
Agile Workforce Planning





Agile Workforce Planning
How to align people with organizational strategy 

for improved performance

Adam Gibson



Publisher’s note
Every possible effort has been made to ensure that the information contained in this book is 
accurate at the time of going to press, and the publishers and authors cannot accept 
responsibility for any errors or omissions, however caused. No responsibility for loss or 
damage occasioned to any person acting, or refraining from action, as a result of the material 
in this publication can be accepted by the editor, the publisher or the authors.

First published in Great Britain and the United States in 2021 by Kogan Page Limited

Apart from any fair dealing for the purposes of research or private study, or criticism or review, as 
permitted under the Copyright, Designs and Patents Act 1988, this publication may only be repro-
duced, stored or transmitted, in any form or by any means, with the prior permission in writing of 
the publishers, or in the case of reprographic reproduction in accordance with the terms and 
licences issued by the CLA. Enquiries concerning reproduction outside these terms should be sent 
to the publishers at the undermentioned addresses:

2nd Floor, 45 Gee Street
London
EC1V 3RS
United Kingdom
www.koganpage.com

© Adam Gibson 2021

The right of Adam Gibson to be identified as the authors of this work has been asserted by him in 
accordance with the Copyright, Designs and Patents Act 1988.

ISBNs
Hardback	 978 1 78966 607 6
Paperback	978 1 78966 605 2
Ebook	 978 1 78966 606 9

British Library Cataloguing-in-Publication Data

A CIP record for this book is available from the British Library.

Library of Congress Cataloging-in-Publication Data

[*****]

Typeset by Hong Kong FIVE Workshop, Hong Kong
Print production managed by Jellyfish
Printed and bound by CPI Group (UK) Ltd, Croydon, CR0 4YY

122 W 27th St, 10th Floor
New York, NY 10001
USA

4737/23 Ansari Road
Daryaganj
New Delhi 110002
India



For Katy and Thomas





CONTENTS

Lists of figures and tables  xii

About the author  xiv

Foreword  xv

Preface  xvi

Acknowledgements  xvii

PART ONE

Introduction to workforce planning  1

01	 What is workforce planning?  3

Introduction  3

Three levels of the organization  3

Seven rights of workforce planning  5

Three horizons of workforce planning  14

Summary  17

References  17

02	 Evolution of workforce planning  20

Introduction  20

History  20

Evolution  21

Current state  25

Summary  27

References  27

03	 The value and limitations of workforce planning  30

Introduction  30

Value of workforce planning  30

Limitations of workforce planning  36

Summary  42

References  43



CONTENTSviii

04	 The agile approach  46

Introduction  46

Agile origins  47

Contemporary agile thinking  50

The principles of agile workforce planning  56

Six-stage agile workforce planning framework  59

Summary  61

References  62

PART TWO

Baseline  65

05	 Analysing the strategic context  67

Introduction  67

Types of organization  68

Strategic alignment  73

Environmental scanning  76

Summary  77

References  78

06	 Understanding the workforce  80

Introduction  80

Data gathering  81

Making assumptions  83

Workforce segmentation  85

Workforce analytics  92

Summary  94

References  95

07	 Gaining buy-in  97

Introduction  97

How are decisions made?  98

Stakeholder mapping  99

Engaging with stakeholders  101

Agree terms of reference  102

Summary  106

References  106



CONTENTS ix

PART THREE

Supply  109

08	 Understanding workforce evolution  111

Introduction  111

Organizational churn  111

Modelling and forecasting  114

The impact of megatrends  119

Workforce performance  124

Skill decay  128

Summary  129

References  130

PART FOUR

Demand  135

09	 The nature of demand  137

Introduction  137

What is demand?  138

Calculating demand  143

Summary  148

References  149

10	 Forecasting demand  150

Introduction  150

The impact of change  150

Changing demand trends  155

Quantitative methods  160

Qualitative methods  162

Determining the seven rights  165

Summary  169

References  169



CONTENTSx

PART FIVE

Gap analysis  175

11	 Establishing the gap  177

Introduction  177

Assessing the gap  177

The gap in the seven rights  181

Re-engaging stakeholders  185

Summary  189

References  190

PART SIX

Action plan  191

12	 The planning approach  193

Introduction  193

The seven Bs of action planning  194

Collaborating with key partners  197

Cost-benefit analysis  201

Summary  203

References  204

13	 Demand optimization  205

Introduction  205

Balance  206

Bot  232

Summary  240

References  241

14	 Talent management  248

Introduction  248

Buy  248

Build  259

Borrow  274

Bind  282

Bounce  289



CONTENTS xi

Summary  295

References  295

15	 Creating the plan  301

Introduction  301

Tasting the plan  301

Aspects of the plan  306

The plan of plans  309

Summary  311

References  311

PART SEVEN

Deliver  313

16	 Implementing the plan  315

Introduction  315

Managing a living plan  315

Embedding the process  321

Summary  324

References  324

PART EIGHT

Conclusion  327

17	 Becoming a workforce planning professional  329

Index  331



LIST OF FIGURES AND TABLES

FIGURES

Figure 1.1  Three levels of the organization  4

Figure 1.2  Seven rights of workforce planning  5

Figure 1.3  Three horizons of workforce planning  15

Figure 2.1  Harmonized unemployment rates 2005–2015, Source: 
OECD  24

Figure 3.1  The Global Goals for Sustainable Development, source: 
globalgoals.org  37

