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Foreword

ISO (the International Organization for Standardization) is a worldwide federation of national standards
bodies (ISO member bodies). The work of preparing International Standards is normally carried out
through ISO technical committees. Each member body interested in a subject for which a technical
committee has been established has the right to be represented on that committee. International
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work.
ISO collaborates closely with the International Electrotechnical Commission (IEC) on all matters of
electrotechnical standardization.
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Introduction

The allocation of work to workers is the one of the most fundamental management tasks and
responsibilities in an organization. It has a profound impact on people, the organization’s ability to
deliver and financial outcomes.

The human resource (HR) function should have a significant role in promoting and driving balanced
outcomes. Development and monitoring of an allocation framework and allocation policies, as well as
compliance, are essential for good allocation practices to be applied by the organization.

Worl

cforce allocation encompasses a hroad range of processes, practices and manageme

t activities
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Allod
and
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address organizational performance, people management and compliance (s
psses focus on a critical resource - people - and thus significantly influence the segial
rmance of an organization. Decisions resulting from these processes directly ithpact p
b, relationships, motivation and performance, and the organization’s overalhcapability
ctive intelligence.

ation occurs in many ways. Work can be directed by the organization or selected by
bions can be made using human judgement or automated tools. Workers can be infory
tend shift work, what activity to complete in project work, what job to do, and be ap
ion or be informed in other ways.

ation framework, processes and steps, and explains hew to prepare, assign and infor
ions.

plan recruiting, training and transfers (seetlSO 30409). Allocation processes gen
level before workers self-manage their werk, possibly including decisions on indiv
tforce allocation is a subset of broader,workforce management processes and intg
hce management and timekeeping processes. See Figure 1.
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Figure 1 — Workforce management and allocation processes
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ation processes follow workforce planning proeesses that segment the workforce, calculate gaps

erally cease
idual tasks.
rfaces with

Effective workforce allocation practices ensure the organization’s work requirements are identified
and allocated appropriately. The principles of effective workforce allocation are:

a)
b)
‘)
d)
e)

©ISO

complying with state and organizational regulations, policies, rules and agreements;
ensuring zero harm to workers, whether physical or mental;

allocating work with equity and respect;

considering options for flexibility in work times and work formats;

enabling transparent and fair allocation decisions;
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f)

communicating allocation decisions clearly and in a timely manner that enables workers to
acknowledge work allocated to them.

Users of this document will include:

1y

2)
3)
4)
5)
6)
7)

Vi

workforce professionals, including resource managers, workforce managers, workforce schedulers,
roster coordinators, allocation coordinators, staffing coordinators, workforce coordinators and
workforce analysts;

human resource managers,

frontline and executive managers;

workforce policy makers;
project managers and consultants involved in workforce systems and processes;
vendorg of workforce technology;

trade union or employee representatives and employer groups.
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Human resource management — Workforce allocation

1

Scope

This document describes a framework of processes, practices and management activities for allocating
work to workers. Its high-level principles and processes are applicable to all allocation methods and
workforce types. It can be used in all types of organizations and industry sectors, and from small teams
to large complex organizations. It applies to all workforce sourcing methods, whether the.}
madg¢ up of internal employees or externally sourced workers.

This|document also addresses the relationship between allocation decisions and stakeholde
opergtions, finance, human resource functions and, most importantly, workers:

This|document explains how to create an allocation framework, design an allocation
document, communicate, measure and improve the process. It also suggests preventativ
stop jor mitigate undesirable outcomes.

This|document does not address:

a)
b)
‘)
d)
e)
f)
g)
h)
i)
i)

dbsence management or planning or timekeeping;

fole or skill-based workforce planning (refer to ISO 30409);

labour standards;

raining or succession planning;

fecruitment (refer to ISO 30405 and 1S6.30409);

¢ompensation or performance reviews;

lhealth and safety (refer to IS@.45001);

york ergonomics (refer to;}1SO 6385);

methods of organizing.specific types of work (e.g. lean manufacturing, agile project mg

qutomation of tasks using “digital workers”, such as physical robots and artificial intell

Anngxes to this;document describe details and foundational concepts of allocation applie
industries aslexamples to support the theory.

