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1. Welcome, session format

2. Recap

3. Where do you want to be?

4. How you going to get there?

• Transformation opportunities

• Exploring workforce supply and development routes

• Gap analysis  - current verses future workforce 

• Developing the PCN action plan and priorities

• Governance and delivery

• Next steps



• Raise awareness of the importance of and engagement in workforce 

planning in primary care 

• Build capacity and capability in workforce planning in primary care 

• Facilitate the piloting of an approach to workforce planning in primary 

care

• For each of the participating PCN pilot groups to develop the first 

iteration of a PCN level workforce plan

• Work in partnership to evaluate the approach piloted

• Provide recommendations for further development and roll out of 

PCNs workforce planning process.

Pilot Aims



PCN Workforce Planning Pilot Approach

Getting started

1. Defining the workforce plan based 

on policy direction

Where are you now?

2. Engaging 

stakeholders

3. Local 

population and 

health needs 

analysis

4. Service 

demand 

analysis and 

local trends 

5. Understanding the 
current workforce 
issues across the PCN

Where do you want to be?

6. Identifying shared service 

solutions across the PCN
7. Future workforce requirements

How are you going to get there?

8. Identifying 

workforce 

transformation 

opportunities

9. Exploring 
workforce supply 
and development 
routes

10. Gap analysis -

current verses 

future workforce

11. 
Developing 
the PCN 
action plan 
and priorities

12. 

Governance 

and delivery



Getting Started 

Defining the PCN Plan

What’s the purpose of your workforce plan?

What’s the scope of the plan? 

What’s driving the plan? 

E.g. major recruitment issues, ARRS,



Where are you now?

Need/Population 
Health

Supply/Future 
Workforce, 

Skills & 
Knowledge

Service 
Demand/What 
Conditions & 

Patients

Engaging with your 
stakeholders



Where do you want to be?

To discuss, identify and agree the future 
workforce requirements - DEMAND

Creating shared service solutions across the PCN



How do we get there?

Identification of where you could 
transform your workforce

Exploring and understanding where 
the workforce comes from -SUPPLY

Identifying where the gaps in 
workforce supply are and why

Developing and prioritising your 
actions



This step involves an internal and external review of  the skills available. 

The overall aim is to have some assurance the required workforce you 

have identified through stages 7 & 8 is deliverable for the PCN

Stage 9 Workforce supply

Exploring and understanding where the workforce comes from 



• Is the workforce configuration you are suggesting realistic? 

• Is it deliverable? 

• Is it affordable?

• What needs to change about the workforce you already have (internal 

workforce)

• How can you create and bring in the new and in some cases different 

workforce you need (external)? 

Questions to consider….



Review the current workforce & consider:

• The characteristics of the current staff; age profile, gender, ethnicity,  types of 
staff, skill mix, grade mix, skills and services

• Current turnover, vacancies and attrition

• Existing recruitment and retention issues

• Could your new workforce solution improve recruitment and 
retention particularly in terms of attractive career opportunities, 
learning and development options, extending current staffs 
roles etc?

• Succession planning 

What does all of this mean for your workforce plan?

Internal Supply Factors



Look externally outside of the PCN and consider:

• Commissioning numbers in pipeline

• National shortages or likely shortages of roles/skills

• What is the local labour market like? 

• What roles are you already having difficulty supplying?

• Who are you competing for in terms of local skills? 

• Are your roles attractive enough to compete? 

• How can you create new supply routes can you explore? 

– E.g. apprenticeships, partnerships  with other health organisations , hosting a 
new range of training placements, working with local colleges and charities, 
working with other PCNs, HEE,  Local Commissioning Group, ICPs etc

• What opportunities are there for you to take advantage of?

What does all of this mean for your workforce plan?

External Supply Factors



Current verses future workforce 

• Gaps in skills, knowledge and competence of current staff

• Gaps in terms of current staff roles

• Gaps in terms of new and extended roles

• Gaps in terms of patterns flexibility and ways of working

• From the gap analysis what changes are needed to the current 

workforce? 

10. Gap analysis



BREAKOUT DISCUSSION

Balancing supply and demand

What workforce do we need for the future to do the things 
we need doing?

How are we going to get it?

Questions to consider in your PCN discussion:

What and where are our opportunities and 
aspirations for current staff?

What are our opportunities and aspirations 
for new /different roles?

The NHS people Plan, theme 4 – growing for the future

“More staff working differently in a compassionate and inclusive culture” …….. 

All about recruit, retain, retrain and return 



• How do you plan to deliver the required workforce and 

manage the changes required?

– What are the most significant areas for change (to reduce the gap in 

Supply & Demand)? 

– What is the action plan based on? - your ‘best’ option of success

– What local education and training opportunities can support the plan?

– Has momentum been built in for change-mandated by GPs and senior 

staff?

– Is there ownership from key Stakeholders from across the PCN 

practices? 

– Do you have access to the appropriate financial resources?

– How will momentum for change be sustained? 

11. Developing your action plan 



BREAKOUT DISCUSSION

Developing the workforce planning action 
plan

How do you plan to deliver the required workforce and manage the 
changes required?

The plan will need milestones and timescales and will also need to 
identify how success will be measured



• Articulate and share the key milestones 

• Identify workforce risks and mitigation i.e. actions that can be taken to 
manage and reduce any potential risk?

• Be clear about how you will monitor progress on implementing your 
workforce plan

– What  impact will any new roles or skills sets have on accessibility, 
patient experience and outcomes?

– How are the outcomes and unintended consequences going to be 
measured? 

• Be clear about who is providing leadership of the implementation plan

• What is the process for revisiting your plan and refreshing any 
requirements as things change? 

Governance and delivery



Workforce planning is an 

iterative process aimed at ensuring service 

sustainability 

‘Best’ Vision

Integrated

Realistic and 
affordable

Stakeholder 
Engagement

Technology & 
therapy 

advances

Evidence 
based

Flexible

‘What’ not 
who

Workforce 
availability



Workforce planning

Science or Art?



Workforce plan

Numbers or Narrative?



Workforce planning

Easy or Hard?



• Review what you’ve already done  - steps 1- 8

• Progress the plan - draft stages 9-12

• Come to the action learning set on 20th August with your 

progress on the first draft workforce plan

– Current staff development plan, opportunities for working 

differently, new roles and new ways of working, succession 

planning etc

– Additional staff ambition over next 5 years – thinking about 

sustainability, changing and emerging service solutions 

Numbers should always be underpinned by a narrative 

summary of rational and impact expected

Next steps & homework



• Share your feedback and recommendations

– Participate in evaluation

– The principles - what needs amending/ deleting/ adding

– The approach and associated templates - How can we improve for 

others?

– Think about the feedback you want to share on the 20th…. What was 

good? What was not so good? What could have been done differently? 

What have you personally got out of this programme? What 

recommendations would you make to improve the approach? Were the 

tools, guidance and resources shared helpful?

– Support package ? What will help others?

Pilot feedback and recommendations



• Purpose of the final virtual session is to share our learning and 

experience

• Each PCN workforce planning group is requested to prepare and 

present

– A reflection  –your workforce planning experience

– Your key recommendations for other PCNs

– Your PCN workforce planning outputs - key workforce planning 

priorities/action plan 

Final workshop 20th August



Thank you ☺

Dawn.Probert@skillsforhealth.org.uk

Jan.Parfitt@skillsforhealth.org.uk
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