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MESSAGE FROM THE SECRETARY

I am pleased to present the Department’s Victorian 
Public Service Workforce Plan 2018-2020. This Plan 
is part of the Investing in Our People Strategy  
2016-2020, and provides us with the strategic 
platform to prepare our public service workforce 
for the future challenges we may face.

High functioning organisations, committed to 
accountability, striving for progress, and dedicated 
to their vision and objectives, embrace workforce 
planning. They recognise that the capacity and 
capability of their workforce are vital to the 
organisation’s ability to deliver, and so put in 
place a plan to develop this. Strategic workforce 
planning will support the Department to make 
clever workforce management and development 
decisions, which are based on evidence. It will focus 
our investment in capability building on the areas 
that will set us up for the future, and ensure our 
workforce is better prepared to succeed.

In 2016, through the Investing in Our People 
Strategy, the Department set the ambitious and 
worthwhile goal of building (1) strong, authentic 

accountable leadership, (2) professional, 
empowered, high performing staff, and (3) a 
culture of integrity, respect, inclusion, wellbeing 
and safety. The Workforce Plan provides another 
layer of strategic thinking to help achieve this. It 
will enhance our leaders’ understanding of the 
environment in which we employ staff, educate 
our people managers how to make proactive, 
data-driven workforce decisions, and give every 
employee at the Department the opportunity to 
build the skills they need to do their job well.

Through the Victorian Public Service Workforce 
Plan we are taking a forward-thinking and 
strategic approach to building, developing and 
supporting our workforce. I believe this will put us in 
prime position to shape and support a world class 
public education system across Victoria.

Gill Callister 
Secretary
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VISION

The Department’s vision for our workforce, as 
per the Investing in Our People Strategy, is that 
our people are high performing, empowered, 
valued and supported. Achieving this vision will 
take careful planning and sustained effort and 
investment.

The Department’s VPS Workforce Plan (the 
Plan) will support the organisation to ensure the 
investment to achieve this broader vision for 
the workforce is aligned to its strategic goals. 
It is focussed on the future challenges for the 
Department, and ensuring that the workforce is 

prepared to perform well in areas crucial to the 
long-term strategic priorities of the organisation.

The Plan will support staff to be high performing 
and engaged, particularly when it comes to 
the work we are committed to delivering for 
the Victorian community. The Plan will help our 
leaders to understand what is required to build, 
develop and prepare our workforce for this 
future work, and make long-term, strategic and 
smart workforce development and management 
decisions.

We are building, developing and 
preparing our workforce for the 
challenges of the future.
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INTRODUCTION

THE VPS WORKFORCE

The Department’s VPS (Victorian Public Service) workforce is made up of diverse 
professionals working across corporate portfolios, as well as early childhood, 
schools and tertiary education settings. Staff work from a range of central or 
regional offices across Victoria. The Department is proud of the diversity within its 
workforce, and is committed to making its workplaces welcoming and inclusive.

The following are key variables that describe the Department’s VPS workforce. Data 
represents staff headcount, and is based on June 2017 eduPay data, or data from 
the 2017 People Matter Survey, which 71 per cent of staff completed in mid-2017.
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WHAT IS WORKFORCE PLANNING?

The Australian Standard for workforce planning defines workforce planning as:

The systematic identification, analysis and planning of organisational needs in terms of 
people. Workforce planning is a process used to generate business intelligence to inform 
business of the current and future impact of the external and internal environment on the 
business, enabling the business to be resilient to structural and cultural changes to better 
position itself for the future.

Workforce planning identifies workforce needs and in doing so makes explicit the human 
requirements of an organisation. It enables management to anticipate and respond to 
identified needs to strengthen organisational performance outcomes.

Australian Standard Workforce Planning – AS 5620:2015, Standards Australia, October 2015

The primary purpose of workforce planning is to ensure an organisation has the workforce capacity 
and capability required to achieve its strategic goals.  The secondary purpose is to ensure workforce 
development activities are focused on areas where there are current or projected gaps in workforce 
capacity or capability.

The following diagram summarises the workforce planning process.
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WHY DOES THE DEPARTMENT NEED A WORKFORCE PLAN?

The Department’s success is dependent on what its 
workforce can do. People drive every outcome and 
achievement of the organisation. The Department 
invests an enormous amount of time and money in 
the workforce. We recruit, train, develop, support, 
manage, and of course, pay people.

Strategic workforce planning will help the 
Department to maximise its return on this 
investment and better position the organisation to 
achieve its goals. It will add rigour to the decision 
making that goes into workforce management and 
development activities across the organisation, 
and make sure we are spending the workforce 
dollar wisely.

