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HOW CAN WE BE PREPARED
FOR, AND NOT SURPRISED BY,
OUR WORKFORCE OF THE
FUTURE?



Workforce Planning as a concept

No standard definition of Workforce Planning:

- Sometimes used as a synonym for talent management, succession
planning and even talent acquisition. Those are some outputs of
Workforce Planning but Strategic Workforce Planning is a broader

concept. 4
. . . Level 4 * Integrate into people strategy
Workforce Plannlng in the UN: GIENRTTicIl ¢ Create analytics and planning centers of expertise
. . . optimization [EEEREeTY i
- Some agencies are structuring their approach but most rely on : i Optimal solutions
. . . U
ba5|c.headcount plannlng baseq on budget, used to inform E o T + Identify key segments
o o é VLI IEULTLGE « Close gaps through buy/build talent
+  Workforce Planning in WFP: 7 strategies
0
]
- We have been doing parts of the process in the last years, -;“
. L : 0
espeqally at the country level (SSRs, organization alignment i o + Track and understand workiorce fows
exercises); r _ orkforce
o PRI R ey Use technology fo leverage data
. . s . o
- Rapidly evolving context and difficult operating needs has prepared E
the organization to embrace an integrated and structured . Spreadsheet iven

approach towards planning medium to long term workforce needs;

Budget-driven
headcount planning

+ Manual processes

OPERATIONAL

- WFP wants to be ambitious in the definition of Workforce Planning,
which is a continuous alignment of our workforce with the needs
and priorities of our operations. It is a future-focused and proactive
exercise, aligned to the Country Strategic Plans and Functional
Policies, which helps to inform our main HR initiatives.
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Sources:
Workforce Planning Maturity Continuum: Mercer
Benchmark with other UN agencies conducted by the HRMTD Team between the 14! March 2017 and the 28t March 2017



We have been asking these critical questions

Who is doing the
work and how are

they getting the
Work done?

ively?
but can we answer them proactively:

What type of
workforce do we
need to deliver on
the planned
strategy?



Changing nature of operations requires a flexible and agile workforce

Core
Specialist /
short term
Surge
4> 4>
Expand/ contract as Expand/ contract as

needed needed



Corporate workforce plan - combination of Country Offices and Functional Plans

Corporate Workforce Management
« INPUTS: Country, Region and Functional workforce plans
* MANAGE: Diversity, gender balance, cross functional and geographical mobility, career development

Country level management Function level management
Function A Function B Function C Function A Function B Function C
| || || | « INPUTS: Strategy and Funding « INPUTS: Strategy
Country A « MANAGE: Country « MANAGE:
- Core vs. non-core - Core vs. non-core
- National staff career development - Staff career development
Country B Country
- Gender balance - Gender balance
- Language - Language
Country C Country
[ ] [ ] [ ]
Enablers
Technology and analytics Harmonization of HR processes Integration into operational planning

Supported by Change Management, on-going Project Management along with defined Governance and Ownership model



A three-phase structured approach to develop a workforce plan

Phase 1: Phase 2: Phase 3:
Understand current workforce and Determine workforce supply and Determine solutions to bridge the gaps
implications of the Strategy demand and identify gaps
= |dentify workforce implications of = Assess current internal skills » |dentify appropriate talent solutions to
. close talent gaps through build, buy or
Strategy = Simulate supply and demand under &§ap & y
, ) _ , . : borrow strategies
= Determine skills required to implement different scenarios _ .
the Strategy . : o » Develop a plan to implement solutions
Determine gap.s.anq prioritise Iggsed on over short, medium and long-term
= Analyze current workforce (numbers, urgency and criticality - capabilities, .
demographics, skill profile, level, etc.) number of employees etc. » Integration of the workforce plan into
, . . relevant HR processes and operational
» Discuss optimal operating models planning

» Determine operational scenarios that
could impact the workforce

Workforce planning should be integrated as part of the planning process and not treated as a one-off exercise



We have developed an HR Analytics Dashboard to provide a workforce overview..

