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	ORGANISATION / DEPARTMENT
	[Organisation Name]

	PLANNING PERIOD
	

	PREPARED BY
	

	DATE
	[Date]

	REVIEW DATE
	[Date - recommend annual review]



About this template
Workforce planning is the process of ensuring the organisation has the right people, with the right skills, in the right roles, at the right time and cost. It bridges the gap between the organisation's strategy and its people.
This template guides you through six stages: understanding the strategic context; analysing your current workforce (supply); forecasting future needs (demand); identifying the gaps; and building an action plan to close them.
Workforce planning does not have to be complex to be valuable. Even a simple, honest assessment of "what we have, what we will need, and where the gaps are" puts an organisation far ahead of one that recruits reactively.
STAGE 1   Strategic Context
Workforce planning must start from the business strategy. 
What is the organisation trying to achieve, and what does that mean for the workforce?
What are the Best / Expected / Worst Case Scenarios? 

The organisation's strategic objectives over the planning period:

Planned growth, contraction, restructuring or change of direction:

External factors affecting the workforce (labour market, skills availability, automation / AI, legislation):

AI and technology impact - which roles, tasks or skills are likely to be affected by AI, automation or technology over the planning period? 

Which roles are likely to disappear? 

Which roles are likely to emerge? 

Which tasks will AI augment rather than replace?




STAGE 2   Current Workforce Analysis (Supply)
Build an accurate picture of the workforce you have today. This is your "supply" - the people and skills currently available to you.
▪ Workforce Metrics
Record the current headline workforce metrics. These provide the baseline against which future plans and success measures can be tracked.
	TOTAL HEADCOUNT (FTE / NUMBER) 
	

	TURNOVER RATE (%) 
	

	ABSENCE RATE (%) 
	

	AVERAGE TENURE (LENGTH OF SERVICE) 
	

	VACANCY RATE (%) 
	

	INTERNAL PROMOTION RATE (%) 
	

	EMPLOYEE ENGAGEMENT
	



	TEAM / ROLE / FUNCTION
	CURRENT HEADCOUNT
	CRITICALITY
	ANTICIPATED LEAVERS
	RETIREMENT RISK
	KEY SKILLS / NOTES

	 
	 
	☐ High
☐ Med
☐ Low
	 
	 
	 

	 
	 
	☐ High
☐ Med
☐ Low
	 
	 
	 

	 
	 
	☐ High
☐ Med
☐ Low
	 
	 
	 

	 
	 
	☐ High
☐ Med
☐ Low
	 
	 
	 

	 
	 
	☐ High
☐ Med
☐ Low
	 
	 
	 


▪ Critical roles and single points of failure (roles where loss of one person would significantly disrupt the organisation):
▪ Workforce Demographics
Capture the current demographic profile of the workforce. Understanding these patterns helps identify risks such as an ageing workforce, succession exposure or a lack of diversity - and informs the action plan.
	AVERAGE AGE PROFILE
	[e.g. average age / proportion over 55 / age bands]

	DIVERSITY PROFILE
	[e.g. gender, ethnicity and other diversity measures monitored]

	LENGTH OF SERVICE PROFILE
	[e.g. average tenure / proportion with <2 years and >10 years service]


▪ Succession Readiness for Critical Roles
For each role rated High criticality above, assess succession readiness. This identifies where the organisation is exposed to the loss of key people and where successor development is most urgent.
	CRITICAL ROLE
	SUCCESSOR IDENTIFIED?
	READY NOW
	READY 1-2 YEARS
	NO SUCCESSOR

	 
	☐ Yes   ☐ No
	☐
	☐
	☐

	 
	☐ Yes   ☐ No
	☐
	☐
	☐

	 
	☐ Yes   ☐ No
	☐
	☐
	☐

	 
	☐ Yes   ☐ No
	☐
	☐
	☐


STAGE 3  Future Workforce Needs (Demand)
Forecast what the workforce will need to look like to deliver the strategy. This is your "demand" - the people and skills you will require.
	TEAM / ROLE / FUNCTION
	HEADCOUNT NEEDED
	BY WHEN
	NEW / CHANGED SKILLS REQUIRED

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 





▪ Future Skills and Capability Requirements
Look beyond immediate demand. What skills and capabilities are likely to become more important over the next 2-5 years? Identifying these now allows time to build or buy them before they become critical gaps.
Examples to consider: AI and digital literacy; data analysis; leadership capability; project management; commercial awareness; technical specialisms.
▪ Skills and capabilities likely to become more important over the next 2-5 years —- and why:
▪ Emerging Skills Heat Map
Rate the organisation’s current capability against the capability required for each emerging skill area. The gap between the two highlights where development or recruitment should be focused. Rate each as High, Medium or Low.
	EMERGING SKILL REQUIRED
	CURRENT CAPABILITY
	CAPABILITY REQUIRED
	PRIORITY