2

workforce is

rs, including

brocess and
e actions to

nagement);
igence bots.

d in various

Normative references

The following documents are referred to in the text in such a way that some or all of their content
constitutes requirements of this document. For dated references, only the edition cited applies. For
undated references, the latest edition of the referenced document (including any amendments) applies.

ISO 30400, Human resource management — Vocabulary

3

Terms and definitions

For the purposes of this document, the terms and definitions given in ISO 30400 and the following
apply.

© IS0 2023 - All rights reserved
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[SO and IEC maintain terminology databases for use in standardization at the following addresses:

— ISO Online browsing platform: available at https://www.iso.org/obp

— IEC Electropedia: available at https://www.electropedia.org/

31

workforce allocation

process of preparing, assigning and informing allocation decisions (3.2), collecting the workers’
responses and adjusting allocation

3.2
allocation decision
determinatipn as to which worker(s) will be assigned to what work

3.3

allocation horizon
period prioy to the commencement of work where an allocation decision (3.2) is made’and/or workers
and other stakeholders are meant to be informed of an allocation decision

34
allocation gtage
series of pr¢paration, assignment, inform and respond steps that are taken once or repeatedly arpund
allocation decisions (3.2) related to a specific allocation horizon (3.3)

4 Workfiorce allocation

For the purposes of this document, allocation is the process of preparing, assigning and informing
allocation dgcisions, collecting the workers’ responses-afid adjusting allocation.

The act of agsignment has four aspects:
a) matching workers and work;
b) wvalidatipg that target outcomes can be achieved;

c) taking greventative action if needed;

d) accepting compromise.

Organizatiops should define‘target allocation outcomes so that assignment decisions can be validated.
Validation cpn involve checking that work will be delivered, workers will be utilized and workldad is
reasonable, within target-outcomes.

When targgt outcomes are forecast to not be achieved with the current assignment, then fufther
alternative actiénfor compromise is needed. Alternatively, compromise can be in the form of acceptance
of under-delivery, low utilization or higher workloads.

Key to workforce allocation processes is the quantification of effort forecasts for each period. There are
four forms of effort:

1) demand: the quantity of work that will need to be performed;
2) allocated work: the work allocated to workers for a specific period;
3) capacity: the total quantity of workers’ availability;

4) worker availability: the time and duration for which an individual worker can undertake work.

2 © IS0 2023 - All rights reserved
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5 Understanding the organization

5.1

General

Before defining an allocation framework and processes, a clear understanding of the organization,
workers, work, stakeholders, rules and policies should be established and documented. This
understanding should include current processes and systems used in the organization.

Organizations can have workforces within workforces, each requiring potentially unique allocation
processes. An organization can have multiple workforce allocation processes. In general, each could
be based on _a unique combination of work and worker characteristics (e.g. skills, competences,

educ
requ
that

NOT]H
work

5.2
Char
1)

1

ation, certifications and accreditations, and experience), management expectationsqan
rements. Key characteristics (and their attributes) should be identified and docuimeit
bnables effective workforce allocation.

Segmentation, roles, capacity and productivity are inputs into the workforce’allocation]
force segmentation in the context of workforce planning, refer to ISO 30409.

Organization characteristics
acteristics of the organization, relevant to allocation, should belidentified in a way tha

he organization’s values, vision, mission and strategy;

2)

5.3
Char

1)1

\

2)1

The 1
exan|

/

he organization’s design and structure, including¢its'governance and decision ang
ierarchies (e.g. subsidiaries, regions or locations;, markets, customers, products, s
isciplines, projects).

Work characteristics

acteristics of work should be identified in a way that considers:

hase, task, shift, where, when; including if the work is done remotely (from home or
vhich roles (and skills) are needed for the work;

ow demand is quantified) if at all, e.g. headcount, hours per task, full-time equivalent
oints.

vay work, roles.afid demand are described depends on the nature of the work. Refer t
iples.

