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Workforce Planning at Raytheon 
and Change Management
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Enterprise Strategic 
Workforce Planning

Implementation

Workforce 
Intelligence Center of 

Excellence

Full life-cycle 
Workforce Planning 

and Analytics
(Operational + Strategic)

Common Change Management Challenges

2009-2011 2012-2015 2016-Present

PREDICTING THE
FUTURE?

DIFFERENT UNDERSTANDINGS

Common Challenges Across 3 Different RolesApproved for Public Release

Presenter
Presentation Notes
Designed and implemented Strategic Workforce Planning across a 65,000 employee / $24B enterprise

Established and grew the Workforce Intelligence Center of Excellence in Human Resources

Designed and implemented full-life cycle Workforce Planning (Operational and Strategic) in a 16,000 employee / $6 B Business




Combating Obstacles & Strategies To 
Overcome Them
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Create an Aligned 
Understanding
• Burning Platform
• Clarity of Vision
• Alignment of Definitions
• Common Approach

• Executive Championship
• Benchmarking
• Business Case
• Scope for Success

PREDICTING THE
FUTURE?

DIFFERENT UNDERSTANDINGS

• Proof of Concept
• Build a Toolkit
• Lead on Strengths 

(Analytics)
• Incremental Change (Pilot)

• Understand Stakeholders
• Form the Right Team
• Build Capability

Focus on The Business Build An Army

Prove The Impossible

Workforce Planning Is Largely About Proving Doubters WrongApproved for Public Release

Presenter
Presentation Notes
Business case
Executive sponsorship
Stakeholder mapping
Socialization
Risk assessment
Defined process
Immersion learning
Scope for success




Create an Aligned Understanding
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DIFFERENT UNDERSTANDINGS

Approved for Public Release

Presenter
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Executive sponsorship
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Socialization
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Defined process
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Create An Aligned Understanding:
Why Workforce Planning…

1/31/2019

DIFFERENT UNDERSTANDINGS

Approved for Public Release

Presenter
Presentation Notes
Some of the questions we would like discussed are:

What change management principles and techniques should be considered to ensure decision makers are willing to buy into the workforce planning premise and act on their findings?

What are common roadblooks and strategies to overcome them?

What are lessons learned from implementation of a workforce planning initiative?



Create An Aligned Understanding:
What Is The Business Of People?
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Having the right people in the right place at the 
right time and at the right cost. 

• Understanding what type of 
employees you need (capabilities, 
location, timing, etc)

• Foundation in analytics and data 
science

• Being strategic and deliberate –
having a plan!

• Collaborative/cross-functional 
teaming to align on a forecast and  
take action

WFP Is About Creating Our Future Workforce In IIS Today Instead of Reacting To It

DIFFERENT UNDERSTANDINGS

MONEYBALL
BOOK (2003) BY MICHAEL LEWIS, 2011 MOVIE

Approved for Public Release

https://www.youtube.com/watch?v=D1R-LwHbld4


 Identifies and plans for the critical talent needed to meet our business strategy
 Allows us to foresee our workforce needs ahead of demand
 Identifies strategic talent vulnerabilities and creates plans to mitigate risk
 Develops and exploits our understanding of where the talent lies, internally and externally
 Directs talent investment decisions in an integrated manner to maximize our ROI on people
 Proactively manages our talent resources efficiently across the enterprise
 Allows us to make smart make/buy talent decisions
 Evolve to a just-in-time talent management model

Create An Aligned Understanding:
Burning Platform and Clarity of Vision

Determining What WFP Would Be For Us Was Key

DIFFERENT UNDERSTANDINGS

Evolving Portfolio Disruptive
Technologies

Hyper-Competitive
Talent Market

Cost ChallengesAggressive 
Growth Targets

Business Drivers

1/31/2019 7

Approved for Public Release



Inputs
Company’s Objectives
Business Strategies/Challenges
 Leadership Implications
 Industry Trends
Geography/Location Analysis
 External Labor Market Analysis (Current and Future)
 Internal Labor Market Analysis (Current and Future)

Decision Points
Who (Employment Relationship)?
What (Capacity and Capability)?
Where (Location)?
How (Sourcing)?
When (Timing)?

