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It is not easy to balance the short and long term, make projections based on limited data, and manage different stakeholder needs.

A P P R O A C H

Determine your objectives and what tradeoffs you’re willing to make
Which of your previous expectations need to be rethought?  What capabilities, relationships and assets are now important? What new providers, companies, business models and 
eco-systems might emerge and are we positioned well?

Collect business and workforce metrics to model workforce and spend scenarios
Collect data on our clients, our people and our financials
Establish scenario parameters – length of lockdown (levels), length of business adjustment

Identify the right workforce levers to pull and communicate them with compassion
Collect data from our people on their preferences 
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A P P R O A C H

Organisations are facing a number of challenges to answering complicated and connected questions in relation to the expected shift in supply and 
demand of the workforce, given the uncertain and rapidly changing environment. 

Business Challenges

Business Enablers

End-to-end supply 
chain

Workforce and 
Talent

Customer 
interaction and 

service management

Financial continuity 
and working capital 

management 

Integrated decision 
centre

Technology and 
digital enablement 

Strategy, scenarios 
and policies

What are our geographic 

implications and decisions?

What lens should we take to 

Corporate Social Responsibility?

Is our Business strategy/ BCP fit 

for purpose?

Have we made strategic 

assumptions regarding COVID-19 

(e.g. remain 8 weeks at level 4)? 

Do we have up-to-date People 

Analytics and Data?

Our Approach- Demand & Supply

Which existing products or services will 

experience a change in demand?

What additional products or services 

do our customers need?

How will our customer service channels 

change?

What is the 

expected change 

in customer 

demand over the 

short, medium 

and long term?

What does our 

workforce look like 

now, and how will 

it change over the 

short, medium 

and long term?

How many people will be able to work, 

and over what time period?

What transferable skills does our 

workforce posses?

How do we configure our workforce to 

adjust to rapidly changing demand?

The right balance?Workforce Demand Workforce Supply
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A P P R O A C H

Consider culture & brand, time horizon optimisation, market value, retention of key talent, business disruption & knowledge transfer, fairness of impact, and any 
other considerations specific to the organisation’s location, industry, etc.

Ongoing: Workforce 
Management Tensions

Craft a crisis narrative that is compassionate and transparent; align leaders to the narrative and ensure they are engaging regularly with the workforce; transition 
the workforce in an optimised and consistent manner; share updates as they arise

Ongoing: Workforce 
Transition & Comms
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Design & 
Selection

Based on labour cost optimisation decisions made from the above, plug decisions into a workforce planning model and conduct organisation design; conduct employee 
selection based on selection principles; conduct workforce transition

Segmentation & 
Baseline

• Full time vs. part time

• On- vs. off-balance sheet

• Business unit

• Job family

• Manager vs. staff

• Exempt vs. non-exempt

• Location

• Demographics

Modeling Metrics • Volume to worker
• Revenue to back office

• Skill availability / overlap
• Spend per worker

• Employee engagement
• Safety/Wellness

• Retention
• Worker preference

Mobilising a “Workforce Command Centre” is important to organise and drive forward this process in a dynamically changing environment.

Workforce 
Management 

Options

Workforce Arrangements:

• Early retirement window

• Re-allocate talent to critical segments

• Ramp up areas for growth

• Shift to part-time/ change of hours e.g. 
working 80%

• Leave e.g. leave balances, sick leave 
scenarios, forced holidays

• Secondments (cohort of like roles, cross 
sector, within business or individual level)

• Roles that can be done remotely vs on-site

Restructuring:

• Redundancy cost 

• Skills required for the future

• Sequencing and forecasting of 
workforce

Spend Optimisation:

• Income modelling

• Defer bonus payouts

• Reduce or freeze employee benefits

• Reassess workforce programs

• Disconnect budgets to prior year 
spending

Wage Subsidy Implications:

• Income modelling e.g. 80% or lower 
if agreed 

• Role based and business unit 
scenario planning 

• 12 week view and planning beyond 

Training and Skills:

• Up skill for the future

• Identify transferable skills for 
immediate redeployment

Redeployment:

• (Into the market or internally)

• Workforce segments prioritised for 
redeployment 

Business Metrics: Workforce Sentiment & Needs:
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At a time of great stress for your people and their communities, proactive, authentic, and transparent communications are incredibly important.