Table 1 — Examples of work characteristics

d individual
ed to a level

process. For

F considers:

| delegation
brvice lines,

ow work is defined and the granularity at which it is defined and allocated, for exainple project

off-site) and

(FTE), story

b Table 1 for

J

ector or function Work Roles Examples o

f demand

Man

Hadturing Shin ctaora nacly accam Lina worlkar dyrivar
£ >HHP-S &P =HRe-WoFKkers-eHves

shift

crrcrc oo Tt Protot oG oo et et toutt

ble, component, line, task |checker, machine operator,

packer

Project delivery

Portfolio, programme,
projects, team, phase,
element, task

Front-end developer, sen-
ior bridge designer, stake-
holder manager, trainer

Hours per task

Corp

orate support Position, location Talent acquisition officer,
eastern region compliance
officer, chief financial

officer, receptionist

Number of positions, FTE

©ISO
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5.4 Worker characteristics

Characteristics of workers, relevant to allocation, should be identified in a way that considers:

1) worker availability or unavailability;

2) worker attributes, e.g. their roles, skills, competences, education (certifications or accreditations),

location

, preferences and/or restrictions (physical, sensory or cognitive);

3) source of the worker, e.g. employee, contractor, secondment.

5.5 Allocption<characteristies
Characteristics of allocation should be identified in a way that considers:

1) method
2) allocati

3) outcom
outcom

4) driving
allocati

a) wol
pro

b) woi
cas

c) bot
pat

5) implicat
work pl

depend

6) allocati
allocati
(e.g. de
worker}
situatio

This is not 4
nature of bu

of allocation, e.g. human judgement, automated or technology assisted;
bn granularity, for example whether work is at a project level, phase level;shift or task

e dependence, i.e. whether workers are to be allocated work with-er/without consid
s, e.g. ability to deliver, utilization or productivity or workloads;

constraints, i.e. whether work or workforce capacity is ultimately fixed at the tin
bn:

kforce-constrained, i.e. capacity drives work that «¢can be delivered, e.g. typical
ects, permanent employees in professional services;

k-constrained, i.e. work drives required capacity, e.g. waterfall projects, train dri
1al employment in retail, manufacturing and-fast food stores;

h work and workforce constrained, e.g.chospital units with fixed capacity and critica
ents, projects with fixed team sizes-and'delivery dates;

ions and complexity, for examplé whether allocation can impact potentially more impo
nnned or to what degree individual allocation decisions are interrelated (e.g. inter-p
bncies);

bn strategy, i.e. the appreach to matching work to workers, based on the complexity d
bn scenario. For example, an allocator can list the work to be assigned in order of pri
hdline) and then-match a worker to each work item. Alternatively, an allocator ca

(e.g. seniority)\int order of priority and match work to one worker at a time. In con
hs, optimizatien algorithms would consider simultaneous matching for an optimal res

n exhaustive list of allocation characteristics and can vary depending on, for example
siness;regulatory framework, customers and products.

evel;

Pring

he of

agile

vers,

ly ill

rtant
oject

f the
ority
h list
plex
ult.

e, the

5.6 Alloc

'S 1a 'y rad3
dlUl UlIdIdULTTISUICS

Characteristics of the people responsible and/or the systems used for assigning workers to work should
be identified. Allocators can include line managers, functional managers in a matrix organization,
workforce planners or allocators or the workers themselves. Allocator attributes can include their

location, ski

EXAMPLE

1Is, competences, education (certifications or accreditations), role or more.

Industrial engineers in manufacturing, nurse managers in healthcare, programme managers in
project-based environments.

© IS0 2023 - All rights reserved
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Communication characteristics

Characteristics of communication relevant to allocation should be identified in a way that includes:

1) whatis communicated, i.e. how and when workers are informed, and which information;

2) the channels and media used for communication, e.g. digital, emails, notice boards;

3) how privacy is protected and security ensured;

4) communication visibility, equity, efficiency and the culture of the organization;

5)

5.8
Stak

Stak
empl|
NOTH
alloci

allocd
of wo

5.9

Rule
ensu
proc

1)
2)

g

¢

¢

3) organizational policies, such as:

g

Ib) employeerepresentations, e.g. collective labour agreements, trade unions, labour orj

requency ol comiimunicatlornl.

Stakeholders
eholders that influence, or are impacted by, workforce allocation decisionsishould be ig

tholders in workforce allocation include, but are not limited to, operations, finance, H
oyee representatives, regulatory or government bodies and customers.

