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PART I: WORKFORCE DEVELOPMENT PLANNING PROCESS 

During Steps 1–4 a series of instructions and worksheets guide you in gathering 

information about the workforce needs of the agency; scanning organizational, 

environmental, and community characteristics; and analyzing workforce supply 

and demand. The QUICK GUIDE below provides an overview summarizing each of 

the first four steps. 

 

QUICK GUIDE: OVERVIEW OF STEPS 1–41 
Step in the Workforce 

Planning Process 
Information Gathered 

(Inputs) 
Knowledge Gained 

(Outputs) 
Step 1. Identify Need: 
Organizational Assessment 

• Mission and vision statements 

• Core values statement 

• Strategic plan, program evaluations, or legislative audits 

• Newly funded grants, proposals, IV-Waivers  

• Relevant information about current programs 
and anticipated changes impacting agency 
direction 

 

Step 2. Gather Data: 
Environmental Assessment  
 

• Assessment of agency culture and climate 

• Job satisfaction, HR exit interviews 

• Funding increases and decreases 

• Legislative and policy changes 

• Characteristics of community and demographics 

• Emerging trends in demographics; immigration, net 
migration into/out of community 

• Factors impacting agency culture/climate and 
staff morale 

• Social trends and issues impacting community 

• Economic conditions impacting labor pool 
and workforce 

• Industry and generational shifts impacting 
agency and community 

Step 3. Analyze Workforce 
Supply and Demand 
 

Supply  

• Workforce levels 

• Demographic information 

• Hiring and turnover trends 
 
Demand 

• Agency program and budget plans 

• Analysis of jobs needed 

• Analysis of needed skills, knowledge, and competencies 

• Current workforce profile (number of staff, 
salary, educational level, skill assessment, 
classification, tenure, supervisory ratio, 
diversity) 

• Trends/predictors (turnover, retirement rates, 
replacement patterns) 

• Workforce skills inventory 

• Future workforce profile (types of jobs 
needed, number of staff needed and 
workload, staff skills and competencies 
needed) 

• Impact of technological advancements on 
future workforce 

Step 4. Identify Workforce 
Gaps 

Information Gathered and Summaries of: 

• Step 1: Organizational Assessment 

• Step 2: Environmental Assessment 

• Step 3: Workforce Supply and Demand  

• Overall workforce strengths 

• Overall workforce challenges and gaps 

Outcome: A Snapshot of Your Agency’s Workforce Planning and Assessment Results 

 

  

                                                

1 Adapted from Cornerstones for Kids. (2006). Workforce planning overview. Washington, DC: CPS Human Resources Services; 
National Child Welfare Workforce Institute. (2013). A comprehensive workforce strategy to advance child welfare outcomes. 
Albany, NY: Author. 
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Step 1. Identify Need: Organizational Assessment 

Review the information found in the case study: Demographics and Characteristics 

of Current Child Welfare Workforce, Agency, and Community. Examine the overall 

mission, vision, and purpose of the agency, current and anticipated program 

direction, and workforce implications.  

 

Based on the information available, what information is most useful to you?  

1. What does it tell you about your agency? 
2. What else do you need to know? For example, what are the critical gaps in information; what 

information is not available or missing? How will you obtain missing information and how you will 
best move forward in the interim? 
 

Step 2. Gather Data: Environmental Assessment  

Review the information found in the case study: Demographics and Characteristics 

of Current Child Welfare Workforce, Agency and Community. Scan the internal and 

external strengths, weaknesses, opportunities, and threats (SWOT) of the agency. 

This includes information about economic conditions and policy changes, social 

trends, challenges, and community strengths, for example, strong partnerships or 

economic growth and development. Demographic information about the 

community at large is also included.  

 

Based on the information that your team has assembled and reviewed, what does the information 
tell you about your agency and the internal and external factors impacting the workforce?  

1. What information is most useful?  

2. What does it tell you about your agency? 

3. What else do you need to know? For example, what information is not available or missing?  
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Step 3. Analyze Workforce Supply and Demand  

Review the information found in the case study: Demographics and Characteristics 

of Current Child Welfare Workforce, Agency, and Community. Supply information 

includes trends in staff turnover, past and projected rates of retirement and 

internal vacancies, and the demographic characteristics and makeup of the staff 

and labor force in the community. Information to inform demand includes 

implementation of a new practice model and anticipated workload, along with 

staff composition (education, knowledge, diverse skills, etc.).  