M A K I N G  I T  R E A L

Authentic
Your messages should express your core values. Communicate in a 
human voice. Stakeholders should hear from the source. This is even 
more important in the case of workforce reductions.

Tailored
Messages are strategically planned and tailored to ensure the 
audience is receiving the information at an ideal time through the most 
appropriate channel. 

Transparent
Especially when the news is bad, transparency can earn trust. Tell your 
stakeholders what you know when you know it—and what you 
don’t. You’re stronger when you release information on your own terms.

Creative
Create compelling content to reach more stakeholders. Create well-

crafted messages, strong video, insightful infographics and intelligent 
content. Avoid jargon.

Fast
Act with speed to fill the information vacuum. Delays may look like you 
are hiding something. When sharing rapidly, you have a much greater 

chance of shaping the narrative.

Agile
Create and shape content quickly to respond to the cascade of events. 
Keep messages brief and refer to experts. Provide relevant information 

or a call to action. 

1

Form a small 
communications 
response team to 
enable agility and 

speed. 

2

Identify stakeholders 
and target audiences

and the best channels for 
each audience.

3

Identify your 
spokesperson – the 

leader who will be the 
face and voice of comms.

4

Identify the trustworthy 
information sources to 
be used throughout your 
efforts. Track media for 

sentiment.

5

Write your narrative, 
talking points and 

scripts for immediate 
communications.

6

Create a risk plan with 
levers to pull for a 
variety of outcomes 

including draft messages 
for each scenario.

7

Using the information 
collected in actions 1-6, 

create a communication 
plan to deliver the 
custom approach.
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In order to begin any modeling, it is important to align on how the workforce will be segmented for scenario planning and how costs will be measured.

W O R K F O R C E  S C E N A R I O  M O D E L I N G

Collect all relevant 
headcount and workforce 
spend data

Allocate cost / volume 
targets as needed (for 
reduction or growth)

Create a cost baseline 
that can be used for 
scenario planning

• Consider segments of the 
workforce that will be 
impacted differently, whose 
costs will be rolled up 
differently, or whose ROI 
metrics differ significantly

• Sample fields include:

• Employee type

• Worker type

• Function/BU

• Manager vs. IC

• Location

• How are costs being broken 
out throughout the 
organisation? Are they?

• Will there be synergy 
targets? For the whole 
organisation, functions, etc.?

• What is the timeframe?

• In non-crisis conditions (e.g., 
integration, business 
transformation), a usual 
time frame is three years; 
this may not be the case

• How is cost being measured?

• Some combination of annual 
compensation, short-term 
incentives, long-term 
incentives, fringe, employee 
expenses, etc. 

• Run rate vs. actual costs

• Headcount only or also non-
headcount cost (e.g., elective 
programs, technology, etc.)

• Combine baseline data into a 
single source of truth
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A single source of truth for all workforce investments, enhanced by an understanding of workforce sentiment, is critical to effective scenario modeling.

W O R K F O R C E  S C E N A R I O  M O D E L I N G

Business Metrics
Metrics necessary to understand complete picture of 
workforce spend and enable workforce planning

• Define value drivers and demand factors, such as 
retention/attrition, financial results, market demand, HR 
spend, and workforce engagement

• Consider which metrics are important drivers for different 
parts of the workforce (e.g., front office vs. back office, 
full-time vs. part-time, etc.)

• Build out an easy-to-understand data visualisation
dashboard highlighting the key workforce investments, 
broken out by BU/vertical/geography/employee type/etc.

