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APPENDIX B
Guidance & Tools

Introduction

To identify and recommend a particular SWP Model was never going to be enough. Companies also need practical guidance and tools to support their adoption of a SWP programme.  All companies start on their ‘SWP Journey’ from a different place, being more or less advanced in some areas than others. Taking this into account, it is recognised that there is no one perfect way of going about this, although it is possible to identify some basic building blocks.  Based on the experience of Rolls Royce and others who have already started down this road, the following guidance and tools are offered:

1 a self-audit tool, to help companies identify their starting point

2 a proposed introductory workshop agenda

3 a recommended SWP process and detailed guidelines on following it

Note that the Report also highlights the need for training in SWP -particularly to the HR team - and some systems support requirements (see 3.4 and 3.5)
“Strategic Workforce Planning should be the No. 1 people activity of any business! – with the increasing shortage of skills, SWP and Development will become a key differentiator.”

Keith Hussey

Head of HR, Marshall Aerospace

B.1 Assess your SWP Journey - a self-audit tool

Note: The self-rating examples provided under each heading below offer a range of current practices based on input from the companies that participated in completing the SWP Questionnaire for this Report. These examples suggest the kinds of practice that will generally indicate the stage of readiness for adopting SWP however they are not definitive.

This self-audit tool may be used in advance of an Introductory Workshop (se B.2 below) to alert potential participants to the issues that SWP addresses, and to provide an initial benchmark for embarking on the journey to Strategic Workforce Planning.   

Overall assessment:

Taking a broad view of your current practice, how would you rate your organisation’s SWP-readiness overall (using the headings below as a guide) on a score of 1 to 4:

1 = not undertaken SWP to any real extent

2 = some elements of SWP exist within HR, usually in response to particular requirements e.g. for graduate recruitment once a year, or occasional reports to the Board. This happens in an ‘ad hoc’ way, no clear leadership/commitment within the business for doing it

3 = these responsibilities are clear and well-understood within HR , the relevant information is drawn together and reported on, and associated plans formulated on a regular basis - but the link to the business is not systematic or embedded

4 = is taking a leadership role in developing and operating a comprehensive SWP process (facilitated by HR?), which systematically feeds into business strategy & planning  

To provide further assistance with conducting an audit of SWP-readiness, these ratings have been broken down issue-by-issue under the headings 1-10 below.
1. Basic data on your workforce

What data do you hold on your workforce? (list of headings?)

Who owns the database?  Who is responsible for maintaining the HR database?

Is it linked in any way to other business management information?

Who, outside of HR, also inputs data?
Self-rating guide:

1 = basic Payroll data and very little else

2 = Basic HRM data held - mainly with an eye to compliance - few if any records on skills development or training. Little or no scope for modelling 

3 = An extensive HRM database may also include skills matrices and/or competencies, and training and development records. Ad hoc reports are drawn from these to meet specific purposes and may be presented to the Board or senior managers to make the case for particular HRM initiatives. These are however more likely to be tactical than strategic in nature, address short-term issues and have little or no link to other key business analytics 

4 = The data required to support SWP, both HRM and business-based, is collated, owned and managed so that it can be modelled both for ad hoc purposes and on a regular basis to provide a rolling, long-term view.   

2. Data on external labour market (inc.  trends)

Is there any attempt made to identify key labour market data that will affect your ability to recruit/maintain staffing levels and your skills base?

Whose responsibility is this? Who is the information reported to and how? 

How is this information used?

Self-rating guide:

1 = Labour market and other external data is usually considered irrelevant

2 = External data is occasionally sought for salary comparison purposes, but very little else

3 = External benchmarks are considered useful for a number of purposes, and external data is routinely sought - although not systematically - and is tactical rather than strategic

4 = external benchmarks are an established feature of the input collated for longer-term planning purposes, and will include outputs from membership of HRM benchmarking ‘clubs’.

3. Identifying business strategies

How does HR familiarise itself with key business strategies which will affect workforce issues, for example,
What are the principal business drivers?

What are our greatest organisational strengths? 
How do we improve?
Whose job is it to drive the development and communication of business strategy?

How is it communicated to HR/senior management?

On what timescale is this done? (Budget year, 2-3 years, 3-5 years?)

Who identifies which posts are business-critical?

Self-rating guide:

1 = It is not considered necessary for HR to have anything other than a general awareness of day-to-day business activities

2 = The development of the annual budget drives HR’s principal input to the business – i.e. headcount - and this is normally rolled forward from one year to the next. An annual ‘State of the Nation’ communication is issued by the CEO, but this does not normally comment on staffing or skills issues.