The outcomes of workforce planning at the 
Department will be:

• increased visibility and understanding of:

 » the Department’s current workforce and 
relevant trends.

 » the future workforce needed to achieve our 
strategic goals.

• organisational agreement on the priorities 
and actions for managing and developing the 
Department’s workforce.

• resources focussed on the workforce 
management and development activities that 
will best position the Department to achieve its 
strategic intent.

• more proactive (therefore less reactive) decision 
making about workforce management and 
development activities at the Department, 
informed by workforce data.

• more strategic, long-term planning to build 
workforce capacity and capability.

• increased workforce capacity and capability 
within the organisation, supporting the 
Department to overcome workforce challenges 
to achieving our objectives.

• improved delivery of the Department’s strategic 
vision.

The following diagram shows the links between business planning, workforce planning 
and workforce development.

Workforce 
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STEP

3

Workforce 
Planning

STEP

2

Business 
Planning

STEP

1

The strategy (or strategies) developed in response 
to evidence-based workforce planning. Workforce 
development strategies are designed as risk 
mitigation initiatives to address a specific gap or 
risk idenitfied in the workforce planning process.

The process used to gather and analyse 
current and future workforce data to 
achieve business goals

The process used to gather and analyse current 
and future business data to define goals, vision, 
missions and actions to reach these goals.

Australian Standard Workforce Planning - AS 5620:2015, Standards Australia, October 2015
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RESPONSIVENESS 
We respond in a timely way with our best work 

INTEGRITY 
We are honest, ethical and transparent

IMPARTIALITY 
We behave in the best interests of the public by making 
fair and objective decisions

ACCOUNTABILITY 
We hold ourselves and others to account for the work that we do

RESPECT 
We value others and accept their differences

LEADERSHIP 
We are genuine, supportive and do the right thing

HUMAN RIGHTS 
We uphold and respect the rights of others

CONTEXT

DEPARTMENT OF EDUCATION AND 
TRAINING STRATEGIC PLAN

In 2017 the Department released its Strategic Plan 
for 2017–2021.

The Department’s strategic intent is:

Together we give every Victorian the best 
learning and development experience, 
making our state a smarter, fairer, more 
prosperous place.

Our vision is for a future where:

• children and young people are confident, 
optimistic, healthy and resilient

• students reach their potential, regardless of 
background, place, circumstance or abilities

• Victorians develop knowledge, skills and attributes 
needed now and for the jobs of the future

• the Department’s workforce is high-performing, 
empowered, valued and supported.

The Plan will support the Department to realise its 
strategic intent and vision by building the workforce 
capacity and capability it requires to achieve this.

DEPARTMENT’S VALUES

The Department’s values (drawn from the Code 
of Conduct for Victorian Public Sector Employees) 
underpin the behaviours that the government and 
community expect of all public sector employees. 
The values provide guiding principles for the 
decisions we make and the behaviours we seek to 
demonstrate every day at work.

All our values are important; the values of 
responsiveness, accountability, and leadership are 
the foundational values that underpin the Plan.

DIVERSITY AND INCLUSION 

Through the Plan we will continue the 
Department’s focus on building a diverse 
workforce and an inclusive workplace and 
culture. Workforce planning can only support the 
achievement of the organisation’s priorities when 
you have happy, healthy and engaged staff who 
know their contribution is valued regardless of 
their personal background or characteristics.
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INVESTING IN OUR PEOPLE 
STRATEGY

In 2016 the Department released the VPS People 
Strategy 2016–2020: Investing in our People.

The vision for the Investing in our People  
Strategy is that:

Our people are high performing,  
empowered, valued and supported.

There are five objectives in the Investing in  
our People Strategy:

Leading for outcomes: strengthening our 
leadership practice and developing our  
future leaders.

Learning-centred organisation: developing  
our people to be their best.

Culture of integrity and respect: ensuring we 
act with the highest ethical standards, as well as 
treating each other with respect.

Safe and inclusive workplaces: safe and healthy 
workplaces free from physical or psychological 
harm, where everyone’s contribution is valued.

Empowered and responsible people: delivering  
on commitments at every level of our organisation.

The Plan is a key deliverable of the Investing 
in our People Strategy. Its development and 
implementation is an action under the learning-
centred organisation objective.
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BRINGING IT ALL TOGETHER

As illustrated in the diagram below, each of these elements provide context for the Plan, as well as relating 
to each other. 

