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Introduction

With the pending retirement of the Baby Boomer generation and the challenge of having

more jobs available than people to fill them, Workforce Planning is now a mo re important
elementinanycompany ©6s Str ategi ¢ Pl &mowingrhg cupento c reakes-up of
the workforce, knowing the current engagement of that workforce, having succession
plansandmaxim i zi ng each per s onsheededforevkery companyi t yegardless
of size.

We have outlined a process for companies to use to 1) get a picture of the make -up of

their current workforce; 2) a means to determine the engagement of their workforce;

and 3) a process to examine all the elements needed to improve th e performance and

productivity of their workforce to allow companies to be proactively prepared for the

reality of what is happening in todayods business wc

The Process i The Current Workforce

1. Prepare a listing of all current employees as follows:

1 Name
Job Title
Length of Service

Current Age

1
1
1
1 Mission Critical Position (Y/N)
1 Department*

1

Assessments Completed

*You might have each department head

get this for their departmen t and then
combine the lists  for a master listing. A

good HRMS system will have this information and more.
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2. Fromthe listinga bove, t ake the information and with the same data make

separate lists along the following guidelines.
1 Senior Management
1 Management
1 Supervisory Supervisory
Length of Missien Critical Assessments

| Exempt (not JobTitle  Service  Age  Position ¥/N Department Completed

included above)
1 Non-exempt

Hourly

3. Sort each listing prepared
in steps 1 & 2 by age in descending order as follows:

65+
60-64
50-59
35-49
25-34
<25

=A =2 =2 =4 =2 =4

4. For the departmental list (done to get the master list) or on the master list
prepared in Step 1, give a very gener al rating
performance. It is suggested that this be very gener al, such as:
A. Top performer
B. Good on the job
C. Improvement in performance would be very helpful
D

. Very marginal performance

This listing is important and its prep aration needs some discussion. This
is NOT a list to identirfmanfteedr mnmars@iyndalhapempfeas h
th ese people should not be here. As will be discussed later, marginal

performance is often related to job fit or compatibility with the supervisor
or fellow employees. Ther efore, in the group it will be important to look
at this for possible signific ~ ant improvements in performance
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This listing will provide a focus for improvement in productivity and increasing
individual performance as well as prov iding information to identify a means of
getting more top performers.

Armed with all of the above information, there are a number of items to review as
follows:

a) What % of your current workforce is 65+ /60 -64 and what impact could this
hav e?

b) If the individual s a employkes,isstlere asuccc ression pcoaekso
in place?

c) What are the retirement plans of this group of people?

d) Should steps be considered to encourage staying beyond fAnormal 6 retire
age?

e) Lookingoutoverthe nextl -5 years, what are the companyods g
and have people/headcount requirements been calculated? If not, this step

should occur to identify possible future headcount requirements, and types of
positions needed.

f) Is there an adequate col lection of top performers?

g) Where key performers are approaching retirem ent, have internal  prospect s
been evaluated/slated/trained to succeed these key people?

h) Based on the general rating of all employees, is there potential for greater
productivity?

i) Other considerations? (When you have actual information to review, other
targets of opportunity may come to mind.)

Based on the above evalua tion, the following is a next series of steps to be
considered to address any of the above and apply the information obtained to
make improvements where desired.
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Once statistical data has been compiled and we look at what we have and what we
may need in terms of manpower, our first step is to find the level of engagement

of the current workforce, a current state of the union, so we can look at what can
be done to improve engagement.

The more engaged the workforce is, the more productive they are. As engagement
improves, needed manpower will b e reduced and/orre  -alloc ated. The Profiles
Wor kforce AnalysisE is the first step to get a cl

workforce engagement.

This is a diagnostic tool to get information for a prescription of needed steps to

target overall productivity and profit

improvements for the company. (This step

would generally be targeted for companies with 100> employees.) An example

graph taken
figure 1.

from The Profiles

Number of Participants for each
Engagement Group

Wor kforce AnalysisE

Highly . Highly
el Engaged Disengaged TR
Percentage 3% 30% 45% 22%
# Participants 49 519 765 387
Figure 1
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Once information is obtained to understand where you are and an overview of

what can be done to improve engagement, you can break down the process to

identify a systematic performance development methodology , both for individuals
and groups.

(See figure 2 forthe process.) There are five basic steps as follows:

Strategic Workforce Performance
Development Methodology

1. Understanding
employee

- fit/compatibility in
\ currentjob

‘ ' ] 2. Understanding
5. Optimizing their = - . motivation and stress,
leadership skills conflict behaviors and
adapting to change

4. Optimizing 3'. Opt|m|;|ng .
. S : working relationship
relationship with their . e
with their direct
work teams .
supervisor

.

Figure 2

Put into practice, this methodology can make a significant impact on improving

the productivity of your workforce, and allow you to be proactively prepared

for the changes that are taking place in the labour market . What you will find

in t he following pages describes how you can implement each ofthe five steps.
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STEP 1 - Understanding Employee Fit/ Compatibility

In most cases there ar e two elements to a person not performing to the maximum
in the job:
9 Fit with the job
1 Interface with their
supervisor/fellow workers

This also has a direct bearing on

people who ar e top performers in their
job. ltis, theref ore, important to
evaluate job fit and job compatibility

for as many people as possible.

This can easily be achieved by
creat ing job success patterns for every

job title in your organization, starting with the most critical positions , when
you use the Profile XT system.  Each person who has been assessed can then
be compared to the success pattern for their job; this will generate coaching

information to improve performance.

Your employees can then be compared to all the other job patterns to see if
they have a better fit elsewhere in the company. This
same format will be incorporated in

Succession Planning to look within to fill
pending gaps in the workforce.

This process can also be used for new hires
to help assure job fitan  dt op performers.
From the list used to rank employee
performance, two key areas should be
reviewed:

Top Performance T Assess all top

performers to use as a basis fo r

developing success patterns. These

patterns can be used in hiring to assure
expectations of adding more top

performers and/or if current employees

have strong matches to these patterns

but lack trainable skills, training programs can be
implemented to prepare people to fill these positions.

Very Marginal Performance T This group should also be  assessed as
soon gs possible.  There could very well be opportunities for performance

Prof -| lr@go mmtt@/feﬁ@fl%ﬁaelr job match8es and/or information to