Outcomes
 Estimated Headcount Requirements
Critical Skills Needs
Desired Development vs. Talent Acquisition Mix
Deployment and Backfill Vulnerabilities & Plans
 Enterprise Talent Strategies
Up-skill Requirements & Re-deployment Plans
Contingent Workforce Needs

1/31/2019

Create An Aligned Understanding:
Workforce Planning Involves…

Clear Definition of “What” WFP Involves Aligns Stakeholders

Strategic 
Dialogues

Annual 
Operating 

Plan 

Operational Workforce Plan

Aligns with the AOP; identifies the overall headcount & staffing 
requirements to meet program needs based on forecast business 
activity and required number of employees.  Plans identify talent 
shortages, surpluses, and actions that will impact the business 
within an 18 month time horizon.

Strategic Workforce Plan
Integrates with the strategic planning process; identifies the 
roles and talent needed to meet the business’s 5 year strategic 
plan.  Integrates talent decisions with business strategy, financial 
forecasts, technology roadmaps, and key demographic/labor 
market trends.

Workforce Management/Staffing
Facilitates the day-to-day operations by staffing requirements to 
meet program needs, typically within a 0-6 month time horizon.

DIFFERENT UNDERSTANDINGS
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Approved for Public Release

Presenter
Presentation Notes
In order to “close the gap” we are recommending that we focus on Strategic Workforce Planning.  We will spend the remainder of 2009 developing an enterprise process – one that is sustainable, repeatable, and that leverages current existing HR and business processes.  

It starts with the Strategic Dialogues, which inform the Strategic Workforce Plan.  
Inputs
We utilize a careful methodology to translate business objectives into talent requirements, and then to estimate the resulting gaps
First, we take the company’s business objectives and strategies – growth areas, major pursuits, financials
We next conduct an environmental scan to balance this with external data: industry trends that affect talent availability, geographic needs, and then looking at the labor market
Most important, we must understand our current workforce composition and desired future state to understand where we need to grow the workforce.  Specifically, we need to understand our current capabilities in the critical skills and locations that will drive our business strategy
Decision Points
From there, we perform a gap analysis to answer the critical questions related to the workforce: Who, What, Where, How, and Wen
Outcomes
As a result of this process, we have a better understanding of our approximate headcount needs, critical skills requirements, talent development needs, backfill/deployment… and the strategies that we need to take to position our workforce to execute on our business plan

Just as the Strat Dialogues influence the AOP, the Strategic WF Plan then impacts the detail of an Operational Workforce Plan



Create an Aligned Understanding:
Common ApproachDIFFERENT UNDERSTANDINGS

Creating and Communicating a Common Approach Creates Consistent Outcomes
1/31/2019 9

Approved for Public Release

Presenter
Presentation Notes
How can we adjust this visually? Make more impactful? Role legend maybe not for non-HR audiences?



Focus on the Business
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Presentation Notes
Business case
Executive sponsorship
Stakeholder mapping
Socialization
Risk assessment
Defined process
Immersion learning
Scope for success