 

What does the information tell you about your agency and its current and future workforce (staff) 

supply and demand?  

1. What information is most useful to you?  

2. What does it tell you about your agency? 

3. What else do you need to know? For example, what are the critical gaps in information; what 

information is not available or missing? How will you obtain missing information and how you will 

best move forward in the interim?  

 

Step 4. Identify Workforce Gaps  

Review the information found in the case study: Demographics and Characteristics 

of Current Child Welfare Workforce, Agency, and Community. The comparison 

between the current workforce with the nature of the work and anticipated 

future direction and need leads to the identification of areas of unmet need in 

“human capital”—the “workforce gaps.” This step—a gap analysis—also points 

out racial or ethnic disparities or underrepresented social identity groups of the 

workforce. 
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Step 5. Close the Gaps: Explore Workforce Development Components 
and Selected Strategies 

The table provides guidance with examples (by no means exhaustive), about the workforce development 

components your team may explore first, depending upon the outcome of your gap analysis, your rating 

of the importance/significance of the information, and your overall agency Snapshot. 

EXPLORING THE WORKFORCE DEVELOPMENT COMPONENTS—WHERE DO WE BEGIN?* 
*The examples of factors that may be contributing to the gap are not intended to be exhaustive but are intended to 
help your team make some informed decisions about where to begin your exploration of the components. Your team 
should eventually explore all of the components and these are just a guide to get you started.  

If Step 1: Identify Need suggests that any of the 
following factors are contributing to the workforce gap:  

Alignment of the agency’s current or anticipated 
direction of programs with its vision, mission, and 
values. 

Anticipated changes in programs and direction of 
strategic planning 

Current and emerging demographic trends or patterns 
reflected in SACWIS or other MIS data that will impact 
programs 

Changes in leadership and/or organizational 
restructuring 

 

Then begin by exploring the following Workforce 
Development Component(s): 

Worksheet A: Vision, Mission, Values. 
Examine this component and consider 
strategies to align the agency’s vision, 
mission, and values with current or 
anticipated programs. 

Worksheet B: Leadership. Examine this component and 
explore leaders’ level of preparation and areas for 
professional development in creating an inclusive culture 
and leading a diverse workforce.  

Worksheet C: Job Analysis & Position Requirements and 
Worksheet G: Professional Development & Training. Examine 
these components and consider what areas of knowledge 
and skills are needed to recruit and prepare staff to deliver 
effective services.  

If Step 2: Gather Data suggests that the following 
factors are contributing to the workforce gap: 

Agency culture and climate and staff morale 

Budget conditions and funding levels 

Legislative changes and departmental initiatives 

Community demographics and characteristics and 
state/county/community demographic forecast 

Unique or emerging demographic trends; immigration 
patterns, influx of retirees, net migration patterns 

Social trends; health, mental health, substance abuse 

 

Then begin by exploring the following Workforce 
Development Component(s): 
 
Worksheet F: Incentives & Work 
Conditions and Worksheet H: 
Organizational Environment. Examine these 
components and consider internal and 
external factors that may be impacting the agency’s 
organizational health and staff morale. 

Worksheet I: Community Context. Examine this component 
and consider present and emerging community 
characteristics and social trends and their influence on the 
diversity, background, and expertise of the workforce.  

Worksheet J: Supervision & Performance Management. 
Examine this component to consider how well supervisors 
are developed and supported in their critical role of 
ensuring an effective, positive, and inclusive work 
environment. 
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If Step 3: Analyze Workforce Supply & Demand 
suggests that the following factors are contributing to 
the workforce gap: 

Supply 

Number and source of new employees 

Demographic characteristics and diversity of applicants 
and new hires 

Staffing patterns and caseload/workload 

Retention and turnover data 

Demand 

Overall number, type, characteristics, and skills of staff 
based upon current supply and anticipated future needs, 
including program direction, budget plans, and diversity 
of workforce 

 

Then begin your exploration with the following Workforce 
Development Component(s): 

Worksheet C: Job Analysis & Position 
Requirements and Worksheet D: 
Education & Professional Preparation. 
Examine these components and determine 
the sources of new hires and their “fit” with the 
requirements of the position and the needs of the agency 
and community. Explore how well and to what extent the 
agency partners with colleges and universities to recruit 
and support students’ transition to the workforce.  