3 =HR works in partnership with the business in management forums and contributes to an annual business planning process, and for capacity planning purposes. Through Team Briefing or equivalent, business plans and results are cascaded down into the business units and feedback given back, on a 1-3 monthly basis. Staffing issues are featured in this.

4 = Business Plans are published on a 3-5 year rolling basis, and include a broad assessment over time of key skills and staffing trends. They also highlight training and development issues, identifying commitments on a forward programme basis. 

4. Workforce implications of business strategies

Who looks at this, and by what means?

How are the implications determined & communicated? How are they acted on?

Self-rating guide:

1 = Established employment practices are not questioned, other than for Health & Safety and employment law compliance

2 = In the annual budget formulation, HR may raise suggestions as to new providers for recruitment or training, to reduce costs i.e. tactical interventions, rather than strategic ones. 

3 = HR works closely with senior management to identify workforce development needs arising out of immediate business requirements 

4 =HR There is an established SWP process which maintains a regular flow of information on business trends and their likely impact on the workforce over the next 2-5 years, and possibly longer-term  

5. Current Workforce Issues & trends

Do you know what your current workforce looks like overall, in broad terms?

Do you know how this is likely to be impacted by external factors, and also e.g. your own internal constraints, like your workforce demographic?

Self-rating guide:

1 = Have little information on the characteristics of the current workforce 

2 = HR provides reports to management on headcount for budgeting purposes. Training records are kept to meet specific regulatory requirements. There is very little knowledge anywhere about the overall composition of the workforce, or any internal or external trends relating to it.

3 = Competencies, skills and training, as well as other key workforce characteristics, are all analysed on an ‘ad hoc’ basis. This information is presented to management when asked, and annually as part of an overall human resource audit process. 

4 = Key current workforce issues have been identified and are closely tracked and regularly reported on. There are established ratios for monitoring these against key business objectives which are updated at least annually and projected forward, based on scenarios, 2-5 years

6. Skills Issues

Do you already know of any skills shortages in your workforce which are having/ could have a damaging impact on the achievement of business objectives?

Self-rating guide:

1 =No. Fill vacancies as they arise against the previous specification.

2 =Recruitment is under pressure in several areas of the business, and can often only be achieved with compromises and additional costs 

3 =Aware of a number of deficiencies in key skills and competencies, and are exploring ways of addressing these in the short and medium term. Introducing more flexibility and multi-skilling within the existing workforce in a variety of ways in different areas of the business

4 =No longer being caught out by significant shortages, as there are contingency plans in place for all key skills areas. A Talent Management Programme includes long-term development and succession plans which support the retention of key skills.

7. Future workforce needs

Do you know what the workforce needs to look like in 2, 3 and up to 5 years’ time?

Do you do any scenario planning (possibly in combination with combination with 4.above)? 

Who would undertake this analysis? How is it communicated?

Self-rating guide:

1 = No

2 = Only in limited areas e.g. engineering, technicians, supervision/management, for 1-2 years ahead

3 = Yes, up to 2-3 years in some areas – have programmes in place with local FE/HE colleges to create a supply chain in key skills. Take a guess at what the business issues are going to be, mainly by extrapolation

4 = Have a full SWP programme in place which provides all this information on a 6-12 monthly basis and against several broad business scenarios over 3-5 years

8. Creating HR  strategies and plans

Whose responsibility is it to identify ways of closing the gap between current and future workforce needs? How is this done, how communicated, how acted on?

Self-rating guide:

1 = What gap? - No-one sees it as part of their role to monitor this 

2 = HR does its best, largely on a reactive basis, to find ways of rectifying shortages – this is done in the context of all other HRM practices remaining pretty much the same.  They also try to persuade managers to be realistic in terms of skills availability and the options they could pursue to achieve a workable short-term compromise. Problem areas are treated as confidential and market-sensitive  

3 = HR and senior managers meet quarterly or less, to jointly agree and implement medium-term HRM strategies to meet the immediately foreseeable gaps. Some effort is made, in some areas, to project these 1-2 years ahead but there is a general reluctance to commit resources on an ‘investment’ basis. Medium-term plans are communicated widely.

4 = It is a formal and established role for HR or some other key senior manager to develop and manage a SWP and ensure that all other stakeholders are active participants in this. Communication flows in all directions to keep everyone aware of the current status and status against future milestones.

9. Monitoring & Reporting

Do you track any of the items above? Who receives the reports? How often? What is done with them? Is there a feedback loop?

How otherwise do you know if you are doing ‘the right things’ in managing & developing the workforce? 

Self-rating guide:

1 = No

2 = Only in headcount/budgeting terms and the occasional ‘ad hoc’ enquiry. Assumptions are made that we must be doing the right things, since we are still in business...

