Human Resources Division

Workforce Planning Tools - Agency Workforce Plan


Agency Workforce Plan

Part I.  Overview of Agency

This part requires the agency to give an overview of the agency and to set a strategic direction.   The steps will involve identification of the following:  

· Purpose/mission statement:  describes the reason of the agency’s existence; includes the agency’s business purpose and its stakeholders.  Who are you, what you do and why you do it.  Purpose, nature of the business and agency’s values. Include:
· long-term outcomes: long-term outcomes the agency expects to achieve over the next five years.
· anticipated changes in the next five years:  changes in any of the above (mission, vision, goals, functions, etc.) over the next five years.
· Business functions:  functions that are necessary in order to accomplish the agency’s strategic goals and objectives.
· Organizational profile, structure and demographics:  attach agency’s/secretariat’s organization chart; and describe its structure and demographics
· desired workforce of the future:  how does the agency envision its desired workforce?
Part II.  Agency Workforce Assessment Activities

This part requires the agency to provide an assessment of its current and future workforce needs.  The agency should complete the “workforce planning data collection” spreadsheet and the 4 steps outlined in “Conducting Workforce Planning” (see Attachment 2).  The data collection sheet will identify agency demographics, retirement patterns and most populous titles.  In addition, the agency will analyze current and future workforce needs and the workforce gap.  In its assessment, the agency should describe the conclusions made after each step.  

1. Scan the Environment:  SWOT Analysis

Use the Environmental Scanning Worksheet and SWOT Matrix to do an environmental scan. http://www.mass.gov/?pageID=hrdsubtopic&L=3&L0=Home&L1=Policies+%26+Benefits&L2=Workforce+Planning&sid=Ehrd
2. Supply/Demand Analysis:  Run Warehouse query to collect data for analysis.  Use Workforce Planning Data Collection template (EXCEL) to display data.

http://www.mass.gov/?pageID=hrdsubtopic&L=3&L0=Home&L1=Policies+%26+Benefits&L2=Workforce+Planning&sid=Ehrd
3. Gap Analysis/ Summarize Workforce Assessment Activities:  Reconcile the supply/demand analysis and summarize.
In preparing the summary/analysis, agency’s should consider:

· agency demographic information: turnover, retirement stats, age, length of service, etc.

· current and upcoming vacancies or hard to fill positions

· staffing and performance issues

· current and future skill sets of agency staff

· volume and type of work being done

· agency recruitment, retention and training efforts

· anticipated changes in legislation, budget, technology, programmatic, etc.

· patterns and trends

· career progressions/ promotional opportunities

· internal and external factors

 Part III.  Workforce Projections and Action Plan

The agency action plan is developed to address the gaps identified in Stage 2 of the Workforce Planning Model: “Conducting Workforce Planning.” The action plan should be based on the relationships between the organization’s strategy and the identified workforce gaps.  Plans will be tailored to the individual secretariat/agency depending on their workforce needs and their respective organizational strategy.  

This section requires the agency to outline specific actions that will take place in order to reduce the gap identified.  The agency should set priorities to address the gap.  List primary action steps, expected outcomes, who is responsible, projected timeframe for completion and performance measures.  Examples to include:

· net staffing needs

· recruitment and retention strategies

· training, retraining and professional development strategies

· succession planning and leadership development strategies

· changes in the organization’s structure- restructuring

· improvement in productivity

· changes in job responsibilities

Some sample recommended actions may include:

· Hire and retain employees with the right talent and skills 

· Train employees with new skills that support the agency’s strategic direction

· Retraining employees with obsolete skills

· Increase efficiencies in recruitment and hiring procedures

· Create strategies to expand diversity

· Research labor market trends and availability

Attachment 1 :  Workforce Planning Action Template

Secretariat:






FY _______
Agency Name:

Part I.  Establishing a Strategic Direction

Agency Purpose/Mission Statement:  describes the reason for the agency’s/secretariat’s existence; includes the business purpose and stakeholders.  Answers the question:  Who are you, what do you do and why do you do it?

Long-term outcomes:

Business functions: Functions that are necessary in order to accomplish the agency’s/secretariat’s mission/purpose.

