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Introduction to Staff Planning

Staff planning is a continuous process of shaping the staff profile to ensure that it is capable of delivering the University’s objectives now and in the future.  This includes deciding how work is done (job analysis and job design) as well as demand/supply forecasting, gap analysis, and implementing people management strategies to address the gap.
In simple terms staff planning aims to have the right people, in the right place, at the right time, all the time.

Why undertake Staff Planning?

Staff planning can help faculties and divisions to deliver better academic and administrative outcomes by:

· Strengthening the University’s capability to support the achievement of education, research results and contribution to the community and outcomes now and in the future.

· Encouraging an understanding of faculty and administration staff profile, based on an analysis of rigorous workforce data, and the implications to the University.
· Facilitating rapid and strategic responses to change.

· Assisting in the identification and management of people with the knowledge that is critical for effective and efficient business operations.

· Providing a mechanism for linking expenditure on people to business outcomes.

Key elements of Staff Planning:

· It is driven by the University’s strategy.
· It should be an ongoing process, which is integrated and aligned with business planning.
· Deputy Vice-Chancellors, Executive Deans/ Directors and Heads of Schools are in the best position to assess their programs and related staff needs, and therefore have overall responsibility for staff planning within their Division or Faculty.

· HR staff plays an important partnership role in supporting faculty/divisions to develop and implement effective staff plans.
Benefits of Staff Planning

The overall success of staff planning will depend to a large extent on how effectively it can be integrated with organisational planning.  When effectively integrated the main benefits are:

· staff required to meet future business needs are being recruited and developed

· reduced staffing costs through appropriate staffing levels,
· improved identification of staff development needs,
· improved capacity for career management,
· improved employee effectiveness through better job design,
· increased job satisfaction,
· improved employee relations,
· reduced skill shortages,
· reduced staff turnover

· reduced staffing costs by correcting skill imbalances before they become unmanageable and expensive,
· employees whose capabilities are not likely to meet future needs can be retrained, redeployed or separated,
· staff utilisation can be improved through assigning staff to the highest value work that they can perform,
· new or emerging job roles can be planned for through specific recruitment or training initiatives,
· the process enhances the capacity of staff to perform higher value work,
· HR initiatives are consistent with and complementary to faculty and division plans.
Overview: Process of Staff Planning

Staff planning for a 3-5 year time frame provides a balance between short and long term planning.  A range of human resource initiatives should become apparent over this time frame such as job analysis and design, graduate recruitment, staff training and development, changes to work practices, succession planning, career development and flexible work practices.

Although HR is a major player in the development and implementation of staff planning the faculties/divisions are ultimately responsible.  The following diagram identifies the three steps identified for successful staff planning in The University of Adelaide. 
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The purpose of each step is described in further detail in the Staff Planning Checklist.  This process is supported by a number of templates that guide the Schools and units through the process in a systematic way.

STAFF PLANNING TOOLKIT

CHECKLIST

	STEP
	ACTION
	PURPOSE
	TEMPLATE

	1.0
	Analysing the Business Environment
	
	

	1.1
	Strategic plan and business plan analysis
	To understand the implications of the strategic plan and/or business plan on the faculty/division and its workforce needs
	A & B

	1.2
	Future Scenarios
	To identify the different scenarios facing the faculty/division in the future
	C

	2.0
	Forecasting Supply and Demand
	
	

	2.1
	Supply Forecasting “Now”
	To identify critical job roles within University’s faculty/division

To analyse the workforce profile and identify potential issues that may impact on University/ faculty/division in the future
	D

E1 & E2

	2.2
	Demand Forecasting “Future”
	To identify the impact of the future scenarios on staff numbers and skills to forecast future job roles and skills
	F1 & F2

	2.3
	Gap Analysis 
	To identify the gaps between supply and demand
	G

	3.0
	Planning, Implementing and Evaluating
	
	

	3.1
	Strategies
	To identify strategies to reduce or eliminate the gaps identified in the gap analysis
	H

	3.2
	Workforce Plan
	To develop and implement a faculty/division workforce plan to reduce or eliminate the gaps
	I

	3.3
	Evaluate
	To review and adapt the workforce plan as part of the planning cycle
	na


Purpose: to understand the implications of the strategic plan and/or business plan on the faculty/division and its workforce needs

Obtain copies of:

· University’s Strategic Plan and enabling plans

· Faculty/Division Operating Plan

· Business Plans

· Budgets

· Staff Survey Results

· Student Survey Information

· Project Plans

Discuss the following questions

What is the strategic direction of the University?

