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Workforce Planning

Recruitment Committee
Rationale for Workforce Planning
Faculties, Departments, Schools and Divisions are responsible for developing workforce plans that are within their allocated budget. Workforce Planning is an annual process to assist managers in identifying the critical capabilities required in their workforce to deliver against their strategic and operational plans and position the unit to best meet future requirements. The decision to recruit is made at this stage. The expected outcome for Executive Committee is a workforce plan to meet current and future staffing needs.

Achieving international excellence is dependent on attracting, developing and retaining high quality staff. A range of factors, including reputation, , changes to government funding, the Research Programme, reducing budgets, increasing competition in the tertiary education sector and technological innovations, an ageing workforce, skill obsolescence, skills shortages impact the University’s capability to be competitive in attracting, developing and retaining high quality staff to meet its requirements.

There is a compelling need for the University of Limerick to plan to meet these changes and avoid crisis management. The University of Limerick Strategic Plan has identified what steps are required to meet these emerging challenges and position the University to effectively plan for the future.

Workforce planning is a critical step in planning for staffing requirements and achieving the goals of the University’s Strategic Plan. It is the first step in the human resource planning cycle and links with preparing to recruit and select staff as well as developing existing staff.

For example, in recruiting a Chair, there are a number of planning factors to be considered. Such considerations may include the appointment costs of the Chair and possible team, together with the infrastructure costs for accommodation, laboratory and equipment etc.

Why Workforce Planning

The University of Limerick continues to face serious challenges in the management of its workforce over the coming years including:

· building research capacity and institution performance more generally

· adapting to significant changes occurring in the higher education environment at National and International level 

· renewing the academic workforce in response to strategic goals and in the context of an increase in retirements of an ageing academic workforce

· building individual and workforce capability 

· responding to the challenges of implementing our strategic plan and internationalisation of the institution

· improving the alignment of the strategy with the faculties and divisions plans. 

Predictions of the future environment, combined with labour market trends suggest the University will encounter and must confront major challenges in recruiting and retaining high performing employees in areas critical to the success of the University's mission and strategic goals. This challenge will require a more complete and comprehensive approach to planning for, recruiting and attracting, retaining and developing our future workforce.
What is Workforce Planning?

Every successful Organisation knows the importance of having a Strategic Plan and a Marketing Plan. Implementation of a Workforce Plan is equally important. Without talented people and people management systems in place it is impossible to achieve organisation goals and objectives. Many people management systems have been developed over recent years e.g. Performance & Development Review process, Work Load Allocation models, Full Economic Costing etc. We now need to focus more on aligning our workforce plans with our strategic goals and goal two in particular.  

In workforce planning, an organisation conducts a systematic assessment of workforce content and composition issues and determines what actions must be taken to respond to future needs. The actions taken may depend on external factors (e.g. skill/talent availability) as well as internal factors (e.g. age of the workforce). These factors may determine whether future skills needs will be met by recruiting or developing our workforce.

Workforce planning provides a snapshot of the present staffing situation; it helps identify the future and assists in planning for future challenges and opportunities.
· Workforce planning must align with the university strategic plan  and it must ensure the recruitment and development plans of employees compliment the objectives of the plan. 

· The workforce planning process is an annual process but must look at short to medium term needs (1 – 5 year workforce plan) of the university/faculties/divisions and must be well documented. 

There are three major activities involved with workforce planning:

1. Developing and analysing data that identify human resource needs at the local level 
The Human Resource Division will provide each faculty and division with a current workforce profile report. 

2. Developing responses to identified human resource needs
Objectives and strategies to address identified workforce gaps should be developed into action plans for local level. These plans must address the strategic objectives of the organisation e.g. building research capacity and institutional performance more generally

3. Attraction and Retention of Talent
There are four elements to this activity: 
· Identifying Core Skills 
· Recruitment and Selection  
· Professional Development 
· Performance Management 

Identifying Future Workforce Characteristics at the University of Limerick

Workforce attributes considered vital for the implementation of strategic plans of the University can be gleaned through a number of documents. Documents that impact upon workforce strategy and development include approved Faculty/Division Plans, approved University Projects (Bernal Project) and the University's Strategic Plan.
Who is responsible for Workforce Planning?

