
Workforce Planning for Schools and Administrative Units
Introduction

Workforce planning involves analysing the University Strategic Plan and Faculty/ Divisional operational plans and identifying; 

· the number and discipline/  areas of expertise of the staff required to achieve the projected goals of the Area,

· the internal and external supply of people who can undertake the critical roles to achieve these outcomes, and 

· the strategies required to make sure that supply meets demand or that goals are revised to take into account the resources available.

By identifying future gaps in staffing for critical roles, it is possible to put human resource strategies in place to increase the probability that the right people and knowledge will be available or have alternative means of delivering the service, education or research.
The Faculty and Divisional Plans identify the research, education and student and staff service goals to be achieved in a foreseeable period.  Staff with the appropriate discipline/ expertise are central to achieving these goals.  Without them the outcomes cannot be delivered and plans may need to be changed.

There has been considerable coverage in the Press about the impact of the ageing of the baby boomers.  The Report, Profiling the Staff of the University of Adelaide January 2006 -2011, identifies the impact of ageing and attrition of the academic and general staff.  It showed a potential loss of 21% of academic tenured staff, 35.6% of academic fixed term contract staff, 30% general continuing staff and 4045 of general fixed term contract staff.  The Report provides staffing projections for Faculties, Central Administration and large Schools and administrative units.  

What are the staffing implications of the strategic planning targets?

As you identify the outcomes you are targeting for the next 3 years, consider the staffing changes which will impact on your ability to deliver them.  Estimate the number of staff and the discipline or expertise required to meet these goals? Are they available?  

Identify those roles which will be critical to achieving the unit’s goals and for which it may be difficult to recruit staff.  These are the roles without which you could not achieve the critical learning, research, research support, student service or staff support outcomes.  

Budget
Staff are one of the greatest expenses making up 55% of expenditure.  Predicted future staffing Increases which includes Collective Agreement salary increases and promotions need to be factored in.  Adelaide has a current promotion rate of 9.2%.  New research or program direction are likely to require senior staff, and may need support staff as well as equipment to deliver the outcomes.
Who is available?

The projected staff profile to 2011 will help you to identify whether you are likely to lose staff and in approximately which age band or classification level.

What is the current Staff Profile?

The current establishment and staff will be the basic resource that you will draw on to deliver the outcomes.  Therefore it would be useful to understand its current composition and any commitments (e.g. Long Service Leave, SSP, maternity leave, reduction in working hours) that may impact on staff availability to deliver programs or services and on your staff budget.

What is the gap?

You are now in the position to identify the likely shortfall in critical roles in the future in the light of the Area’s plans.

How can the gap be addressed?

Replacement

The Staff Profiling Report to 2011, and the Staff Survey Report 2006 results about staff intentions to remain at the University, can assist you to determine whether you will need to replace staff over the next 3 years.  This will give a background picture of the changes that your Area will face.  The projected age distribution of staff can help you to plan replacement strategies to avoid a sudden loss of knowledge and expertise in the future.

Redirection

A different mix of staff may be needed to address new directions, increased student load or services. If the content or the mode of delivery of programs and research priorities are changing you will need to assess whether new skills and expertise are required and how you will acquire or develop them within your establishment.   If you know when staff are likely to leave then you may choose to make changes in programs and research focus as part of managing natural attrition.

As you do the analysis you may discover there are other factors affecting performance.  Cultural norms, ineffective work practices, lack of recognition or fair motivators, inadequate equipment, inappropriate leadership and poor team skills can affect performance, and addressing them can increase staff’s ability to be productive.
Support is available from internal and external HR Consultants.
People Management Implications

A range of people management activities can enhance your School/Unit and make sure the University has the talent it needs to teach, research and provide student and staff support.  These include:

· Predicting areas of skill shortage and implementing strategies to target and attract staff.  Planning is important where there is a potential shortage of recruits in the external labour market, or the skills may be difficult to acquire through external appointment, because the knowledge and skills can only be developed in the University context.  Supporting higher degree students as part time teaching assistants helps to develop future academics.

· Applying the appropriate employment conditions and contracts so the right people are available for roles as they are needed.

· Develop succession plans to address the risk of the loss of key staff.  These include developing current staff to undertake new duties and roles, and knowledge transfer strategies.

· Motivating staff to stay by identifying the appropriate retention strategies.

· Maintaining contact and encouraging ex-staff and students to return after gaining experience elsewhere.

· Using alternate skill acquisition strategies – for instance, by accessing a contingent workforce of casual staff and consultants, Visiting Fellows and staff shared with other organisations (e.g. Clinical academics in hospitals).

Forward planning can also assist the University to achieve its intention to improve the representation of academic women and of staff of Aboriginal and Torres Strait Islander descent.  However, these strategies require time to deliver their results and therefore should be built into the Faculty/ Division and University budgets, and staff management practices.

Assistance is available from Staff Planning and Strategy to assist Faculties and Divisions in their staff planning processes.  Anama Morriss, Principal Consultant, Staff Planning and Strategy can be contacted on 8303 4845 or anama.morriss@adelaide.edu.au
Useful information for Staff Planning
What are the staffing implications of planning targets?

Staff required 

	Academic Staff 
	Classification
	Discipline/ Area of expertise

	
	
	

	General staff
	Classification
	Discipline /Area of expertise

	
	
	


Who is available?

You can contact Staff Planning and Strategy for reports about:
Current School Establishment and Staff Profile? 

Academic

General

Classification

Gender distribution

Age distribution

Basis of employment - Fixed term/ continuing/ casual; Full time,/Part time
Staff retirement intentions (if known)

Leave intentions (if known)

What is the Projected Staff Profile after loss due to attrition?  (See Staff Profile Projection report)

	Year
	2006
	2007
	2008
	2009
	2010
	2011

	Academic
	
	
	
	
	
	

	General
	
	
	
	
	
	


Gap analysis

Critical roles and discipline/ areas of expertise which may need to be replaced

	
	
	2007
	2008
	2009
	Replacement  Strategy e.g. recruit, develop

	
	Classification Level/ Discipline /Expertise
	
	
	
	

	Leadership Roles
	
	
	
	
	

	Academic
	
	
	
	
	

	
	
	
	
	
	

	General
	
	
	
	
	

	
Professional
	
	
	
	
	

	
Administrative
	
	
	
	
	

	
Technical
	
	
	
	
	


Additional staff required to meet new program/ research goals

	
	Classification/ Discipline /Expertise
	2006
	2007
	2008

	Academic
	
	
	
	

	General
	
	
	
	


People management Interventions can include 
· Succession planning 

· Source, attraction and recruitment of key staff

· Leadership, culture and change

· Workload management 

· Staff development including for future roles or new directions

· Retention and Return strategies

· Exit management

Other resources 

· The Staff Planning Toolkit for the University provides a structured process that links the School’s workforce planning with its strategic direction and risk analysis.
· Planning and Development Review provides a context within which to discuss individual staff career and life aspirations.
Sources of Information:

· Staff Profiling Report, University of Adelaide

· HR Benchmarking Report

· Staff Survey Reponses
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