What are the implications of this for the faculty/division?

What key projects, research activities, programs will be undertaken?

What are the budget implications?

What are the implications for staffing capabilities and numbers?

What competence does the University need to succeed now and in the future?

Purpose: to understand the implications of the strategic plan and/or business plan on the faculty/division and its workforce needs
Identify the key issues arising from the Organisation Direction analysis, the impact, risk and likelihood of occurrence for the faculty/division.

	 FACULTY/DIVISION

KEY ISSUES AND IMPACTS FOR 2003-2005


	Key Issues from analysis
	Potential Impact
	Risk

Negligible, Low, Medium, High
	Likelihood of Occurring

Low, Medium, High

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Purpose: To identify the different scenarios facing the faculty/division and the future

Scenarios facing the University of Adelaide over the next 5 years?

Considering the discussion on the organisation direction and implications for the faculty/division describe 2 or 3 scenarios that the faculty/division may be faced with now and in the future using the following table.

	Scenario A


	Scenario B


	Scenario C



	
	
	


Purpose: To identify critical job roles within the University of Adelaide /faculty/division.

What are the job roles that currently exist within your organisation?

Of the specific job roles that exist within faculty/division, indicate in the table below those that are first priority for staff planning (i.e. are critical to the University/faculty/division).  Consider the following in this assessment:

· Which are the roles or skill sets that have the highest strategic impact on the goals of the faculty/division?

· Given the scenarios, which roles may become part of the core business of the organisation in the future?

· Which roles have had a number of vacancies in the last 12 months?
What roles have been difficult to fill?

· Which are the roles that require a long training time in order to develop the skills for the position?

· Which are the roles that have the largest number of staff within them?

· What roles may become redundant in the future?

	CRITICAL JOB ROLE
	REASON

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Purpose
 To analyse the staff profile and identify potential issues that may impact on the University of Adelaide/faculty/division in the future.

Staff demographic information at an organisational and faculty/division level can be obtained through Human Resources/Office of Planning and Development.  This information can be used to develop a profile of the current faculty/division Staff.

Age Profile

Age profile of ongoing employees

Median Age (ongoing)

Age of ongoing staff by level

Gender Profile

Gender distribution of ongoing staff

Employment status

Years of ongoing service in the University of Adelaide

Average years of ongoing service

Employment status

Separation rates

Turnover for ongoing and non ongoing staff

Staff earning below Level 5 salary

Average salary of ongoing employees

No. of ongoing staff working part-time versus fulltime

Employment Categories of ongoing staff

Recruitment

Ongoing commencements by gender and level

Non-ongoing commencements by gender and level

Number of ongoing staff promoted internally

Number of non ongoing staff promoted internally

Separations

Number of staff separations of ongoing staff by age, gender, level and reason

Number of staff turning 55 in the next 5 years.

Estimate what the current staff will look like in the future in the absence of any direct management action – the agency’s projected staff.  (Refer to the Staff Profile Report).  This analysis can provide an indication of how many current employees are likely to retire, resign or transfer out of the University/faculty/division over a given period of time based on previous trends.  It does not take into account possible changes in business direction.