Focus on the Business:
4 Key Considerations

1/31/2019

Benchmarking

Business Case

Scope for Success

Executive Championship

• Align on what project 
will and won’t do

• Incremental build –
builds support and 
allows flexibility

• Generate quick wins to 
establish credibility

• Align on care-abouts
• Provides funding
• Drives commitment of 

leadership team
• Ensures follow-through

Critical for success

• Reinforces case for 
change

• Ties impact to revenue 
and cost

• Understand what others 
are doing

• Informs approach
• Competition creates a 

forcing function for 
adoption

Approved for Public Release



Focus on the Business:
Workforce Planning and Human Resources

Understand 
Business Strategy

Assess Current 
Workforce Capability

Model Future
Workforce

Monitor & 
Adjust

Analyze & Validate
Talent Gap

Build Strategic
Workforce Plan

Workforce
Planning

Workforce Planning Can Be A Powerful Integrating Function for HR
1/31/2019 12

Approved for Public Release

Presenter
Presentation Notes
SPEND TIME DISCUSSING & SOLICITING FEEDBACK

Involved Parties

Process Steps:
Understand Business Strategy – identify workforce issues of business strategy (Strat Dialogues) to assess future workforce demand – ie key talent needs to fuel strat plan; “to be able to grow in adjacent/international markets, we need…”
Segmenting the workforce involves defining the roles according to criticality to the business (source: VEMO)
Strategic Roles – key to long-term business strategy (eg Cyber-athletes, 
Key Roles – critical to execution of current needs 
Core Roles – marginally critical to business priorities, but cannot do without
Non-Core – roles that are not “essential” to any business strategies and may be opportunities for cost-saving
Analyze Current Workforce – analyze employee demographics and trends to derive future supply of talent
Environmental Scan – understand current external market as it relates to talent.  Talent availability, graduation rates of critical skills, unemployment, etc
Model Scenarios – conduct “what if analysis of supply and demand situations”

Outcomes: MISSION ASSURANCE OF THE WORKFORCE.  We have a good understanding of what we need, our risks, and how we get there

Prepare organization for process through stakeholder engagement, (change management), organizational readiness assessment, team selection, analytics,& (learning delivery) WFP training.



Prove the Impossible
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PREDICTING THE FUTURE?

Approved for Public Release
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Business case
Executive sponsorship
Stakeholder mapping
Socialization
Risk assessment
Defined process
Immersion learning
Scope for success
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Headcount Walk - Details

Headcount
 3/31 Net 
Baseline WFR1 EER2

Attrit ion
3 Hiring3 Other4

FY12 End 
HC (10/31)

Delta to 
3/31 

Baseline

FY12 Net 
End HC 
Target

Delta to 
FY12 End 
HC Target

Americas 5,047        (269)      (142)      (239)      184       (11)         4,570        (477)           4,707        (137)           103% 103%
EMEA 3,811        (82)         -        (115)      46          (90)         3,570        (241)           3,811        (241)           107% 107%
APJ 3,732        (110)      -        (285)      66          (5)            3,398        (334)           3,564        (166)           105% 105%

IPS 7,011        (96)         (218)      (234)      50          (88)         6,425        (586)           6,680        (255)           104% 104%
GSB 3,389        (25)         (53)         (68)         90          70          3,403        14                3,390        13                100% 100%
LES 1,854        (15)         (76)         (69)         34          (7)            1,721        (133)           1,798        (77)              104% 104%
MES 284            (4)            (20)         (3)            2             1             260             (24)              284             (24)              109% 109%
PC 2,051        (3)            (37)         (77)         132       (5)            2,061        10                2,126        (65)              103% 103%

Operat ions 4,830        (24)         (107)      (104)      86          (31)         4,650        (180)           4,708        (58)              101% 101%
CS&S 2,653        (57)         (43)         (207)      220       (37)         2,529        (124)           2,450        79                97% 97%
Total 34,771    (687)      (704)      (1,407) 914       (216)      32,671     (2,100)      33,627     (931)           103% 103%

% Attainment
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Location Strategy

Fort Collins, CO
Houston, TX

GBU Development Hub

Cupertino, CA

Taipei, Taiwan

Singapore

Geneva, Switzerland

Guadalajara, 
Mexico

Regional Non-Sales COE Hub
Functions Global Hub

Prague, Czech Rep.