Stakeholders provide information that inputs into, or receive information output from,
tion process (e.g. budgets from finance, shift rosters, availability plans). This is vital for t

tion process and can include information regarding timely delivery (operations), assignment
rk (people) and adherence to budgets (finance).

Rules and policies
5 and policies that impact the workforce allgcation process should be identified in|
bss, including:
tatutory, regulatory and contractualrules;
ontractual agreements with:

) employees, e.g. employanent contracts;

) contractors, e.g.-supply chain partner agreements to provide workers;

1) customers,e.g. service-level agreements;

) health, safety and well-being, e.g. minimum presence of first aiders and/or fire v
work area;

entified.

IR, workers,

he workforce
he workforce
or allocation

a way that

res all stakeholders understand the implications for their role and responsibilities in the allocation

ganizations;

vardens per

b) diversity and inclusion;

c¢) special work requirements in areas prone to natural catastrophes or disasters;

d) privacy;

e) data security;

4) worker requirements and expectations, such as:

a) theright to accept or reject work;

b) travel for work;

c) overtime or fatigue restrictions;

©ISO
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d) commuting from/to workplaces;

worker autonomy and self-allocation policies;

flexibility for workers, including:

a) measures to avoid work-family conflicts or improve work-life balance;

Fpulls tasks from a backlog;
bite and remote work arrangements;

Ly for the organization.

5)
6)
b)
work;
)
tha
d) on-
7) flexibili
Organiz

uncertalinty of work information, such as:

a) tim
b) stai

unf
c) wol

Certain elen
is worked, 4
absences. In|

While flexi
organizatio
attention sH
conditions a

5.10 Objec

The objectiy
workforce 3

Success fact
allocation b

1) wvalidati

‘iility is beneficial for both the workefs and the organization, the principle is to

[location (refer to'the Introduction).

ations should identify elements of flexibility to address demand-fluctuations

e banking to deploy staff flexibly and address seasonal demand fluctuations;

1d-by and relief staff to address unforeseeable demand¢ patterns or as a relie
preseeable absenteeism;

kforce mobility, e.g. within certain geographical boundaries.

nents of flexibility can benefit the organization anid'workers. For example, when extra
other cases, absences can be taken in advange, and extra time worked later.
al efficiency and effectiveness while maintaining workers’ well-being. If applig

ould be paid to the participationzof the employee representatives on the introdud
nd implementation of flexible work.

'tives and success factors

es of workforce allo¢ation should be identified and guided by certain principles of effe

ors should be identified and documented so the organization can measure the succe
:

hg forécast outcomes against target outcomes (refer to 7.6.2.4);

options to organize working time flexibly, e.g. flexitime or temporary or permanent part-time

team self-organization, e.g. workers who assign shifts among themselves, an agile project team

and

f for

time

credit is tallied (e.g. time accounts, time-in-lieu). This credit can be drawn from for fture

Hrive
able,
tion,

ctive

ss of

2) measur

ngthe success of past allocation system performance (refer to Clause 9).

Forecast outcomes are essential for validation processes and can be categorized for:

a) delivery, e.g. output, timely delivery, performance;

b) people,
c)

finance,

e.g. workload, physical, mental and social well-being;

e.g. utilization, adherence to budgets.

Success factors that identify target allocation outcomes and system performance should be documented
based on objectives. They should be expressed in ranges of tolerance (e.g. forecast utilization could be
limited to between 110 % and 80 %). This will enable the organization to confirm forecast outcomes
are acceptable, period by period, into the future and monitor the performance and progress of the

workforce a

llocation processes to generate a feedback loop for continual improvement.
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Create a framework

Every organization should have an effective workforce allocation framework that supports the
organization’s operational objectives and successful delivery of performance goals. The allocation
framework should accommodate one or more workforces (each with its own distinct allocation process)
and include the following suggested management principles.

Participant(s) in the framework design should be considered. These participants could include a wide
range of stakeholders (refer to 5.8).

1y

2)

3)

4)

5)

6)

7)

Responsibilities and authority should be confirmed and documented in a job or position description

should exercise.

A workforce allocation function can be integrated in other organizational functions or
independent unit in the organization. It should provide scope and authority te affect
pperational outcomes.

