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Technology is disrupting every
aspect of business, not only
by transforming the products
and services sold, and the
way they are sold, but also
by dramatically reshaping
how employees work and the
nature of that work.
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Navigating your workforce into the future

W

orkforce demographics
are changing rapidly:
talent is becoming
scarcer, labor costs are
rising and, by 2020,
Millennials (born between
1980 and 1995) will account for more than
one-third of the global workforce.
None of these statements are new,
and disruption is top of mind for most
businesses, which means they need to
embrace disruption and change, while
remaining vigilant of the risks (see opposite:
“What stands in the way of businesses using
technology in the workplace?”). This article
dives deeper into how businesses can get
access to the talent they need and use
their workforce’s potential to get ahead.

In a business landscape
filled with uncertainty, how
do you plan your workforce
requirements of the future?
Traditional workforce planning considered
permanent employees and, at most, took
into account an organization’s contractors.
As we move to the new “gig economy,”1
the workforce will consist of a network of
employees, contractors, freelancers, robots,
partner businesses and even customers as
co-creators. The result is that workforce
planning takes on a whole new meaning and
will become more integrated with business
strategies than ever to before, particularly
as the rate with which jobs become obsolete
or irrelevant due to new technologies is
increasing rapidly. For example, the World
Economic Forum estimates that 5.1 million
jobs across 15 major economies will be lost
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What stands in the way of
businesses using technology in the
workplace?
The new skills and competencies needed
within business today are dependent
on the industry, the organization and
the product or service, but, in general,
there will be an increased demand for
more advanced skills. This means that
current legacy systems and processes
need to be redesigned to be able to
work together with new and disruptive
technologies, such as robotics, artificial
intelligence, cloud, mobile, social and

to disruptive labor market changes from
2015 to 2020.2 So how do you plan your
workforce if you don’t know what skills
you’ll need in three to five years’ time, and
who will be there to provide them to you?
By focusing on predictive analytics to
inform HR decision-making and thus moving
beyond the traditional historical lagging
indicators, talent could be managed more
proactively.3 This means viewing talent
management as a supply and demand
model in which all current and future
talent requirements from all parts of the
business are known, and supply is managed
internally through employee engagement
and wellbeing programs. External talent is
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big data. This is a serious challenge
that might hold some business back.
In addition, when implementing new
technologies, business also open
themselves up to a myriad of new types
of risks, such as privacy concerns and
cybersecurity threats. It is critical that
these are dealt with while implementing
new technologies, or the risk of exposure
to such threats could rise very quickly.

much harder to identify, but can be brought
into the business through marketing
campaigns where every employee is
used as a brand ambassador.

1.

EY defines the “gig economy” as an economy in which
nonemployee freelancers provide labor in temporary
assignments.

2.

World Economic Forum, The Future of Jobs Employment,
Skills and Workforce Strategy for the Fourth Industrial
Revolution, 2016, 3.weforum.org/docs/WEF_Future_of_
Jobs.pdf, accessed September 2016.

3.

EY, Partnering for performance — Part 2: the CFO and HR,
2014, ey.com/Publication/vwLUAssets/EY-Partnering-forperformance-the-CFO-and-HR/$FILE/EY-Partnering-forperformance-the-CFO-and-HR.pdf, accessed September 2016.
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Do you know what
talent and skill sets you
need in the near future?

Identifying and managing talent goes
beyond recruiting based on job openings
and "earmarking” the next person in
line as part of succession planning. It
means viewing the workforce as being
capable of more than just one thing and
seeing it as a pool of problem solvers
whose skills can be adapted to the future

How are you bringing
them in, and how
quickly?

Who are the people
you must retain in
your business? Why?

capability needs of the business. This
may mean looking beyond the bachelor's
degree many businesses have come to
rely upon, particularly as members of
the future workforce will experience a
number of careers over their lifetime
and work for even more employers than
what has been the norm up until now.

Employees are also not necessarily
looking for the rights that previous
generations have worked hard for. Going
forward, for example, a five-day work week
or paid time off might no longer be what
workers want.