Workforce Sentiment & Needs
Results of human insights survey to understand the top of 
mind concerns of the workforce

• Conduct an insights/preferences survey to identify and 
rank top workforce concerns

• Understand your workforce’s greatest fears and 
challenges in order to consider the voice of your 
workforce as they manage changes in their personal and 
professional lives in this unprecedented climate

• Combine with business metrics to allow your 
organisation to make data-driven strategic decisions that 
benefit your bottom line and your people
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No matter how your organisation is adapting to COVID-19, access to the right talent in the right place at the right time is critical to short- and long-term success.

W O R K F O R C E  S C E N A R I O  M O D E L I N G

During business-as-usual, 73% of leaders experience 
talent shortfalls leading to missed business objectives 
as a result of poor workforce planning

COVID-19 is creating an urgent need to re-evaluate 
short- and long-term strategic objectives, whether 
that be growth, sustainability, or a combination

• Based on the business metrics defined 
previously, organisations must determine 
whether to downsize, furlough, ramp-up, 
reallocate job responsibilities, or shift 
workforce across the talent continuum

• Regardless of a workforce ramp-up or ramp-
down, it is imperative to align business 
objectives, talent strategy, and financial 
targets

• To determine direction, consider evaluating the 
relevant impact by individual job segments / 
talent pools based on COVID-19 impact

• Define business strategy and targets to sustain or grow operations and articulate 
key outcomes to deliver to customers

• Determine skills and jobs required to deliver on short-term and long-term work

• Forecast skill and job trends in the market based on strategic decisions

• When ramping up:
• Model internal / external supply and demand based relevant drivers
• Determine talent access plan and impact across talent management lifecycle

• When ramping down:
• Identify areas and scale of workforce reduction
• Assess re-allocating work and shifting workers across the talent continuum
• While ramping down, consider restructuring orgs to increase efficiencies

Balance cost-cutting with planning for jobs required to deliver valueOrganisations are at an inflection point
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Evaluate workforce spend to develop a strategy that supports immediate liquidity and business continuation while supporting critical workers.

W O R K F O R C E  S C E N A R I O  M O D E L I N G

Spend optimisation option Outcomes Considerations

Compensation and/or merit 
freezes or reductions

• Freezes or reductions will have minimal impact on 
employee’s ‘take home’ compensation 

• Executive salary reductions alone will have immediate 
impact on cost savings 

• May create internal equity issues if consistent 
methodology is not applied 

• Employee promotions might be viewed as less attractive 

Bonus payout reductions and/or 
deferrals 

• Significantly impacts cost savings target

• Executive group will be less impacted by deferral and/or 
reductions

• Immediately impacts employee’s ‘take home’ 
compensation 

• Reductions could send wrong message to key workforce 

Employee benefit reductions 
and/or deferrals 

• Doesn’t immediately impact employee’s ‘take home’ 
compensation 

• Employees can potentially offset difference through 
increasing contribution levels 

• Reduced match plus market volatility could have 
compounding impact of employee balance 

• Could impact near term retirement employees more than 
others

Reassess workforce investments 
(e.g., learning, programs, etc.)

• Reprioritising workforce investments has minimal 
financial impact on workers

• Some existing programs might feel especially critical to 
workers during a difficult time

To determine the right spend optimisation approach for your organisation, evaluate workforce spend data by compensation element and            
business metrics to determine the set of reduction options that aligns to short-term financial targets
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Organisations are going above and beyond in investing in and supporting their existing workforces. Below are some of the more compelling examples. 

W O R K F O R C E  S C E N A R I O  M O D E L I N G

Determine your objective 
and your target 
population(s)

Develop a budget, 
understand employee 
sentiment

Implement actions and/or 
larger programs and 
measure impact

May be narrow (financially 
support a segment of the 
workforce), or broad (support the 
surrounding community) 

Is there a budget? What will 
provide the maximum ROI based 
on the concerns of your 
workforce?