Organizational profile, structure and demographics: Describe structure and demographics; and attach organization chart

How does the agency envision its desired workforce?

Part II.  Agency Workforce Assessment  (Supply/Demand and Gap Analysis)

Attach Workforce Planning Data Collection worksheet (from Attachment 2)

Summarize 

Overview of data collected:

Retirement Patterns:

Trends Identified:

Most populous titles:

Most affected titles:

Part II.  Agency Workforce Assessment  (Supply/Demand and Gap Analysis) (cont.)

Analysis and Findings:

Part III.  Agency Action Plan:   Planning for the Future

Detail the agency’s action plan by laying out specific actions that will take place in order to reduce the gap. What are the primary action steps, who is responsible and what is the projected timeframe for completion.   

Targeted Jobs: 
Title:  ________________________________ 
Current FTEs: _________

Title:
_______________________________
Current FTEs: _________

Title:
_______________________________
Current FTEs: _________

Title:
_______________________________
Current FTEs: _________

Most critical challenges:

Planning for the Future 

Strategies to address challenges: Describe in detail the strategic activity (i.e. Recruitment, Training, Retention)

Expected Outcomes: (list)

Unit/Staff Responsible: Identify staff roles and responsibilities

Resources needed:  Identify funds and resources needed to carry out activity

Description of Activity/Time Frame for completion: Estimate a time frame for completion of activity, include milestones

Activity:  
____________________________________  Time Frame: _________________



__________________________________________________________________



__________________________________________________________________



__________________________________________________________________

Activity:  
____________________________________  Time Frame: _________________



__________________________________________________________________



__________________________________________________________________



__________________________________________________________________

Activity:  
____________________________________  Time Frame: _________________



__________________________________________________________________



__________________________________________________________________



__________________________________________________________________

Performance measures/metrics: Describe how the success of the activity will be measured

Attachment 2:  Steps to Conducting Workforce Planning

(The Agency Workforce Assessment)

Step 1:  Scan the environment:  S.W.O.T. Analysis 

Do an environmental scan then examine the Strengths, Weaknesses, Opportunities and Threats that were identified for both internal and external environments.

Identify both internal and external environmental factors that will affect the agency.  The environmental scan should address both short-term and long-term workforce planning needs.

External factors/forces, may include:


Demographics, economics, technology, political, legal, cultural factors

Internal factors/forces, may include:

Current workforce skills, retirement patterns, demographic profiles of current employees, agency’s culture and philosophy

The goal of the SWOT analysis is to assist agencies in assessing its current and future needs; and to develop workforce strategies and objectives by incorporating internal and external information retrieved through the environmental scanning.  In the process, the agency moves towards aligning itself with internal and external opportunities is able to identify weaknesses while being aware of threats, which may hinder its success.

The SWOT analysis will assist the agency to shape its plan and respond to changes more expeditiously.    The Matrix allows the agency to map the environmental factors associated with each category.

Sample SWOT Matrix 

(taken from IPMA Workforce Planning Resource Guide for Public Sector HR Professionals)







	Strengths
	Weaknesses
	Opportunities
	Threats

	Existence of previous strategic HR planning efforts offers several innovative solutions
	Failure to communicate formally and informally both cross-functionally and within departments
	“Personnel” is allowing for more creative and flexible options (e.g. for compensation and staffing)
	Full time employees (FTE) and budget constraints imposed by legislature

	Tools to improve human resources activities are available (e.g. interview guide and training manual)
	No continual evaluation and updating of human resources practices and policies
	Advanced technologies are available to foster more effective human resources activities
	Government is moving toward privatization increasing the competition for services

	Experienced workforce dedicated to mission.  Employees feel “part of the team”
	Lack of accountability of managers and employees to achieve clear and measurable performance levels
	Availability of information about best practices in human resources
	Other organizations may attract employees and business away from us

	ETC.
	ETC.
	ETC.
	ETC.


Steps to Conducting Workforce Planning (cont.)