Figure 1. Talent management as a supply and demand model

Demand inputs
• Annual operating plan
• Operational targets
• Planned business change
and projects
• Long-term strategic goals
• Changing customer demand
• Changing competitive
landscape
• Planned growth and
consolidation

Address capacity
requirements

Demand
forecast

Analyze
labor
supply and
demand gap

Supply inputs
• Current FTE and
productivity
• Turnover, sickness and
absence
• Skills availability
(internal and external)
• Changing staff
expectations (i.e., flexible
work, mobility and
generational differences)

• Plan recruitment
approach
• Develop retention plans
• Manage shifts and rosters
• Review and manage
workforce composition
and availability

Supply
forecast

Analyze
different
scenarios

Develop
workforce
plan

Address capability
requirements
• Job design
• Learning and
development
• Succession management
• Performance
management
• Strategic recruitment
• Employee engagement
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Leaders need to realize
what is required to
enable their entire
workforce, including
all contingent workers,
to flourish and step
into the future.

Figure 2. Planning the right workforce

Understand

Execute
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Gain visibility of your
internal talent pipeline
and demand

Assess the current usage
of existing technologies
in workforce planning

Understand how visible
you are online

Use proactive talent
sourcing methods to
secure top internal and
external talent

Improve your usage of
workforce analytics

Engage talent through
social media and build
your digital brand
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How do you upskill and reskill
a diverse workforce that is not
necessarily in the “office”?
The changes described so far also emphasize
the importance of fit-for-purpose learning
and development programs using the latest
technologies. Technological changes,
for example, the uptake of robotics and
artificial intelligence (AI) in the workplace,
will increase the need for advanced skills,
which can often be in short supply. The
majority of the new roles that will be
created between now and 2020 will have
a technological component and, according
to the World Economic Forum, there will be
three main types of workers who emerge
across job families in the next couple of
years (see Figure 3):4, 5
► Data analysts to help make sense
of all the data generated by
technological disruptions

► Specialized sales representatives
that can commercialize the newest
technologies and products

(using a game to accelerate learning) and
YouTube-style videos that show new and
exciting content in a bite-sized format.

► Senior managers who can
navigate their businesses through
transformation and change

New modes of learning are also needed
to help employees understand and accept
the upside of continuous change that
is part of today’s workplace. This might
include idea sprints to increase employee
engagement, two-way communication
through social media or taking a different
approach altogether (See: “Other ways of
learning”).

Our experience suggests that not everyone
can be trained or retrained. But for those
who can, we see a definite shift from the
traditional learning and communication
channels to one where a “menu” of
options are available for participants to
self-select from. We believe that the level
of engagement and behavioral change of
employees will be positively impacted by
the right selection of delivery channels.
If learning is specifically mapped to job
families and employee responsibilities, it will
be more effective. The variety of channels
that are available now are listed in Figure 4.
The most popular ones among our clients
are mobile learning through gamification

Figure 3. Job families
Job families with negative
employment outlook according to the
World Economic Forum 2016

Job families with a positive
employment outlook according to
the World Economic Forum 2016

Office and administrative

Business and financial operations

Manufacturing and production

Management

Construction and extraction

Computer and mathematical

Arts, design, entertainment, sports
and media

Architecture and engineering

Legal

Sales and related

Installation and maintenance

Education and training

4.

EY, Who holds the key to closing the skills gap, 2016,
ey.com/GL/en/Issues/Business-environment/EY-who-holdsthe-key-to-closing-the-skills-gap, accessed September 2016.

5.

World Economic Forum, The Future of Jobs Employment,
Skills and Workforce Strategy for the Fourth Industrial
Revolution, 2016, http://www3.weforum.org/docs/WEF_
Future_of_Jobs.pdf, accessed September 2016.
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Figure 4. Delivery channels available to train employees

Digital
poster

YouTube

Word of
mouth

Media

Internet
portal

Social media
campaign

Desk drop

Interactive
video

Telephony

Desk
“post-it”

Post

Menu of
options

Game

Apps

Virtual
instructorled training
(VILT)

Collateral
In-office
or branch
touchscreen

Screensaver

Video book
Desktop
avatar
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E-learning
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Podcasts
and
webcasts

E-briefing
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Is your current
learning curriculum
up to date?

Is your training
focused on the skills
needed in all your
(future) job families?

How are you
identifying talent that
needs to be reskilled?
How are you training
this talent now?

Other ways of learning
Internal internships and job rotation

Another example of flexible learning is upskilling our clients
through combined teaming. Increasingly, our clients feel
that they can execute parts of the projects we do with them,
so we have developed a “capability development framework”:
► Capability plans:
► We develop capability development plans, working
with individual team members, that are specific to the
development goals of the person.
► The plans identify the activities that we will undertake
to support their development and measures our
delivery to the goals set.
► Formal training:
► Together with a project team, we identify specific
areas for learning and development.
► We deliver training material customized to project
requirements and structure the training so that we
can provide the project team with an overview of
the relevant methodology, tools and techniques,
followed by how this applies to the specific project.