Take action, carefully craft 
communications to achieve 
highest impact.

Suspend performance 
management

Cash stipends

Cash stipends for use 
within community

Increase wages

Enhance leave policies

Lower Spend / Impact Higher Spend / Impact

Commit to paying wages 
regardless of hours worked

Relax time-off policy Small business grants

Creative Actions in the Market:

Outplace furloughed 
workers

Provide part-time choices

Accelerate vesting 
of equity
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As you make changes, think about how short-term decisions might support longer term objectives and accelerate recovery and future growth.  

Organisation Design Talent Selection Workforce Transition

• Determine the right organisational 
structure to support the go-forward 
workforce scenario

• Develop an iterative org design 
process that allows for multiple 
phases throughout this crisis

• Design for organisational agility in 
order to build resilience

• Design legally sound talent 
selection processes and principles

• Identify open positions and assess 
and select talent for critical and 
urgent open positions

• Leverage upskilling, reskilling, 
and redeployment of existing 
talent where possible

• Optimise the use of country-
specific regulatory incentives 

• Implement creative workforce 
sharing arrangements and fast 
reskilling and upskilling options

• Transition the workforce with 
compassion and ensure 
expectations are clear throughout

Think beyond the current 
organisational structure to 
manage through the crisis

Think beyond incumbent 
job titles as you decide 
how to deploy people

Consider all options as 
you implement workforce 
transition decisions

While full scale organisational design is not viable in the near term, challenging orthodoxies about your organisation and talent will help manage 
through the crisis and the lessons learned can be a starting point to create a more resilient and agile organisation in the future.
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D O W N  T H E  R O A D

W O R K P L A C EW O R K F O R C E

W O R K

The context and environment in which work is 
done including physical design and technologies, 
collaboration, culture, and workforce preferences

The combination of skills, talent options (such as 
FTEs, contractors, gig workers, crowd sourcing), 

jobs and teams to perform the work

The activities performed and technology applied 
to produce work outcomes and create value

Value of Work Outcomes of Work Tasks/Process Technology

CultureGeographic Location Physical Design Virtual CollaborationSkills Human Capabilities Talent Options Jobs

Adjustments can span the 

work that gets done, the 

workforce that does the 

work, and the workplace in 

which that work is done. 

This approach focuses on 

the workforce, but there 

are other levers to pull.

Changes should take place in consideration of the broader workforce transformation journey – what does workforce strategy look like when the worst is past?
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L E S S O N S  L E A R N E D

Bridge the gap between short and long term planning.
Act fast to address immediate concerns, but create the infrastructure and the tracking mechanisms to enable longer-term planning and iterative 
measurement when the time is right.

Design first, select second.
Leaders face the temptation to design the future state with specific people in mind, rather than identifying critical needs and then selecting the 
right people. This raises both potential legal issues and sub-optimal workforce design.

Manage to both headcount and costs.
Throughout the process, continue to define your baseline/targets in terms of both headcount and cost. The talent selection process tends to lend 
itself to selecting the most expensive talent as they look to find the strongest candidates. As selection decisions are made, cost “actuals”.

Plan ahead for global employment complexities.
One of the most complex aspects of managing through crisis is staying compliant with local employment regulations and regulatory changes. Be 
proactive and leave flexibility in your timeline to deal with the potential delays brought on by global employment complexities.

Be creative.
Some situations – like these – are unprecedented. Workforce solutions will not be one-size-fits-all. Consider how to balance business and human 
priorities, sense from your workforce what they are looking for from their employer, and be open to non-traditional solutions.
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Understand the issues that are important to your workforce and the challenges that they are facing right now

M O D E L I N G  M E T R I C S

Survey Details and Overview

 The 5-minute survey asks employees to identify the 

potential concerns and challenges they are facing today; 

identifies the rank order of concerns and magnitude of 

impact

 The survey is optimised for mobile devices so it can be 

taken on phones, tablets, kiosks, etc. 