Worksheet E: Recruitment, Screening, & Selection. Examine 
this component to assess the success of current 
recruitment, screening, and selection methods and 
consider alternative approaches to secure and retain a 
diverse, competent workforce.  

 

Workforce Development Component Worksheets 

Explore components of the Workforce Development Framework’s distinct but interrelated components. 

Each component includes: 

A definition of the desired outcome or condition that would reflect an agency’s success in functioning well 

within that component. 

 

Followed by two key questions informed by the gap analysis: 

1. How well is your agency doing in this area? 

2. What strategies should your agency consider to strengthen this component? 

 
Keep in mind: It is important to eventually explore ALL of the Workforce Development Components 

before developing an Action Plan because a single component or strategy is rarely sufficient to address 

workforce challenges and a comprehensive and integrated approach is more likely to lead to success that 

is sustainable.  
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Worksheet B. Explore Leadership 

What is the desired outcome or condition?  

Leaders at all levels reflect the vision, mission, values, and diversity of the agency and community, and 

model qualities and practices that support a healthy and inclusive agency climate and culture, 

champion diversity of the workforce, value and respect the points of view and perspectives of each 

member, and recognize their importance in contributing to positive outcomes for children, youth, and 

families.  

How well is your agency doing in this area?  

The following are example indicators of an agency’s level of performance in this area. For each indicator 

below, consider leadership at all levels and your agency’s overall performance, based on a scale of 

1 = Poor, 2 = Fair, 3 = Good  

Indicators of Agency Level of Performance Rating 
1 = Poor  
2 = Fair 
3 = Good 

Agency leaders actively solicit and listen to feedback and maintain open 
communication with staff, partners, and stakeholders.  

 

Leaders ensure that the diversity of the workforce and a culture of inclusion are 
integrated into every level of operations, decision making, and problem solving.  

 

Leaders inspire and foster team commitment and pride and tolerance of 
different perspectives and motivate team members and partners to accomplish 
shared goals.  

 

Leaders hold selves and others accountable; set high standards of performance 
and model expectations for others.  

 

Leaders develop networks and collaborate across boundaries to develop strategic relationships build 
consensus, and achieve common goals.  

Notes/Comments:  

 

What strategies should your agency consider to strengthen this component? 

The following examples include promising or effective strategies designed to address workforce gaps 
impacting an agency.  

 

 

 

http://www.ncwwi.org/files/Organizational_Leadership_1pager_17.pdf
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For each strategy:  
First, consider and note in the table below: A = Agency Already Engaged, B2 = Interested in the Strategy, 

C = Not Applicable (NA) or Not Interested At This Time (NI) 

 

Next, consider how difficult it would be for you and your team to work within the agency or with partners 

to implement or strengthen its performance based on 1 = Readily doable, 2 = Feasible but will take some 

effort, and 3 = Difficult 

 

Examples of Promising or Effective 
Strategies  

Implementation 
A = already engaged  
B = interested 
C = NA or NI 

Level of Difficulty 
1 = readily doable 
2 = feasible with effort 
3 = difficult 

Strengthen leadership and management through a 
career ladder that includes selection procedures 
that result in diversity and inclusion.  

  

Offer ongoing professional development 
opportunities for leaders at all levels through 
activities such as training, coaching, and mentoring, 
as well as investing in their licensures and 
certifications. 

  

Provide orientation to new agency administrators 
and managers about approaches to developing and 
sustaining an inclusive workplace and diverse child 
welfare workforce. 

  

Build a leadership pipeline by creating equitable 
career progression opportunities for frontline staff. 

  

Other strategies? Go to MyNCWWI for additional 
strategies, resources, & tools. 