Team
capability
Pe
e

Formal traini
ng

Capability uplift through collaboration with EY

eve
lopment

On the flipside, goals are often more short term, and many
businesses may be hesitant to shift people to another team,
as it means decreased productivity at the start in order
to get them up to speed and integrated into the new team.

Capability plan
s
Co
d

An approach that has been around for some time is job rotations
or internal “internships.” Knowing what someone else is doing
on a daily basis can help employees understand more about the
business, inject the receiving team with some new insights and
benefit employees, in the long run, by keeping them motivated
and engaged.

r coaching

► Peer coaching:
► Each team member is paired with one of our peer
coaches at a similar level, who provides advice, insight
and challenges through one-on-one coaching sessions.
► These sessions are guided by the team member’s goals
and objectives from their capability development plan.
► Codevelopment of work products:
► After understanding the requirements of the project,
we help develop skeletons of key work products.
► We collaborate with the project team and provide input
ranging from high-level reviews all the way to detailed
cowriting and development of analyses or reports.
► The purpose is to obtain a high standard of project
outputs while providing learning opportunities and
ownership to the project team.

19

Volume 8 │ Issue 4

Providing insight and analysis for business professionals

Improve performance
Rapid profit transformation

Sale or fail
Ten dimensions of excellence

Cloud ERP
Myth or future?

This article is an extract from Performance, Volume 8, Issue 4, November 2016. The full journal is available at
ey.com/performance

If you could
outperform the
competition, what
would you aim for?

Navigating your workforce into the future

Starting the journey to more
mature workforce management
Workforce management incorporates the full
cycle of identifying, training and sustaining
the wider workforce. Some organizations
and teams may benefit from more advanced
workforce management practices, such as
modeling and strategic planning, whereas
for others, some simple analytics is enough.
Figure 5 depicts the four workforce
management maturity levels.
Leaders can easily determine at what
maturity level they are now by answering the
questions listed in Figure 5. Determining the

6.
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desired maturity level can be done by
looking at the characteristics of the current
team(s), their area or field, and identifying
what impact future changes may have on the
composition of the workforce. Although we
can only look so far ahead, our experience
shows that stronger workforce planning
capabilities and analytics can improve overall
business performance. Particularly as the
composition of the workforce will become
more complex, and advanced economies
are experiencing rising skill shortages
and supply and demand mismatches.6

OECD, Getting Skills Right: Assessing and Anticipating Changing
Skill Needs, 2016, dx.doi.org/10.1787/9789264252073-en,
accessed September 2016.
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Where to next?
The time is right to challenge traditional
models and conventional ways of interaction
between businesses and global talent, and
become more adaptive and responsive to
the changing needs of the market. To help
navigate the workforce into the future, a
first step is to identify the maturity level
of current workforce planning practices
within the organization. Which teams or
business units are standing out, and why?
Subsequently, leaders need to realize what
is required to enable their entire workforce,
including all contingent workers, to flourish
and step into the future. 
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Figure 5. Workforce management maturity
Level 4
Level 3
Level 2
Level 1
Basic workforce
planning
What personnel do you
have?
How can you retain them?

Workforce modeling

Basic workforce
planning
How productive are your
personnel?

What personnel do
you need to deliver
your current capability
requirements?

Strategic workforce
planning
What personnel do
you need to deliver
your future vision and
the associated service
models and activity?
How can you flex your
workforce to adapt to
changing circumstances to
deliver better outcomes?

Where are the productivity
opportunities?

Typical analysis and outcomes
► Simple forecasting
► Current capability
assessment
► Descriptive metrics,
e.g., head count by role
► Static data reporting
► Ad hoc hiring and firing

► Drivers of workforce
performance, using KPI
metrics and analysis
of cause and effect
relationships
► Segmentation of
workforce planning
► Sophisticated scenario
modeling and gap analysis

► Strategic implications
► Decision-support tools,
including:
► Labor cost-efficiency
analysis
► Quantitative productivity
analysis
► Capability and financial
modeling

► Evidence-based discussion
between operational and
HR leaders
► Reconciliation between
business strategy and
workforce strategy
► Qualitative talent-needs
analysis by workforce
segment
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