 Findings from the data can be used to influence 

communications, prioritise programs, and inform 

decisions around how to effectively support the 

workforce in these challenging times. 

Communication Toolkit Survey Link Workforce Results

 A communication toolkit (including email templates, 

survey FAQs, and leader talking points) is 

distributed to you as part of the engagement and 

provides guidance on how to engage the workforce

Contracting COVID-19 (me and/or someone in my family)

Education / impact to schools (for me or my children)

Effectively working at home

Fear of going in public (maintaining social distancing)

Fitness (impact to sports leagues / gym memberships)

Having to be physically present at my place of work

Impact to my career and future job opportunities

Impact to retirement (timing, ability, etc.)

Job security (for me and/or my partner)

Keeping up with bills (credit card, mortgage, loans, etc.)

Long-term economic impact

Mental health (for myself & loved ones)

Isolation and staying connected to family and friends

Taxes / Ability to pay or get a refund 
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Creating a diagnostic tool to analyse all-in workforce investment through a single and consolidated set of data allows for a “common understanding” of the 
workforce investment and will facilitate collaboration across the C-suite to make strategic decisions to maximise ROI on workforce spend.

M O D E L I N G  M E T R I C S

Put all of your workforce spend into one 
interactive tool, enabling your organisation 
to clearly tie people investment to value.

This Balance Sheet perspective will help shift 
the view on workforce spend from a cost 
center to an investment. 

Creating strategies to maximise ROI on 
workforce spend can be easily visualised by 
utilising a Balance Sheet dashboard for 
analyses such as:

• Cost Reduction: Eliminate wasteful elements of 
workforce spend

• Program Optimisation: Reallocation of spend 
through reduction of programs that drive minimal 
value and investment in high-impact programs

• Strategic Investment: Leveraging business 
strategy and market conditions to inform future 
workforce investments

General 

Ledger
HRISPayrollProcurement

Utilising various Human Capital Balance Sheet dashboards, organisations can combine 

multiple discrete data sources to gain insights and solve their workforce challenges.  

Diagnostic
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A C C E L E R A T O R S

Visualise the future 
organisation within 
customised parameters

Model various scenarios live 
and understand their impact 
on the organisation

Analyse potential designs 
and synergy impacts by 
function, region, etc.

Capture design and selection 
decisions live and export to 
synergy models and HRIS

CognitivePersonnel

Org accelerators allow for real-time visualisation and analysis of consolidated data, which facilitates better decision-making with senior leadership and streamlined 

accountability and cost analysis
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A C C E L E R A T O R S

In today’s fast 
paced and 
constantly 
disrupted world, 
you need to 
know, not guess 
when making 
decisions about 
your workforce.

Organisations with the best 
people analytics functions 
see

The Human Capital Platform 
Analytics Suite provides confidence 
in data driven decision making 
with a holistic approach combining 
the right people, the right 
practices, and the right platform to 
predict trends, extract insights and 
quickly deliver results – in weeks, 
not years.

96%

Accelerate the 
impact of HR and 
business analytics 

while helping 
improve internal 

capabilities.

Our functional experts become an extension of your 
team. Experts well versed in identifying business 
needs will support findings and take action.

People

Practices
Use outcome based 
predictive models to 
drive results against 
common business 
challenges and 
accelerate time 
to impact.

Diversity and 
inclusion 

Retention

Future of 
work and 
planning

Talent 
acquisition 
and staffing

All your workforce data 
in one place, providing 
secured access to
insights, exploration, and 

analytics.  A real-time dashboard to generate 
comprehensive people analytics and 
gain insights – all as a managed service.

Platform

Design

Build

Communicate

A leader in the Data Analytics space, Deloitte combines a strategy and AI-led approach with deep industry and domain expertise, delivered 
by humans and machines.
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