Romania

Legend

Global supply chain and customer support network 

Designated centers of expertise in each region for non-sales jobs 

Global product development centers, in proximity to ODM & suppliers

Sales force with global reach, optimized for each segment 

Shanghai, China

Prove the Impossible:
Create a Proof of Concept

Business Strategies / Talent Implications

Workforce Actions

20

Global HC Shifts and Hiring

HP Confidential

* product category & bus management
** low cost 
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• End state plan reduces headcount in higher cost 
locations by 23% (see right):  
Majority in fast ROI countries
190 WFRs in France not currently funded or 

included – pursuing alternatives 
$6M savings from category 3 countries 

included in plan
• Hiring plans for Taiwan, Mexico, China, Czech 

Republic, India, Malaysia, and Romania account for 
93% of replacement hiring (see below)

Country Grow th Ta iw an M ex ico China India M alaysia Czech Rep. USA Rom ania Sw itz. O ther Tota l
Engineering 392    42      185    9        -            -            24          -         -       2          654        
Supply Chain 172    188    25      20      1               38             3            8            -       5          460        
Marketing 13      58      27      38      9               10             22          -         23        8          208        
Sales Ops -      43      1        6        5               2               2            21          -       1          81          
Services 9        56      2        -      10             -            1            -         -       -       78          
Other 5        11      10      1        39             -            6            -         -       8          80          
Tota l 591   398   250   74     64          50          58       29        23      24      1 ,561   

38% 25% 16% 5% 4% 3% 4% 2% 1% 2% 100%

*

**

FY09 FY13
United States 4,195    2,951    (1,244)   -30%
France 543       501       (42)        -8%
Singapore 346       266       (80)        -23%
Japan 249       240       (9)          -4%
Germany 223       196       (27)        -12%
United Kingdom 162       153       (9)          -6%
Australia 136       121       (15)        -11%
Switzerland 123       145       22         18%
Netherlands 82         73         (9)          -11%
Italy 73         69         (4)          -5%
Sweden 49         49         -        0%
Belgium 35         35         -        0%
Tota l 6 ,216  4 ,799  (1 ,417 ) -23%

Delta
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Consistent performance across 
key org metrics
Business
Objective Metric FY09 FY10 FY11 FY12 FY13

Productivity

• Optimize cost
and 
productivity of 
the business

• Execute 
transformation 
goals

TCOW $1.318B $1.323B $1.434B $1.337B $1.270B

TCOW % of 
Revenue 3.7% 3.2% 3.6% 3.7% 3.4%

Span of 
Control 8.7 8.9 8.6 8.6 8.6

Layers 8 8 8 7 7

Transformation 
WFRs 969 420 75 216 189

Transformation 
Savings $58M $30M $35M* $15M** $71M**

HML Country  
Cost Mix 57/12/30 53/12/35 50/12/38 50/12/38 TBD

* incl. impact of 
attrition to drive 
location strategy

• FY12 headcount 
down 1,018 while 
making critical 
investments.

• FY13 investments in 
PCGBU and 
Customer Services & 
Support.

• Multi year 
transformation with 
focus on cost and 
productivity

• Focused 
management of 
spans and layers

• Span of Control (~9) 
driven mainly by 
ODM & GTM models 
leveraged by PSG

• Limited improvement 
opportunities from 
reducing layers to 7 
(best in class)

** total labor savings 
relative to H212 Feb 
forecast
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34,771 33,627 32,865 32,671 

1,144 

762 
2,100 956 

194 

3/31 Net
HC

Baseline

FY12
Planned

Reduction

 MIB FY12
End HC
Target

FY13
Planned

Reduction

MIB FY13
End HC
Target

Actual
End FY12

Below
3/31

Baseline

Below
MIB FY12
End HC
Target

Below
MIB FY13
End HC
Target

4,833 
4,504 4,367 

4,878 4,775 

100 229 352 

114 

511 103 

TCOW
Baseline:
FY12 Feb

Flash

FY12 MIB
Target

Incr. FY12
Savings

 Ending
FY12

TCOW

 FY13 MIB
Target

 FY13 Mktg
Restate

 FY13 MIB
Target

Net Org
Shifts

 FY13 MIB
Target Net

of Org
Shifts

Incremental
Savings

FY13
TCOW
Flash
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4,833 
4,432 

