employees remain at a company is the presence of growth and development opportunities. In those same surveys, fair pay and benefits do not rank in the top ten. 

Other retention strategies to think about: 

• What changes to your workplace would make the organization a more desirable place to work, improving the quality of “work life”? 

• Is the environment clean, orderly, and professional? If not, what can be done to address these issues? 

• Does your department use a “host” or “buddy” system to welcome new employees into the organization? 

• Is there diversity among staff? If not, what changes should you make in your recruitment and staff development strategies to enhance diversity? 

• How can relationships between colleagues, supervisors, and managers become more collaborative, positive, and enriching? 

• Is your department “family friendly”? What options are available to assist employees in balancing their work and home life? Does your department provide the option of flex-time, four-day workweeks [some agencies are now doing this], Telework [see state-wide Telework Guidelines], etc.? 

• Does your department offer on-site child care? 

• Are employees offered opportunities to learn and develop, such as rotational assignments, mentoring programs, training and development assignments, etc.? 

• What promotional opportunities exist in your department, and how can they be enhanced? 

• What avenues does your department use for recognizing exceptional employee performance? Are such recognitions made frequently? 

• Does your department value, and make changes based on, the information shared by employees in exit interviews? 

Knowledge Transfer Strategies 

Whenever an employee leaves a department, that department experiences a loss of knowledge. Whether the employee is chief of a large division, or the person responsible for delivering the mail, some knowledge of what to do and how to do it is lost. To determine whether your department has knowledge transfer strategies that will ensure future employees are well equipped to assume their duties, answer the following: 

· Is there documentation of your work methods and procedures? 

· Is there documentation for the processes, methods, tools, and techniques of employees with special skills and responsibilities? 

· Do your retiring employees mentor employees in the unit for a period of time before they retire? 

· Has your department considered asking for approval from the Department of Personnel Administration to: 

1. Allow a retiree’s successor to be appointed to a duplicate or project position to “shadow” the incumbent for a period of time so the successor can learn the job first hand?  You might use a vacant position or temporary funds for this process.
2. Hire a retiree for the express purpose of mining knowledge and expertise? 

· Does your department have a communications system in place that facilitates sharing information on all aspects of departmental operations across organizational boundaries? 

· Are important meetings, events, and presentations video or audio taped? 

· Are systems, such as record retention schedules, established to ensure valuable information on important events or decisions is saved for an appropriate period of time and accessible to those who need it? 

· Are systems in place to archive material critical to documenting the institutional history of your department? 
Additional Strategies
· Develop a method to document processes – This documentation may include the reason for the processes, steps in the processes, key dates, relationship to other processes that come before and after, key players and contact information, and copies of forms and file names associated with the processes.
· Training – Often, key employees can make excellent instructors on tasks in which they specialize. This method also allows many employees to learn directly from someone who is an expert in their field.
· Conduct “lessons learned” meetings – This allows other employees to understand what worked well and what needs improvement so they can learn from those experiences.  These meetings should be conducted immediately after an event or project, and the results should be shared quickly among those who would benefit from that knowledge.
· Develop job aids – These are tools that help people perform tasks accurately. They include checklists, flow charts, diagrams, and reference guides.
· Allow employees to work closely with key staff members – This can take many forms, including pairing key employees on projects with other staff, internship programs, and mentoring programs.
· Allow employees to “shadow” other employees who are leaving – This involves “double filling” a position temporarily so that the position can be filled with a new employee before the current employee leaves. It allows for a transfer of knowledge and adequate training of new employees.
· While there are many ways agencies can identify, store, and transfer knowledge, certain strategies will work better in some agencies than they will in others. Agencies may need to try several strategies before finding the ones that are best suited to their needs.
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Phase 4


Monitor, Evaluate, Revise


Step 1:  Identify relevant performance measures based on workforce plan strategies.


Step 2:  Compile and review performance measurement information.


Step 3:  Assess what is working and what is not working against identified strategies.


Step 4:  Adjust plan and strategies as necessary.


Step 5:  Revise measures to reflect changing workforce and organizational issues.





Phase 3


Implement Workforce Plan


Step 1:  Communicate executive support and expectations for workforce strategies.


Step 2:  Develop and Implement approaches to communicating workforce strategies agency-wide.


Step 3:  Implement strategies to meet performance measures.





Phase 2


Create Workforce Plan


Step 1:  Create a current workforce profile by demographics and existing skills and competencies.


Step 2:  Identify future workforce skills and competencies.


Step 3:  Identify gap between current and future workforce skills and competencies.


Step 4:  Analyze impediments to workforce development and create a workforce plan that identifies and allocates resources and responsibilities.


Step 5:  Create a timeline for implementation.


Step 6:  Define performance measures and deliverables.





Phase 1


Determine Strategic Direction


Step 1:  Review and analyze agency strategic plan by identifying mission, goals, objectives, legislative mandates and workforce issues.


Step 2:  Determine whether there are pending changes that would affect the workforce now and in the future.


Step 3:  Identify broad workforce development goals to support agency strategic direction.
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Phase 3:  Implement Workforce Plan
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