Supply Forecast 

Once you have analysed the staff profile, forecast the supply of staff over the next 1, 3 and 5 years.  The Supply Forecast Summary Sheet (Attachment E2) can be used to record the University/faculty/division forecasts of staff in Critical Job Role Categories.  
	School /Unit
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Critical Job Role
	Current workforce
	Continuing/ Fixed term
	Retirements
	Transfers and Promotions out
	Other Separations
	Transfers and promotions in/Reclassifications
	Net supply

	
	(FTE)
	 
	
	
	
	
	

	 
	 
	 
	1 yr
	3 yrs
	5 yrs
	1 yr
	3 yrs
	5 yrs
	1 yr
	3 yrs
	5 yrs
	1 yr
	3 yrs
	5 yrs
	1 yr
	3 yrs
	5 yrs
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	1
	0
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Purpose: to identify the impact of the future scenarios on staff numbers and skills to forecast future job roles and skills

Forecasting Staff Numbers

From the analysis of the business environment (Step 1) you are able identify the different scenarios facing the faculty/division in the next 1-5 years.  The purpose of this step is to identify the impact of these scenarios on staff numbers and skills.  

The key question to be answered is:

What type people are needed to achieve these business objectives, and how many of them do we need?”

You will need to forecast how many staff the faculty/division will need in the next 1, 3 and 5 years using the Critical Job Role categories.  You can identify the number of staff in each year and scenario column.  You can identify the “special skills” required for each of the critical job roles.

In this exercise it is important to use the scenarios as a basis for estimating the number of staff needed in each Critical Job Role for each Scenario, in 1, 3 and 5 years time.  

Using the Demand Forecasting Summary Sheet (Attachment F2) consider how your staffing needs might change in relation to Critical Job Roles over the next 1,3 and 5 years.

The following are some questions to consider:

· What are the skills that your organisation currently requires to meet its business needs?

· How will these skills change over the next 5 years?

· How will these skills vary under the alternate scenarios?  Will these skills still be required?

· What do you consider to be the most critical skills currently required within the University/faculty/division?

· Given the Scenarios, will these skills continue to be critical in the future?
Are these skills readily available in the organisation at present?

· Are there any job roles where the skill requirements will change is dramatically that they may no longer exist, or may become new roles?

	CRITICAL OR FUTURE
	SPECIAL SKILLS
	NET DEMAND (FTE)

	JOB ROLES
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	GAP Analysis - Supply and Demand Summary Sheet - G
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Translate the net demand and net supply projections from the Attachment E2 and F2 onto the table below.
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	CRITICAL
	CURRENT
	                                                                  NET DEMAND
	                      NET SUPPLY
	       DIFFERENCE
	
	

	JOB
	WORKFORCE
	
	
	
	
	

	ROLE
	 
	
	
	
	
	

	 
	 
	SCENARIO A
	SCENARIO B
	SCENARIO C
	 
	SCENARIO A
	SCENARIO B
	SCENARIO C
	
	
	

	 
	FTE
	1 yr
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	1 yr
	3 yrs
	5 yrs
	1 yr
	3 yrs
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Purpose: To identify strategies to reduce or eliminate the gaps identified in the gap analysis 

Strategies to reduce or eliminate gaps

As a result of analysing the business environment (step 1), and forecasting demand and supply (step 2), you now need to develop a range of strategies or activities that can be implemented to reduce the gaps and address any other issues that may have been identified during the process.

The HR strategies that can be developed to address identified issues are likely to cover a number of the following areas:

	· Study leave
	· Part time employment

	· Alternative work arrangements
	· Performance management

	· Attractive employment conditions
	· Phased retirement

	· Career management
	· Recruitment

	· Culture
	· Redeployment

	· Engagement of contractors
	· Redundancy

	· Equity
	· Remuneration

	· Graduate recruitment
	· Retraining

	· Honorary fellowships
	· Selection

	· Industrial relations
	· Skill enhancement/replacement

	· Job/organisation design
	· Specialised training

	· Learning and development
	· Staff mobility – job rotation, acting, secondments

	· Leave management
	· Study leave

	· Management development
	· Succession management

	· OH&S
	· Technology

	· Overtime
	· Traineeships


Purpose: to develop and implement a faculty/division staff plans to reduce or eliminate the gap.

The staff plan should outline what the faculty or division will do to fill the gap between the supply and demand, when this needs to occur and who will take responsibility.

This plan should form part of the faculty/division business plan.  The plan should be reviewed and updated to ensure it is the best representation of the faculty/division’s workforce requirements.

	ISSUE
	STRATEGY
	WHEN
	WHO
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