4,175 4,271 4,271 

96 
57 248 

96 

352 
114 

96 

PPS 
TCOW 
FY12 
Feb 

Flash

FY12 
MIB 

Target

Mktg & 
Comms

Incr. 
FY12 

Savings

FY12 
Aug 

Flash

FY13 
Proposal 
b/ f FPR

FY13 
FPR

FY13 
Proposal 
w/FPR

FY13 
MIB 

Target  
vs FY12 

Feb 
Flash

Full Year 
Mktg & 
Comms

FY13 
Proposal 
Incr. to 

MIB

     
       

    
       

   
      

     
      

     
      

    

 
      

   
       

      
       

PPS FY13
Revenue 61,298    (4,452)  -7.3% 62,650    1,352  2.2%
Gross Margin 11,776    (959)      -8.1% 12,464    688      5.8%
Opex 3,191      66           2.1% 3,097      (94)       -2.9%
Op Profit 8,585      (1,024)  -11.9% 9,367      782      9.1%
TCOW 4,432      (269)      -6.1% 4,271      (161)    -3.6%
RCOW 3,105      (138)      -4.4% 2,990      (114)    -3.7%
CCOW 1,328      (131)      -9.9% 1,281      (47)       -3.5%
Headcount 32,865    (2,451)  -7.5% 32,073    (792)    -2.4%
TCOW % of Rev 7.2% 6.8%
TCOW % of GM 37.6% 34.3%

(0.4 pts)
(3.4 pts)

YoY

0.1 pts
0.7 pts

YoYFY12

Future State Monitoring / Dashboards

Strategic Roles—Role Competencies Current State

PREDICTING THE
FUTURE?

Proof of Concept Enables Stakeholders to See What Success Could Look Like
1/31/2019 14

Approved for Public Release
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Prove the Impossible:
Build a Toolkit

Strategic 
Workforce 

Plan

Operational 
Workforce 

Plan

Strategic 
Dialogues

Annual 
Operating 

Plan 

Workforce Planning Toolkit

18- 36 Mos

0 – 18 Mos

RTN Workforce

Core

Key

Transitional

Strategic

Labor Market
Intelligence

Decision 
Analytics

Dashboards/
Visualizations

Workforce 
Modeling

Build Supporting Infrastructure With The Future In Mind

PREDICTING THE
FUTURE?

Workforce
Segmentation Protocol

Forecast
Templates

Workforce
Planning Playbook

Approved for Public Release



Prove the Impossible:
Lead on Strengths (Analytics)

Leverage Our Understanding of the Workforce To Change the Conversation

Average Engagement – 81%
Average Intent to Stay – 95%
Average Performance – 90%

Group X Engagement – 61%
Group X Intent to Stay – 58%
Group X Performance – 70%

Variable Linkage R2

Engagement VOL Attrition 0.20

Intent to Stay VOL Attrition 0.44

Total R2 64%

Engagement

Behavioral Linkage

Workforce Costs

Hiring Expense*
Time to Productivity

Loss of Work
Salary Costs

1x to 2.5x Base Salary

Surgical Intervention

Result – Group X Change
Engagement Score +18%
Intent to Stay Score +21%

Attrition Reduction -15%

Headcount Retention +39 FTE

High Performers +15%
Productivity +8%
Cost Savings $9 - $15M

Workforce Behavior

Group X Portfolio - $500M
E/F Performers – 16%

3 of 9 programs critically 
behind

Performance

 OE Intervention
 Leadership Assessment
 Incentive Compensation
 Morale Event
 Pipeline Evaluation

*Scarce Talent
*Competitive Geography
*Extremely Low Diversity

PREDICTING THE
FUTURE?