Accountability for allocation delivery should be confirmed and documented in a set of g
goals that are measurable, contribute to the organizational strategy and have clear
¢pwnership within the organizational structure.

Accountability should ensure organizational integrity so that policy and practices are

governance standards should be observed.

orkforce allocation function accountability sheuld be documented in job des

are aligned and valid.

Pperational resourcing for effectiveworkforce allocation should be confirmed and do
¢nsure clear visibility of workload; capacity and capability has been established. Th

orkload it is servicing, reseurce capacity and other constraints.

orkforce allocators shauild be trained (even accredited) and operate with a solid un
of the needs, goals and constraints of the organization and stakeholders.

ixpectations of-leadership in driving the importance of workforce allocation should b
and documented. Leadership should drive agreement, enablement and sustainmen
pperationaleutcomes. Leadership should align other organizational functions ang
dppropriate level of employee participation and involvement of employee representa
ith exganizational policies and culture.

e job can or

reside as an
the desired

erformance
y identified

compatible.

[n applying workforce allocation practices, the organization’s environmental, social and corporate

'riptions or

duty statements that include associated metries.that measure the job’s effectiveneqs. Including
dccountability in job descriptions creates transparency critical to the communication wjith workers.
[t allows people to trust what the organization says it values and ensures that stated gxpectations

rfumented to
e workforce

dllocation function should ensure that it has access to all information relating to the distributable

derstanding

e confirmed
t of desired

ensure an
fions in line

ransparency of the framework should ensure workers understand the organization’s gxpectations

by making allocation rules and protocols concise, accessible, consistently applied and supported by
operational leadership. Ways to communicate the framework and any modifications to it should be
confirmed and documented.

Acknowledging the ability of workers to exercise some degree of autonomy around accepting
or declining assigned work should be documented. Exercising an option to decline or query the
assignment can occur due to the workers’ capacity, capability, authority or license to operate.

Communication to every worker and stakeholder at every level, to ensure an effective and
sustainable allocation process, should be confirmed and documented. Communication processes

©1S0 2023 - All rights reserved 7
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8)

should support a culture of good allocation and organizational policies for transparency, equity
and efficiency.

Communication processes should be designed to protect worker privacy and ensure security
of sensitive allocation information. Communication mechanisms should be contemporary and
accessible to all employees.

Continual improvement that provides an ability to monitor and measure contributory components
for performance, effectiveness and compliance should be confirmed and documented. This should
incorporate the ability to analyse, recommend and apply process improvements in allocation and

organizational outcomes.

7

7.1 Gene

An allocatid
workforce ¢
the applicah
responsibili

The relation]
Annex C for

7.2 Units

Workforce 3
bridge engi
validating o

Units shoul
aggregated
broken dow]

Units provi

baggage handlers in Sydney defined by “location/role/team”, with higher-level units being defing

“location/rd

7.3 Pools

Workers can be sourced’from a pool of workers into units. Workers in a pool could have character

relevantto d
that have be

Design the process

ral

n process should be designed and documented for each workforce ‘based on work

le units, pools, allocation stages, allocation steps, periods, horizons, information flow
Lies as recommended in this clause. Typically, allocation processes are repetitive in na

examples of allocation processes for various types of workforce.

hllocation should occur within units, including role and location, e.g. assigning tas
neers in the London office. Units are used;for balancing and matching work and wor
litcomes and defining responsibilities.

1 be designed to suit allocation.steéps in allocation stages (refer to 7.4). Units caq
nto higher-level units if required by allocation stage design. Units will possibly need
h into smaller units to ensure thescale of the allocation task is manageable.

leu

singleunit or multiple units. Pools typically consist of potential workers with character
en pre-qualified, e.g. agency staff, trained fast food workers, registered nurses.