Through delivery of the Plan, as part of the Department’s VPS People Strategy, we will prepare our workforce 
for the challenges of the future, and best position them to realise the organisation’s strategic intent.

STRATEGIC INTENT
Together we give every Victorian the best learning and development 

experience, making our state a smarter, fairer, more prosperous place.

DET’S VALUESDET’S VALUES
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THE OBJECTIVES OF THE WORKFORCE PLAN

The Plan has five key objectives which collectively support an evolving approach to strategic workforce 
planning, and will help to prepare our workforce for the future challenges for the organisation. By working 
towards these objectives we will help the Department to achieve our strategic intent, and deliver on our 
priorities over the next three years.

Develop
crucial

workforce
capability

Build
sustainable
workforce
capacity

Prepare our
workforce for
critical roles

Broaden our
workforce
planning
expertise

Make
data-driven

workforce
decisions

VPS
WORKFORCE

PLAN
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We are developing workforce 
capability in areas crucial to delivering 
a world-class education system.
The Department endorsed the following five crucial 
capabilities to focus on developing over the life of the 
Plan. These capabilities are taken from the Department’s 
VPS Capability Framework. The Investing in Our People 
Strategy focuses on broad capability development across 
all capabilities in the framework. This Plan provides 
an additional layer of focus on a smaller number of 
capabilities which have been identified as crucial to 
achieving the strategic priorities for the Department over 
the next three years.

Focus areas

1.1 In alignment with the VPS Learning and Development 
Strategy, design, develop and implement a range 
of development activities to build capability in the 
five crucial areas, utilising the experience, exposure, 
education approach to learning.

1.2 Utilise technology, such as the PDP (performance 
development planning) tool and LearnEd, to 
coordinate, monitor, assess and report development 
activity related to the crucial capabilities.

1.3 Develop and implement more comprehensive 
evaluation methodologies for monitoring capability 
development in the crucial areas, and utilise the 
feedback to make improvements to capability 
building activities over time. 

Measures of success

• A range of relevant development activities are in place 
to build capability in the crucial areas, and utilise the 
experience, exposure, education approach to learning.

• Data from the PDP and LearnEd systems indicate 
development activity is occurring in the crucial capability 
areas.

• Evaluation data is being used to monitor crucial 
capability development and make improvements to 
capability building activities.

• Evaluation data indicates increased performance of 
crucial capabilities.

Develop
crucial

workforce
capability

OBJECTIVE 1
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We are building the workforce capacity 
we need for the future by employing 
a sustainable balance of permanent, 
fixed-term, and contract staff.
The Department is committed to secure employment for 
its workforce, and efficient use of public resources. Careful 
utilisation and management of employment contracts will 
support the Department to both fulfil these commitments, 
and build sustainable workforce capacity to ensure we can 
meet future workforce demand.

In 2017, the Department began a process to more carefully 
monitor and manage contractors and consultancy 
resources. Through the Plan we will continue this work, 
moving beyond the establishment of a workforce baseline, 
to more mature and sustainable use of contractors. This 
will support the Department to reduce its reliance on 
contractors, thereby creating a more financially sustainable 
workforce profile.

Focus areas

2.1 Design and implement new workforce systems 
and technology to accurately capture and provide 
visibility of current role incumbents across the VPS 
workforce.

2.2 Develop new workforce analytics and reports in 
relation to the use of contractors.

2.3 Develop guidelines for the appropriate use of 
contract staff, and train managers how to apply these 
guidelines, including how to transition away from 
contract staff where required.

Measures of success

• An improved and expanded workforce data warehouse 
is in place, and being used effectively to capture 
establishment data of permanent, fixed-term, and 
contract staff.

• Regular workforce reports about the use of contractors 
are in place, and are being used to better understand 
and manage the contractor workforce.

• Guidelines for the appropriate use of contract staff are 
developed and available to managers.

• Evaluation data from manager training indicates 
managers know how to apply the guidelines for the 
appropriate use of contract staff.

Build
sustainable
workforce
capacity

OBJECTIVE 2
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We have succession plans in place,  
and are preparing a diverse range of 
staff to progress into critical roles.
Through succession planning we will support the 
Department to have a plan in place to ensure that people 
with the necessary capabilities are available for critical roles. 
This will help the Department to always have the capability 
to deliver on its critical accountabilities.

Succession planning aligns to commitments the Department 
made as part of the Integrity Reform Program, and will 
ensure recruitment decisions continue to be merit based.

The objectives of succession planning are to:

• develop a diverse group of people with the capability to 
take on the critical roles and functions of the Department.