1/31/2019 16

Approved for Public Release



Build an Army
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Approved for Public Release
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Presentation Notes
Business case
Executive sponsorship
Stakeholder mapping
Socialization
Risk assessment
Defined process
Immersion learning
Scope for success




Build an Army:
Understanding Stakeholders

1/31/2019 18

Not Everyone Gets On Board At the Same Time

The Change Adoption Curve

Approved for Public Release



Types of Stakeholders
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Workforce
Planning

Customers        

Consumers

Teammates

Banker             

HR
• Users of your product
• Educate on how to use 

Workforce Planning output and 
how to assist in the process

• Important conduit to the 
business – needs to be fully 
bought in

CHRO/CEO
• Funds your work
• Scope solution that adds value 

and satisfies their needs

Business Leaders
• Buys your product/service
• Must spec solution to meet 

their needs
• Provide a plan that forecasts 

needs and provides tangible 
actions to mitigate risk

Teammates
• Education on path forward, role
• Communicate vision
• Inspire action
• Your arms and legs to accomplish WFP

Recognize That Different Stakeholders Have Different NeedsApproved for Public Release

Presenter
Presentation Notes
Banker: Who’s funding you? Who’s your VC?
Customer: Who ultimately uses your product?  RTN = engineering company = VERY sophisticated customers
Consumer: who ultimatel uses your product? (May also be your delivery channel)

Sophisticated end-customers (engineers)… this is not the “average joe”

Need to get out -- “who’s going to buy it?”
Not a solution for solution’s sake
Needs to solve a problem
Simple, easy to digest
Consumer appetite has changed the way we need to operate and handle people in the organization  (one button mentality in Apple – begs the question of why do we need to do all of these things)

Banker:
100% accurate 
Delivered within 4 weeks of survey close
Focused to drive alignment and action




Build an Army:
Form the Right Team
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Human Resources
Develops and implements 
fulfillment actions and 
strategies (Hiring, 
Development, Retention, etc) in 
partnership with functions.

Supply Chain
Responsible for vendor labor 
strategy

Real Estate
Responsible for facilities 
strategy/footprint.

Engineering (& Pgm IT)

Responsible for providing talent 
to programs.  Must align on 
requirements and execute 
fulfillment strategy.

Finance (FP&A)
Ensure that headcount forecasts 
and workforce costs align with 
revenue and budget targets.

Program Management
Responsible for executing 
programs; must align on 
fulfillment timing and strategy.

Business Development
Provides line of sight into 
potential new 
programs/workforce 
requirements.

Strategy
Workforce strategy must enable 
business strategy – locations, 
skills mix, etc.

WFP Integrates Various Perspectives and Information to Create an Aligned Plan

• Cross-functional 
project team

• SMEs in their 
respective fields

• Director-level 
responsibility & 
influence

Approved for Public Release

Presenter
Presentation Notes
PE provides analysis of Eng impact on EACs and Evs to report to JB Monthly
PM/FIN own EAC/EV scoping



Invest in the Capabilities Needed To Support WFP

Build an Army:
Build Capability

Business 
Analysis:
Understands how to use 
& interpret qualitative & 
quantitative information

Business 
Acumen:  
Understands the 
business context 
and strategy

Partnering 
Skills:
Understands how to 
advise management

Change 
Management:
Enables the 
organization to 
implement change 
effectively

Less Capability Full Capability

Solution: Immersion LearningHR WFP Capability Baseline

3 days…
 WFP Fundamentals
 Data Analytics
 Change Management Tools

1/31/2019 21

Approved for Public Release



Lessons Learned 
 Workforce planning is a journey, and it’s 

about challenging the status quo
 Gain alignment on why, what, and how 

to ensure success
 Start small to generate initial wins, and 

then expand
 Don’t get consumed by the process –

focus on business value
 Leverage your strengths in scoping your 

approach
 Build an army of advocates and 

champions to drive change with you

1/31/2019 22

Change Management Was Ultimately More Important Than The Technical SolutionApproved for Public Release



Questions?
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Robert_D_Motion@Raytheon.com
972.643.6812

Approved for Public Release
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