	AI / Automation
	☐ H  ☐ M  ☐ L
	 
	 

	Digital Capability
	☐ H  ☐ M  ☐ L
	 
	 

	Leadership
	☐ H  ☐ M  ☐ L
	 
	 

	Project Management
	☐ H  ☐ M  ☐ L
	 
	 

	Technical Skills
	☐ H  ☐ M  ☐ L
	 
	 

	[Add other emerging skills]
	☐ H  ☐ M  ☐ L
	 
	 


STAGE 4   Workforce Risks
What workforce risks could affect delivery of the strategy? Capture the key risks identified through the analysis above, rate each by likely impact, and note the planned mitigation. These risks should feed directly into the gap analysis and action plan that follow. Examples to consider: high turnover; ageing workforce; skills shortages; labour market competition; key person dependency; succession gaps.
	WORKFORCE RISK
	RATING
	MITIGATION / PLANNED ACTION

	High turnover
	☐ H  ☐ M  ☐ L
	 

	Ageing workforce / retirement cluster
	☐ H  ☐ M  ☐ L
	 

	Skills shortages / hard-to-fill skills
	☐ H  ☐ M  ☐ L
	 

	Labour market competition
	☐ H  ☐ M  ☐ L
	 

	Key person dependency / single points of failure
	☐ H  ☐ M  ☐ L
	 

	Succession gaps
	☐ H  ☐ M  ☐ L
	 

	[Add other workforce risks]
	☐ H  ☐ M  ☐ L
	 


STAGE 5   Gap Analysis
Compare supply against demand to identify the gaps. Gaps can be in numbers (too few or too many people), skills (capability we do not currently have), or shape (the wrong mix or structure).
	Headcount Gaps
Where will we have too few or too many people?
	Skills Gaps
What capabilities will we lack?
	Structural Gaps
Is the shape / mix of the workforce right?

	 
	 
	 

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


STAGE 6   Action Plan
For each gap, decide how it will be closed. The classic workforce planning options are often summarised as the "Build, Buy, Borrow, Bind, Bounce" framework - develop existing people, recruit, use contingent labour, retain key people, or manage exits.
	Build
	Develop existing employees through training, coaching and stretch assignments to fill future skills gaps.

	Buy
	Recruit new talent externally where the skills cannot be developed internally in time.

	Borrow
	Use contractors, interim or contingent workers for short-term or specialist needs.

	Bind
	Retain and engage critical people and skills - retention strategies for key roles.

	Bounce
	Manage planned exits and restructuring where roles or skills are no longer needed.





	ACTION TO CLOSE THE GAP
	APPROACH
	OWNER
	TIMESCALE

	 
	☐ Build
☐ Buy
☐Borrow
☐ Bind
☐ Bounce
	 
	 

	
	☐ Build
☐ Buy
☐Borrow
☐ Bind
☐ Bounce
	 
	 

	
	☐ Build
☐ Buy
☐Borrow
☐ Bind
☐ Bounce
	 
	 

	
	☐ Build
☐ Buy
☐Borrow
☐ Bind
☐ Bounce
	
	

	 
	 
	 
	 


▪ How Will We Measure Success?
Define how the success of this workforce plan will be measured. Clear, measurable indicators allow progress to be tracked at each review and demonstrate the value of the plan. Examples to consider: reduced vacancy levels; improved retention; increased internal promotions; reduced skills gaps; improved succession readiness; increased workforce capability.
	SUCCESS MEASURE
	TARGET
	REVIEW POINT

	Reduced vacancy levels
	 
	 

	Improved retention / lower turnover
	 
	 

	Increased internal promotions
	 
	 

	Reduced skills gaps
	 
	 

	Improved succession readiness
	 
	 

	Increased workforce capability
	 
	 

	[Add other measures]
	 
	 



▪ Review and Governance

	PLAN OWNER 
	[Name and Role]

	REVIEW FREQUENCY 
	[e.g. Quarterly progress, annual full review]

	NEXT REVIEW DATE 
	[Date]

	LINKED TO HR STRATEGY?  
	☐ Yes      ☐ In development

	PREPARED BY  
	

	SIGNATURE  
	

	DATE  
	

	APPROVED BY  
	

	DATE  
	


 
For workforce planning, organisational design, talent strategy and succession planning support - contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
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