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18000 
 
Number of employees covered by the initiative if applicable: 
 
2100 
 

 
Workforce Planning, Talent Management & Succession Planning in Warwickshire – future 
proofing the workforce 
 
The challenge (diagnosing why we needed to act) 
 
In 2012, customer feedback on the HR Business Partner for the Resources Group role was poor, 
perceptions were that the role added little value to business strategy and in general HR staff were 
seen as “complicators” and policy police. We had huge financial savings to make and no 
understanding of how to maintain performance whilst reducing costs. The natural response would 
be to focus on piecemeal salami slicing and individual savings plans. I chose to focus on 
conceptual implementation of a new approach to workforce planning, talent management and 
succession planning. 
 
Warwickshire County Council faced the same challenges as most other Local Authorities. These 
being: 
 

• £92m savings by 2018 

• 627 posts to be lost by 2018 

• 1549 posts lost between 2010 and 2014 

• Increasing demand and reducing supply 

• Staff survey results in 2012 showed we weren’t capitalising on our talent 
 
In addition to the corporate picture, on 5th January 2013 (my first day) I discovered that my 
customer group (Resources) had a number of issues, these being: 
 

• Workforce planning was seen as a laborious process owned by HR 

• Talent management didn’t exist, people were given opportunities if they shouted loud 

• Succession planning was ad-hoc and not evidence based 

• Staff survey results were mixed and there was no real action planning 

• 56% of leavers leaving us under 5 years mainly due to a lack of opportunities 
 
I immediately initiated a project to simplify our approach to the whole workforce planning space 
and created a brand new, bespoke approach which brought together financial drivers, 
organisational design, talent management and succession planning.    
 
Building the design (how we went about co-creating the solution) 
 
My customer groupings are incredibly diverse and as such any solution needed to have the key 
stakeholders on board. I identified key managers who had specific urgent drivers around reducing 
their headcount whilst needing to retain the best staff and spent time really understanding what 
good would look like for them.  
 
I then built a model for workforce planning, which went back to basics and asked managers to 
focus on 2 simple factors: 
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1. Workforce numbers  
2. Workforce characteristics  

 
This simplified approach (which of course used the standard, demand, supply, gap, plan cycle) 
enabled my managers to use a range of tools and techniques to identify where to focus their 
efforts to gain maximum impact, either in terms of the numbers of staff they predicted they’d need 
or the talent profile, skills, competencies and succession plans they needed to have in place. 
 
 
 
 
 
Delivering the concept (what we did) 
 
I used an agile development approach to build and roll out the new model using viral change. 
This was a fundamental shift in thinking in Warwickshire, moving away from the risk averse 
nature of creating a perfect product to launch across the organisation to a position of 
experimentation and phased development. 
 
I met with over 50 managers on a 1:1 basis over the space of 2 months during the summer of 
2013, talking to each about how they could reduce their headcount, maximise their talent and 
mitigate against the risks of succession gaps. These managers became the carriers of the viral 
change process, spreading the word throughout the rest of the customer group to a point where I 
set up specific workshops to build up a set of strategic workforce plans.  
 
I set up specific demand sessions (3 hours), supply sessions (3 hours) and gap mitigation 
sessions (3 hours) with each of the 7 business units (63 hours in total) where I led the business 
units to diagnose the future and the perceived issues before designing a suite of interventions for 
implementation within each business unit. We then evaluated using a simple “did it work” session 
before re-entering the cycle for the second time in Summer 2014. 
 
 

 
 
Each of my 7 Directors now have specific, bespoke workforce plans for their business units which 
were authored by the service rather than by HR. 
 
The impact (proving we had made a difference) 

Diagnosis

Design

Deliver

Did it 
work
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We are now in to the second cycle of workforce planning, and have evaluated the successes to 
date. The impact of the work is detailed below alongside a testimonial from one of the senior 
customers. 
 
As of 16th February 2015 the Resources Group: 

• Has a workforce planning framework which clearly links Talent Management & 
Succession planning.  

• Thinking around workforce planning, talent and succession is embedded which means 
that processes are used and all managers are engaged.  

• We have 110 less staff at the same time that our talent pool has increased from 30% in 
2013 to 35% in 2014. 

• Our problem staff are getting fewer 7% to 3%. 
• All areas are delivering their strategic workforce plans. 
• There is far more joined up working across the 7 areas. 
• There are tangible improvements in the staff survey (detailed below) 
• We now have strengths based coaching in place to support talent development, again 

this has been implemented on a viral basis starting with 3 key people it quickly grown to 
105 people in 2 weeks. 

• Since implementing the talent approaches as part of workforce planning our Service 
Manager cohort (39 senior managers) has seen significant development with 7 managers 
successfully gaining promotions and 4 managers successfully expanded their 
responsibility areas.  

 
In addition, we have cross referenced our approach to workforce planning, talent management 
and succession planning with our 2014 staff survey. We found that the increases in the 
Resources Group were significantly higher than the rest of the Council proving that the approach 
to talent management is valued by staff and impactful for the business units. 
 

Question Increase in 
customer 
group 

Average 
increase 
across the 
rest of 
Council 

Difference 

My work gives me a feeling of personal 
accomplishment  

+6.4% -2.3% +8.7% 

My job makes good use of my skills and 
abilities  

+3.3% -1.7% +5.0% 

I am given a real opportunity to develop 
my skills  

6.4% -2.7% +9.1% 

I believe I have the opportunity for 
personal development and growth whilst at 
work  

5.5% +0.9% +4.6% 

 
 

Finally, the implementation of the new approach to workforce planning, talent management and 
succession planning has significantly increased the perception of the HRBP role. This has been 
evidenced by significant increases in customer satisfaction surveys, active inclusion in strategic 
decision making within the group and membership of Director level management meetings.  
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Directors now own and develop their workforce more effectively with over 1200 staff tracked on 
talent profiles, bespoke talent management plans are in place and relevant succession planning 
support the delivery of business plans. 

 
Endorsement – Tonino Ciuffini – CIO Warwickshire County Council 

 
As Craig has outlined above, his enthusiastic, structured, but pragmatic approach has 
revolutionised the way that Workforce Planning and Talent Management is viewed within my 
service. It has led to a more rigorous adoption of these important areas within our business 
planning and indeed every day service management. His business focused approach to his HR 
Business Partner role, combined with his passionate, evidence based and knowledgeable 
presentation of tools and approaches is already delivering improvements to our service, and will 
help position us for the service challenges ahead. 

 