• ensure the Department is prepared long-term to deliver 
on its critical accountabilities to government and the 
community.

• reduce the risks to the Department associated with 
turnover of staff in critical roles.

• continue to build diversity and a culture of inclusion at all 
levels of the Department.

Focus areas

3.1 Develop and implement a succession planning 
process, including manager tools, templates and 
support.

3.2 Pilot the succession planning process at the 
Department and utilise feedback from an evaluation 
of the pilot to make improvements to the process and 
manager tools and templates.

3.3 Deploy the succession planning module in eduPay to 
support the visibility and management of succession 
planning across the Department.

Measures of success

• Succession planning process, including manager tools 
and templates, are available for managers.

• The succession planning pilot and evaluation are 
completed, including incorporation of any feedback to 
improve the process and manager tools and templates.

• Succession plans are in place and helping to ensure that 
people with the necessary capabilities are available for 
critical roles.

• The succession planning module in eduPay has been 
deployed and is accessible to managers.

Prepare our
workforce
for critical

roles

OBJECTIVE 3
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We make smart, evidence-based 
decisions about our workforce, based 
on data analytics and insights.
The foundations of strategic workforce planning are the 
following elements:

• Data – accurate and undisputed at all times, describing 
the complete workforce and total workload.

• Frameworks – to provide a common language, accepted 
across the organisation to describe the workload and 
workforce.

• Business rules – providing a consistent approach to 
compiling, interpreting and acting on workforce planning 
data to keep the organisation focussed on critical issues.

The Department will continue to develop these elements, 
with a focus on progressing along the analytic value chain, 
from reviewing data and metrics to using analytics and 
insights to affect action.

Focus areas

4.1 Enhance and expand current data collection and 
storage methods to capture more complete, accurate 
and clear workforce data.

4.2 Review, improve and expand current workforce 
analysis and reporting methods and tools to allow for 
more comprehensive, accessible and user-friendly 
workforce reporting.

4.3 Develop and implement a program to train key staff 
how to access and use workforce data and reports to 
make evidence-based decisions.

Measures of success

• An improved and expanded workforce data warehouse is 
in place, and being used effectively to support workforce 
reporting and analysis.

• Expanded data collection is capturing more complete 
data about our workforce, and this new data is being 
used to make decisions about our workforce.

• Workforce data and reports have been improved and 
expanded, and are being used more widely to make 
evidence-based workforce decisions.

• Increased knowledge by key staff about how to access 
and use workforce data and reports to make evidence-
based decisions.

Make
data-driven

workforce
decisions

OBJECTIVE 4
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The Analytic 
Value Chain

ACTION
Leads to improved performance
Utilises evidence to affect outcomes

INSIGHTS
Influences decisions and actions 
Supports accurate interpretation

ANALYTICS
Identify trends and relationships 
Supports deeper understanding

METRICS
Standardised and measurable 
Increases understanding

DATA
Structured but raw
Can be difficult to understand

OPINION
Based on experience and hearsay 
Highly subjective
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We are improving and broadening 
our workforce planning skills and 
knowledge by training our managers 
to lead workforce planning activity.
To build workforce planning expertise across an 
organisation, particularly one as large and complex as 
the Department, takes many years of sustained effort 
and resources. For the Department to be truly effective at 
workforce planning, it must be seen as a joint responsibility; 
requiring effort right across the organisation. 

By broadening the Department’s workforce planning 
expertise, we will be able to move beyond the organisation-
wide priorities, and enable managers to apply workforce 
planning methods and processes in their local area, to 
build the specific workforce capacity and capability they 
require. By aligning workforce planning with existing 
business planning processes, it will support it to be a visible 
and integrated part of the Department’s regular planning 
processes.

Focus areas

5.1 Develop and implement a workforce planning 
methodology for the Department, including manager 
tools, templates and support.

5.2 Pilot the workforce planning methodology at the 
Department and utilise feedback from an evaluation 
of the pilot to make improvements to the process and 
manager tools, templates and training.

5.3 Develop and implement a communication and 
education program to educate managers on what 
strategic workforce planning is, its purpose, and what 
the Department is doing to prepare the workforce for 
our future challenges.

Measures of success

• Workforce planning methodology, including manager 
tools and templates, are available for managers.

• The workforce planning pilot and evaluation are 
completed, including incorporation of any feedback to 
improve the process and manager tools and templates.

• Increased knowledge by managers about what strategic 
workforce planning is, its purpose, and what the 
Department is doing to prepare the workforce for our 
future challenges.

Broaden our
workforce
planning
expertise

OBJECTIVE 5
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