3 = There are increasing calls for more and better information on the workforce from the business leaders, but generally an acceptance that this can only be on a limited basis, since these reports are  time-consuming to put together. We know we should be able to do better than this.

4 = SWP enables us to track all these issues and report on them to a variety of stakeholders on timescales appropriate to their needs. Feedback is also given by key external stakeholders such as the partner FE/HE colleges
10. Buy-in

Is it going to be difficult to put SWP in place in your organisation?

What are the main constraints, in your view?

What steps would you need to take in order to move it forward?

Who, in your organisation, can give the leverage necessary to get this onto the Management Board agenda?

Who else needs to be involved?

Self-rating guide:

1 = Not possible, too big a hurdle, no sponsor and no appetite for it

2 = Currently  lacks sponsorship but HR and some other key senior managers are beginning to talk about how to achieve better, longer-term workforce and skills planning, and what resource it might need. 

3 = Well on the way to establishing SWP as a core business activity, led/facilitated by HR and supported by the Board

4 = SWP is well established as a fully integrated business activity, which the Board reviews on a regular and systematic basis.

B.2 HOW TO GET STARTED – An Introductory Workshop

The initiative to set up SWP could come from the Board or from any senior manager or head of function (including HR). The first step will be to gain top management endorsement for a 
SWP Workshop, to be attended by all the key participants. This workshop will require expert facilitation on the part of someone (or a small team) skilled both in SWP and in group working.

The objectives of this Workshop will be:

· Raise awareness and recruit champions/endorsers

· Test the proposed approach for usability within the company  and to modify it if necessary

· Achieve buy-in and agreement to proceed with a SWP Pilot, subject to review in 3-6 months

· Identify needs for internal communications programme

The Workshop could include an audit of/report on current practice, using the Questionnaire in Appendix C.3.
Outputs from the Workshop could be drawn into an output report, such as the one developed by Rolls-Royce (see Appendix C.2)

An initial SWP Workshop programme could look as below:
	Time
	Activity
	Presenter
	Media Used

	
	Opening and Introduction

· Why are we here?

· Set context

· Why have we commissioned the event?
	
	Presentation

	
	Strategy – what is it? (In theory)

· Definition

· How to develop a Vision

· How to develop a strategy

· Key steps involved
	
	Presentation

	
	Positioning of Strategic Workforce Planning

· What is it?

· Why do it?

· What are others doing?
	
	Presentation



	
	BREAK

	
	Where are we currently?

Where do we want to be?
	
	Interactive Exercise

	
	Model explanation
	
	Presentation

	
	Model explanation:

· What would be the issues you have in populating the model?

· Can we do it?

· Do you feel competent?
	
	Interactive



	
	LUNCH

	
	Where would you get the information?
	
	Interactive

	
	· Summary/Feedback from the groups (Should by now be developing an ‘informed conversation’)

· Develop an agreed set of questions
	
	Discussion 

	
	BREAK

	
	· What are the challenges for us doing this?

· Can we all use this model?

· What are the actions we need to do now?
	
	Interactive



	
	Feedback
	
	Interactive

	
	What are the key questions we need to be asking in the Business?
	
	Interactive

	
	Closing remarks – Do you have the:

· Personal capability? (Can you implement this)

· Business process?   (Can you implement this)
	
	Presentation

	
	END


B.3 Model & Process Guidelines

The Model below identifies the 7 steps, all of equal importance that all Strategic Workforce Plans need to cover. The following sections describe the purpose of each step, and who needs to be involved in it, key criteria and the area of questioning to be covered, and examples of the likely relevant Outputs.  
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1.0 IDENTIFY THE EXTERNAL FACTORS

Purpose

This identifies the external factors or circumstances that affect the workforce today and that are likely to apply over the planning period.  

Who to involve

HR, Business Development, other relevant functional experts, workforce representatives, external market expertise.
Key criteria/questions
To establish current and future external factors that affect the workforce e.g. markets, competition, labour supply (including business-critical skills shortages at global, national or local level), demographics (in particular national/local age demographics of critical labour market segments), political developments (national and regional government approach to skills shortages/development) and impact of legislation (age, working week, health and safety, etc.).

Output example
· Significant market opportunities/threats

· Competitive threats

· Supply Chain strategy

· Technological developments

· Labour supply strategy (critical skills shortages globally, nationally, locally).

· Emerging skills requirements and global, national and local supply status.

· Global, national and local workforce demographic data and trends.

· Political developments – change of government or policy at national, regional or local level.

· Legislation – E.g. age, working hours.