  

Notes/Comments:  

 

 

 

 

                                                

2 List or summarize (in Notes/Comments) any strategies that you already have in place and consider how to build on what’s 
working well. 

https://www.tribalinformationexchange.org/index.php/strengthen-your-agency/management-and-leadership-skills
http://toolkit.ncwwi.org/index.html
http://www.aecf.org/resources/race-matters-toolkit-users-guide/
http://www.aecf.org/resources/race-matters-toolkit-users-guide/
http://www.aecf.org/resources/race-matters-toolkit-users-guide/
http://ncwwi.org/files/Leadership_and_Management/NSDTA_journal_-_Special_Issue_on_Leadership_Development.pdf#page=10
http://ncwwi.org/index.php/resource-library-search/resource-topics/leadership-and-management
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Worksheet H. Explore Organizational Environment 

What is the desired outcome or condition?  

Staff at all levels experience an inclusive organizational climate that focuses on building and promoting 

positive, solution-focused, and outcome-oriented agency culture. Diversity of the workforce, diverse 

points of view, new ideas, and teamwork are encouraged and valued. 

How well is your agency doing in this area?  

The following are example indicators of an agency’s level of performance in this area. For each indicator 

below, consider and discuss the extent to which you think your agency’s policies and structures promote 

your agency’s overall performance, based on a scale of 1 = Poor, 2 = Fair, 3 = Good  

 

Indicators of Agency Level of Performance Rating 
1 = Poor  
2 = Fair 
3 = Good 

Agency climate and culture positively impact staff morale, individual 
performance, and agency functioning. 

 

Within the organizational climate, all individuals feel valued and a diversity of 
perspectives is respected and necessary.  

 

There is a climate of inclusion and the diversity of staff and viewpoints are 
championed. 

 

Staff feel safe to express diverse points of view and respectfully disagree with 
one another, regardless of position within the agency.  

 

Notes/Comments:  

 

 

What strategies should your agency consider to strengthen this component? 

The following examples include promising or effective strategies designed to address workforce gaps 

impacting an agency.  

  

http://www.ncwwi.org/files/Organizational_Climate_Intervention_1pager_6.pdf
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For each strategy: 

First consider and note in the table below: A = Agency Already Engaged, B = Interested in the Strategy, 
C = Not Applicable (NA) or Not Interested at This Time (NI) 
 
Next consider how difficult it would be for you and your team to work within the agency or with partners 
to implement or strengthen its performance based on 1 = Readily Doable, 2 = Feasible but will take some 
effort, and 3 = Difficult 

 

Promising or Effective Strategies  Implementation 
A = already 
engaged  
B = interested 
C = NA or NI 

Level of Difficulty 
1 = readily doable 
2 = feasible with effort 
3 = difficult 

Conduct a rigorous, structured, agency self-
assessment exploring staff perceptions (examine by 
race, ethnicity, age, gender, and position level) and 
identify organizational health factors that contribute 
to or impede a positive and constructive 
organizational culture and climate.  

  

Use and monitor assessment results to maintain or 
improve and sustain qualities of organizational 
health.  

  

Practice inclusive and distributive leadership by 
engaging diverse staff and points of view at all levels 
in decision making and program solving. 

  

Examine and provide supports that may be unique to 
the needs of students, newly hired, and tenured staff 
to model how the agency values staff as its primary 
resource in providing services.  

  

Develop metrics and analyze the data to consider the 
cost to the agency and the impact of staff turnover 
on client outcomes.  

  

Other strategies? Go to MyNCWWI for additional 
strategies, resources, & tools. 

  

Notes/Comments:  

 

  

http://ncwwi.org/files/Org_Environment/COHA_Scales_Summary.pdf
http://ncwwi.org/files/Org_Environment/Exploring_Diversity_-_Race_and_Culture_in_the_Inclusive_Workplace.pdf
http://ncwwi.org/files/Retention/Calculating_the_cost_of_Employee_Turnover.pdf
http://ncwwi.org/index.php/resource-library-search/resource-topics/organizational-environment
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Step 5. Prioritizing  

Your team has now completed a series of steps to guide you through a Workforce Development Planning 

Process, highlighting any gaps between the current workforce and the workforce your agency will need in 

the future. You have also explored each of the components of the Workforce Development Framework 

and considered potential strategies.  

Based upon all of the information that you’ve gathered and considered, your completed summary and 

assessments, and your responses to the questions above, prioritize the Workforce Development 

Components. What components are most relevant and/or important for your action planning? Consider 

your agency’s capacity to implement one or more strategies, resource or staff time and costs, and 

leadership commitment.  


