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A Simple Guide to 
workforce Planning
This guide sets out the main steps in workforce planning.  It is a comprehensive, financially rewarding approach that includes improving productivity and ensuring that demand for staff is planned on a robust and transparent basis.    

Figure 1 shows the importance of workforce and training plans as a gap filling process to balance the numbers of staff required and the requisite competencies.  Figure 2 translates the workforce and training plans into a cycle of questions that need to be addressed by managers at all levels of the organisation.   
Following every step in detail in Figure 2 is best suited to new developments or services that are known to be problematic, from a staffing point of view, given the potentially large amount of work that could be involved.  When producing a workforce plan for a whole organisation, ask managers to focus on the steps that would give the greatest return.  

Figure 1 – Workforce and Training Plans
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Figure 2 - The Workforce Planning Cycle
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Table 1 - What is involved
	Steps
	What is involved

	Demand

1. What needs to be done?
	· What are the main patient types by volume?

· Identify the relevant policy issues, e.g. National Service Frameworks, etc

· Produce service specification

	2. Where does it need to be done?
	· Where should the service be provided, in primary or acute care?

· How could the transition between the two sectors be seamless?

	3. How should it be done?
	· Review impact of technology, e.g. equipment, IT, drug and genetic advances

· What is the most efficient and effective process or integrated care pathway?  Define each step of the service from the first contact with the patient/client

· How about applying lean thinking?

· What is the philosophy of care?

	4. When does it need to be done?
	· Identify activity levels by time of day and link shift patterns to demand.  Often there is a mismatch between the two, resulting in a waste of staff and financial resources.

	5. What  new competencies are required?
	· Review service specification and integrated care pathway to see what competencies are required by each staff group

· Who should do what, i.e. is there scope to extend or introduce new roles and improve quality and efficiency of care?

	6. What should be the skill mix and organisational structure?
	· Design jobs and fit them into a  hierarchy in order to offer career progression

· Is it one job or is it a progression from junior, intermediate and senior levels?

· What should be the skill mix

· What are the reporting lines?

	7. How many staff are needed?
	· What are the ratios between activity and staffing, e.g. Finished Consultant Episodes per consultant; trust income generated per consultant; nurses to beds, etc.

· What are the main activities how many staff do you need for each separate activity?

· How do the proposed staffing levels compare with those of similar trusts?

	8. Is the plan affordable?
	· The whole plan needs to be costed and revised if necessary

	Supply

9. How many staff have we got?
	· What are the establishment, staff-in-post, vacancies, wastage, future retirement and sickness and absence rates?

	10. What are the current staff competencies?
	· Review competencies of staff 

	Gap Filling

11. What are the gaps and where will the new staff come from?
	· Produce workforce and recruitment plan

· Review how realistic the staffing structure is in terms of recruitment and retention

	12. Fill competency gaps
	· If there are gaps in competencies, produce a training plan showing how they will be filled, e.g. in-house, externally and at what cost

	13. Monitor plan
	· Once the plan has been implemented, monitor its effectiveness

· What needs to happen to meet unforeseen eventualities?
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