2.0 ASSESS WORKFORCE IMPLICATIONS
Purpose
To assess in broad, general terms the workforce implications of the identified business strategies and to develop a broader understanding at executive level of people impacts.  Potential workforce implications should be discussed, agreed and listed against each of the key business strategies.

Who to involve
HR business partners, Business Development, relevant senior managers, workforce representatives.

Key criteria/questions
· What are the current and anticipated workforce issues for the business?

· What do we want more or less of in terms of our workforce?

· What are the priority capabilities, now and in the future?

· What do we think are our likely Resourcing needs in the next year, 3years, 5 years, and where possible 10 years out?  For example:
· Are there/will there be staff shortages in particular areas of work?

· What skills are/will no longer be required?

· How long does it take to develop critical skills?

· What are the pressure points?

Output example
· Need to develop supply chain relationship/skills and global working practices.

· Need more skills/capabilities – in  x, y, z.

· Improve effectiveness in existing plants.

· Possible redundancies in “x “.

· Need to “protect” critical skills.

· New skills to address technology developments.

3.0 CLARIFY BUSINESS STRATEGIES
Purpose
Clarify ‘headline’ business strategies for the planning period to enable the HR to develop or deepen their understanding of the business plans, and at the same time, help business leaders to consider/think through people impacts.

Who to involve
HR business partners, Business Development, relevant senior managers, workforce representatives

Key criteria/questions
Vision/mission:

· What business are we in?

· What is our mission/purpose?

Business strategy:

· What are we trying to achieve?

· What few things must we do better than the rest?

· What are our three greatest organisational strengths today?

· Who are our competitors?  

· How do we improve?

· What are the top three priorities we must execute to win in the next 3-5 years, and possibly 10 years?

Output example
· Our business will change significantly.

· Sales will grow or decline.

· After-market sales will continue to grow.

· Make proportion falls further – but still more manufacturing?

· Relentless pursuit of unit cost production, reduced quality escapes and arrears.

· New technologies will emerge e.g.?

· Globalisation and dollarisation (currency exchange rate fluctuations).
· Competitive technology developments e.g.
· new processes

· enhanced processes

· processing of advanced materials

· systems and mechanisation

4.0 REVIEW CURRENT WORKFORCE AND TRENDS
Purpose
To answer the question – do we really know what our workforce looks like? A useful approach  can be to assess this in four quadrants – location, most critical skills and jobs, composition (permanents, contractors, agency and key metrics including costs and production) and other key dimensions (e.g. age profile, anticipated retirements and turnover rates).

The quadrants should capture a broad overview in rough numbers or percentages rather than precise headcount.

Who to involve
HR business partners

Key criteria/questions
In addition to actual current assessment, what are the current trends (e.g. in overall headcount, composition, ratios, turnover, employee movement, age profiling, gender and race).

5.0
PROJECT FUTURE WORKFORCE ISSUES
Purpose
Project future workforce issues in two, three, up to five years from now using the same four quadrants.  Again, this should capture a broad overview in rough numbers of percentages rather than detailed planning numbers.

Who to involve
HR business partners, Business Development, relevant senior managers, workforce representatives

Key criteria/questions
Taking a baseline business scenario, establish a future workforce assessment.
Establish which ‘what if’ scenarios we also need to assess against (+/- 20%?)

6.0
STRATEGIES AND PLANS TO CLOSE GAPS
Purpose
To identify and close the gap between current and future workforce needs.

Who to involve
HR business partners, Business Development, relevant senior managers, workforce representatives.

Key criteria/questions
· How are we going to develop the organisation, the current workforce and the future workforce in line with our business strategies?

· If we had a magic wand, what three things would we change about our workforce or associated strategies to meet future requirements?

· What might be some of the risks associated with the identified issues?

· What strategies are in place to protect against these risks?

· What additional strategies are likely to alleviate some of the pressure points?

· Where there is a gap in staff capabilities, what strategies can be put in place to manage the development of these capabilities in the transition period?

Output example
· Strategies and plans for talent segments (strategic, core, requisite, non-core).

· Robust development and succession plans for critical roles.

· Robust recruitment plans for skills/capabilities we cannot develop in the required timescale.

7.0
MONITOR AND REPORT
Purpose
To keep a constant watch on the ever-changing business environment and any relevant workforce implications. Key targets to be highlighted on a regular basis (traffic lights?).
Who to involve
HR business partners, Business Development, relevant senior managers, workforce representatives

Key criteria/questions
How will we know if we are executing effectively and “on track”?  - Set up Traffic Lights or clear numerical targets.

Output example
· Customer satisfaction.

· Productivity.

· Retention.

· Turnover.

· Employee engagement.

· Return on training investment.
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