(The Agency Workforce Assessment)

Step 2:  Supply analysis (Current Workforce Needs)

Analyze the current workforce needs of the agency.  The supply analysis deals with the identification of current organizational skills or competencies, analysis of staff and employment trends.  This step will help agencies to evaluate its current resources, identify its future needs and project its workforce strategy.

Agencies can utilize existing data to determine its current situation by reviewing employee statistics, turnover and recruitment data.  

Warehouse Data can provide existing employee data such as:


Current headcount and staffing levels

# of employees in specific job titles/grades

Agency demographics, including gender, ethnicity, FT/PT, age

Work location

Length of service

Position type

EEO4 Data Mart can provide workforce transactions, by group and EE04 category.

Exit Interviews and Employee Surveys can help agencies identify the How, What and Why:



Why are employees are leaving?



How do existing employees feel about the agency?

What do new and existing employees feel about the agency’s recruitment practices?



How do new and existing employees feel about the agency’s work 

environment?


Agencies should make note of the following:



# of recruitments completed over a specific period of time



What activities and resources were used with regards to this activity?



Where did the most qualified applicants come from?


Other resources to help the agency with the supply analysis:



Agency strategic plan



Current FY Budget information



Labor market and economic indicators




Steps to Conducting Workforce Planning (cont.)

(The Agency Workforce Assessment)

Step 3:  DEMAND analysis (Future Workforce Needs)

Analyze the future workforce needs of the agency.  The demand analysis deals with the development of measures for future workloads and activities.  Agencies should take into account both workforce functions and technology and process improvement.

Agencies should answer the following list of questions:



What are the agency’s strategic and diversity objectives?

What is the current minimum staffing need now and in the future?



What impact does each specific job have on the agency?

How essential is each specific job to the agency?

What are the knowledges, skills and abilities (KSAs) associated with each position?



What changes are coming in terms of technology?



Is an agency reorganization an option?

Step 4:  Gap analysis (reconciliation)

Reconcile the information obtained in the supply and demand analysis to determine where agency workforce gaps exist.  Gap analysis is the process of comparing information from the agency’s supply and demand analysis to determine the gaps and what competencies are needed for the agency’s future workforce.  The analysis identifies situations where the number of employees or competencies in the current workforce will not meet future needs; and where competencies may exceed future needs.  To fill the gaps, the agency will use its workforce plan to determine possible workforce solutions.

Some recommended approaches:

Hire and retain employees with the right talent and skills 

Train employees with new skills that support the agency’s strategic direction

Retraining employees with obsolete skills

Increase efficiencies in recruitment and hiring procedures

Create strategies to expand diversity

Research labor market trends and availability

Steps to Conducting Workforce Planning (cont.)

(The Agency Workforce Assessment)

Environmental Scanning Worksheet

Internal factors: (list)

External factors: (list)

Steps to Conducting Workforce Planning (cont.)

(The Agency Workforce Assessment)
SWOT Matrix

	Strengths
	Weaknesses
	Opportunities
	Threats

	Add more rows if necessary


	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


(model taken from IPMA Workforce Planning Resource Guide for Public Sector HR Professionals)

Attachment 2:  
Steps to Conducting Workforce Planning  (The Agency Workforce Assessment)

Workforce Planning Data Collection  Use the query to identify the following:  
Secretariat/Agency:_________________________

Agency Demographics

	# of employees
	

	Total managers
	

	Total non-managers
	

	Total Female
	

	Total Minority 
	

	Avg. length of service
	

	Average age
	


Retirement eligibility:

	Retirement eligible
	Tot # of employees
	# of managers
	% managers
	# of non-managers
	% non-managers
	# of minority
	% minority
	# of females
	% female

	Now
	
	
	
	
	
	
	
	
	

	1 year
	
	
	
	
	
	
	
	
	

	3 years
	
	
	
	
	
	
	
	
	

	5 years
	
	
	
	
	
	
	
	
	


Most populous titles:


	Title
	# of employees
	Avg. Age
	Avg. Years Service
	Retirement Eligibility

	
	
	
	
	Now
	1 year
	3 years
	5 years

	
	
	
	
	# of emps
	% 
	# of emps
	% 
	# of emps
	%
	# of emps
	%

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	


Summary Analysis:
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