The development of a University workforce planning framework is the responsibility of the Recruitment Committee and the implementation is the responsibility of the Faculties and Divisions. 
Key accountabilities for workforce planning include:

The focus for the Recruitment Committee is to:
· provide support for the integration of workforce planning strategies into the corporate planning activity. 

· consider new workforce planning priorities and review existing priorities on an annual basis. 
· review compliance with Employment Control Framework
The focus for Vice Presidents, Deans, Heads of Academic Department, Directors of Divisions and Research Institutes is to:
· integrate workforce planning into local planning cycles, utilising workforce planning statistics. 

· identify appropriate strategies/initiatives to meet workforce planning outcomes within budget allocations. 

· manage local implementation of workforce planning strategies/initiatives. 

· conduct an environmental scan (external) and identify the impact on the University
· ensure compliance with the Employment Control Framework
· review local strategies, budget, benchmarking information annually 

· identify high level critical capabilities required to deliver strategic goals 

· review workforce forecast requirements 

· review labour supply impact 

· identify gaps 

· determine recruitment needs having regard to resources available and obtain annual approval to recruit 

The focus for the HR Division is to:
· provide strategic human resource advice and support in relation to the continuing development of workforce planning activities within the University. 

· inform local workforce planning discussions through the provision of local workforce data. 

· provide corporate workforce planning reports. 

· coordinate organisation-wide workforce planning initiatives. 

· assist managers in the collation and analysis of local data. 

· provide policy advice. 

· provide advice to managers on the most appropriate HR activities to address identified workforce gaps (e.g. professional development, recruitment & selection, attraction & retention strategies, induction and performance management). 

· provide the tools for managers to determine the supply and demand of critical capabilities 

· facilitate the strategic discussion on labour requirements 

· advise managers of cost effective options, deliver and evaluate programmes

The focus for the Finance Division is to:
· provide a strategic financial context 
· provide a budget framework/context within which workforce planning can be considered
· review costs of complete workforce plans
· provide further development of tools to support workforce planning at the local level.
· inform discussions through the provision of relevant finance data. 
· provide corporate finance reports.
· coordinate organisation-wide budgetary initiatives. 
· advise on the development of local budgets. 
· advise managers in the collation and analysis of local data. 
· provide financial advice. 

Key Themes in Workforce Planning 
Whilst staffing profiles, objectives and activities are unique to every Faculty/Division there are a number of key issues of which you should be aware and which, where applicable, should be considered as part of any workforce planning you undertake in your Faculty/Division. These include: 

· Research Profile – e.g.: is the staff profile correct to build research capacity by either building on existing critical mass in priority areas or will support niche or emerging  research areas which affords the University a unique advantage in this niche or emerging area
· Age profile – e.g.: Is there a sufficient number of senior staff? Is there a large cohort of staff approaching retirement age at the same time? 

· Gender profile – e.g.: Does your area have a balanced gender profile? Are women being appointed to senior positions? 

· Diversity – e.g.: Does your area have a staffing profile to which the student population and the wider community can relate? 

· Level of appointment – e.g.: Is your staff profile skewed towards the senior or junior end of the staffing spectrum? 

· The need for succession planning: - e.g. is the talent available within your Faculty/ Division to provide continuity of service? 
· Attraction and/or retention issues- e.g. what are the challenges in your Faculty/Division around attracting and retaining high quality employees? 
· Educational qualifications/competencies and skills- e.g. Have you done a qualification/skills report in conjunction with the PDR process in your Faculty/Division to assess training needs?
· Contract Status: analyse the contract status of staff within your faculty/division 
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