Figure 4.1  The waterfall chart, adapted from Royce (1970)  47

Figure 4.2  Principles of modern agile, source: modernagile.com  55

Figure 4.3  Agile workforce planning framework  60

Figure 5.1  Economic sectors  68

Figure 5.2  Strategic framework  73

Figure 6.1  Capability segmentation framework, adapted from Lepak and 
Snell (1999)  89

Figure 6.2  Gaussian and Paretian distributions of performance  90

Figure 6.3  Decomposition tree to analyse turnover  93

Figure 7.1  Example of RAPID® matrix for training change, adapted 
from Bain (2011)  99

Figure 7.2  Power vs interest stakeholder map, adapted from Mendelow 
(1981)  100

Figure 8.1  The organizational churn model  112

Figure 8.2  The workforce performance model  125

Figure 9.1  The input-output model of processes  138

Figure 9.2  Product of labour curves  144

Figure 11.1  Traditional and agile gap analyses  178

Figure 11.2  Scenario-based gap analysis  180

Figure 12.1  Workforce planning levers  195

Figure 13.1  Demand fluctuation against maintained supply  215

Figure 13.2  Time fences  217

Figure 13.3  The Greiner Curve, adapted from Greiner (1998)  218

Figure 13.4  Competing Values Framework, adapted from Cameron and 
Quinn (2011)  223



LIST OF FIGURES AND TABLES xiii

Figure 13.5  The PDCA cycle, adapted from Deming (1952)  226

Figure 14.1  Talent lakes, pools and streams  251

Figure 14.2  Speed to competence  262

Figure 14.3  The performance to value model  283

Figure 15.1  Strategic alignment of workforce plans  305

TABLES

Table 8.1  Transition Probability Matrix  116

Table 8.2  Retirement Model  118



ABOUT THE AUTHOR

Adam Gibson is a global leader in workforce planning, creator of the Agile 
Workforce Planning methodology and a popular keynote speaker. Having 
successfully implemented and transformed workforce planning and  
analytics in businesses across both the public and private sectors, he advises 
company executives on how to create a sustainable workforce that increases 
productivity and reduces cost. He has held senior roles in workforce plan-
ning, workforce analytics and talent management in PricewaterhouseCoopers, 
the Metropolitan Police and Capita. Prior to his current career in business, 
he served in the British Army as a commissioned officer in the infantry; he 
deployed on multiple operational tours, serving on the front lines of 
Afghanistan and Iraq, and received the Joint Commander’s Commendation 
in the 2007 Operational Honours and Awards.

Adam is Founder and Director of Agile Workforce Planning Ltd and 
leader of the Strategic Workforce Planning Faculty of the Chartered Institute 
of Personnel and Development (CIPD). He holds a Bachelor of Arts degree 
(with Honours) in Politics from the University of Sheffield and a Post-
Graduate Diploma in Strategic Management and Leadership from Stratford 
Business School. He is a Chartered Fellow of the Chartered Institute of 
Personnel and Development (Chartered FCIPD) and a Fellow of the 
Chartered Management Institute (FCMI).



FOREWORD

TO COME



PREFACE

Throughout my younger years I was fascinated by history. Perhaps it was 
the study, on three separate occasions (such was British education in the 
1990s), of German history between the two world wars that drove my inter-
est in political history. I was interested in the romantic and utopian notions 
of an ideal state of politics and of duty, espoused by Plato and Aristotle, 
concepts that would lead me into military service. Equally, I had an interest 
in realpolitik, the way things are, characterized by the likes of Thomas 
Hobbes and Niccolò Machiavelli. My career in the army was similarly  
demarcated: enemies were fought, and hearts and minds won, through real-
politik; however, conduct of the army was based on duty. I recall being on 
parade, early in my service, and we were addressed by a senior officer: do 
what you ought, not what you want. It was a phrase that stuck with me as 
all of us were directed through the use of terms such as should, will and 
must. They were phrases that worked; the military acted on those terms and 
were punished when they failed.

When I left the military, I found that much of the civilian world used the 
same phraseology: managers said that people should, processes said that 
people will, and leaders said that people must. Except, often people could 
not, would not and did not; and that is usually why plans take longer than 
expected, run over budget, or fail. The same has been true with workforce 
planning: either plans are based on organizations assuming people should, 
or plans themselves rely on an expectation that people will. As I have prac-
tised workforce planning, I have done so on a mantra I continue to preach: 
people can or they cannot, they will or they will not, they have or they have 
not: plan on that basis. The agile workforce planning approach has evolved 
out of a necessity of realpolitik, an approach that works rather than existing 
as an academic exercise.

I have written this book with the same things in mind: to be able to take 
those with an interest in businesses and the people within them, those with 
experience in workforce planning and those who may have never heard of 
it, and those from both junior and senior levels within organizations, and 
help us all create the workforce we need.
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