for internal use only
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..to empower decision-making to purposefully manage the workforce

1 E World Food
WY 24 programme

HR Technology
and Analytics

HR Analytics Dashboard 31/08/2018
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NUTRITION WORKFORCE PLAN - A PILOT
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Nutrition Workforce Planning has already helped us to identify talent solutions

Some focus areas of the Nutrition Policy are:

- Ensure healthy diets meeting nutrition needs are available, accessible and consumed

- Nutrition lens is applied to all areas of activities

Workforce Supply Analysis

Nutrition workforce is cross-
functional

ALUMNI No standard workforce

Staff with nutrition g
expertise in other functions compaosi tion

FOCAL POINTS
Staff with no nutrition expertise
supporting Nutrition work in
other functions
COMMUNITY MEMBERS Learning and development
Basic knowledge of Nutrition
work

not always aligned to CO
needs

Workforce Demand Analysis

Regional Nutrition Advisors
provided an estimate based on
their assessment of Region’s

workforce needs

International 261

National 431

Recommendations

1. Targeted engagement model to
equip workforce within and
outside of Nutrition

2. Advise COs on optimal workforce
composition/ model

3. Targeted learning strategy to
bridge gaps

4. Informed FIT pool to fill identified

roles




lllustrative: Function workforce planning in practice in a country office

Phase 1: Phase 2: Phase 3:
Understand current workforce and Determine workforce supply and demand Determine solutions to bridge the gaps
implications of the CSP and identify gaps

Required skills
identified in

Multi-Layered
Nutrition
Community

Country Strategic

Potential

Plan: nutrition Skills available

components

solutions

Nutrition Career

Framework members

e Train on nutrition-

) sensitive programmin
Managing Prog &

Fortification Gender & nutrition ; + e-modules to bridge
nutrition-specific Build?  ------------ the gap 8

Emergency Managing nutrition- programmes

S « Offer TDYs

Response specific programmes N _
3 nutrition alumni:

"I\'/Irzi/'lcment of Capacity strengthening - Emergency nutrition

Emergency nutrition « Double burden * FIT pool

Nutrltlon_ Buy? ____________ ¢ Ta rgeted TA

sensitive: school M&E for nutrition « CBT strategy in the CO

meals, support : 2 nutrition alumni:

to smallholders, Partnership '

national safety o + Nutrition

net/social Negotiation assessment/analysis

protection . « Within: Nutrition

Treatment of MAM Borrow? oo Alumni/ Focal Points

1 nutrition alumni: + Outside: Partners

I (NGO etc.), other
Fortification agencies, etc.



Strategic workforce planning guides and integrates our main people processes

+ Inform succession planning, leadership
development

* Provide inputs to drive coaching and

« Understand available supply of talent in ,
engagement experiences

the market to inform sourcing strategy Leadership

* Inform talent identification, attraction
and selection

* Estimate which skils are required when Acquisition Retention . Develop targeted retention strategy -
andwhere & Engagement critical workforce, scarce skills, limited pool
of talent etc.

Strategic
Workforce
* Inform learning and development strategy Planning

« Explore career paths to grow internal talent

pool + Inform organizational and individual

Learning and :
Identification and development of high Development Fr):c:z?rr;nrggrﬁtesgoals and skills

potential staff

+ Coaching and/or Mentoring

Reassignment

» Provide a long-term view of workforce
demand and supply to inform reassignment
decisions

« Mitigate short - medium term workforce gaps



Next steps

Workforce Plan for main functions;

- We have been partnering and piloted our approach with Nutrition

- We plan to expand workforce planning efforts to other main functions

Technology to enable Workforce Planning:

- We are looking into a best-fit solution either to develop a tool in-house or purchase off-the-shelf solution
(itis a challenge considering WFP’s unique context)

Implementation of the framework:

- Considering urgency, recommend a blend of in-house team with external subject-matter expertise to implement the
framework

- Key focus of the work will be on enabling the functions to plan their workforce needs in line with operation needs
- Need budget to extend support to all main functions



Thank you!