Whether or

and

haracteristics (refer to Clause 5). At a minimum, each allocation {process should define

F and
ure.

ship between organization, workforce, units and pools is presented in Figure 2. Refler to

KS to
kers,

n be
to be

le a bounded context of(work and workers that share common attributes, for example

ed by

stics
stics

not'workers formally belong to the unit, they should have the same status for the pun

pose

of workforce allocation.
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Figure 2 — Workforces, work, units and pools
Each|workforce should have its own allocation process.
NOTH Roles, skills, capacity addlocation are inputs into the workforce allocation process. The ¥
unitsfused for workforce allocationmight or might not coincide with workforce segments as derived
planning. For segmentation in werkforce planning, refer to ISO 30409.
7.4 | Allocation stages
7.4.1 General
The fallocation process should be broken into allocation stages. Each allocation stage
allocption decision or a series of similar decisions within a unit. For example:
1) Shiftworkcan require ‘on-off , Shift or ‘task decisions.

- —— =

workforces in
in workforce

includes an

2)
3)

Project work can require "programme

nmon nmon

, "project”, "phase" or "task" decisions.

position, taken as part of recruiting.

Allocation of a receptionist can involve a single decision, namely assigning the receptionist to the

Each allocation stage has allocation steps, an allocation horizon and an allocation period (refer to
Figure 3). All allocation stages should be listed in order of their allocation horizon, from the longest to
the shortest allocation horizon. Decisions will generally be more granular (i.e. more detailed) in later
stages.

Assignment within a unit, at each allocation stage, can be for individual items of work (e.g. tasks,
deliverables), individual workers, larger aggregations of work (e.g. projects) or groups of people (e.g.
teams). The way units, with workers and work, are broken down is driven by the design of the allocation

©ISO
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stages. Different workforces can be scheduled when to work, assigned multiple activities, or assigned a
specific job or position.

Allocator timeline

Allocation stage 1

v

v

Allocation stage 2

Allocation stage 3

v

i, Nl
> ,5£3h’ =
Worker timleline #;
le N| l
[ i gl
allocation horizon allocation period
(stagel) (stagel)
prepare assign inform respond
Figure 3 — Allocation stages, steps, horizon and period
7.4.2 Allgcation steps

Allocation stages should include one or more of the:following allocation steps:

1) Preparg: gather input data about work and\workers.

2) Assign:match work and workers.

3) Inform:|advise workers and/or stakeholders of assignments.

4) Respon(l: workers and/or stakeholders acknowledge, accept, reject, query or amend assignmept.

Allocation s
include the
stage, but aj

Allocation a
this is know

feps are repeatedfor each allocation stage. As a minimum, the decisions in each stage s}
prepare andsassign steps. Inform and respond steps can also be applied in any alloc
a minimufp-should be included in the final allocation stage before the work commenc

5signnients (step 2) can be tentative and are not necessarily commitments. In some se
n ds ‘soft-booking. Commitment sometimes occurs when workers are informed (stg

Once a com

munication has been acknowledged, the decision would typically be fixed for the

jould
htion
S,

ctors

p 3).
next

decision(s) and subsequent allocation stages.

A process for managing change of previously informed decisions should also be documented (if
applicable).

Organizations should use flexible elements (e.g. buffers, relief, stand-by duties) to cater for typical
demand volatility, typical changes in work or worker information from subsequent allocation stages
and the uncertainty of demand information. Refer to Annex C allocation stage examples for various
workforce types.

7.4.3 Allocation period

For each allocation stage, the allocation period (duration) that assignment(s) apply to should be
documented, where applicable. The period can have a fixed or variable duration and be consistent
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for each allocation stage or be unique for each allocation (e.g. project tasks have varying durations).
Periods from a series of allocation stages will possibly overlap. The allocation period will typically be
longer for higher allocation stages (refer to Table 2).

EXAMPLES

For shift workers, shifts can be allocated for fixed periods of one month each without overlap.

For project workers, tasks can be allocated with varying start and finish dates. Consequently, some workers can
have work assigned for just a few weeks while others are assigned for months. These project tasks will possibly

need

to be undertaken concurrently and therefore overlap in time.

7.4.4

For ¢
work
then

lead
outi

Allod
depe
poss

Allocation horizon

ach allocation stage, the time between assigning work to workers (step 2) and\com
should be documented as the allocation horizon. If the allocation stage has ariinform s

time. Allocation horizons can be derived from organizational requirentents, e.g. dea
n corporate labour agreements.

ation horizons can vary from many months to minutes before-the commencemsg
nding on the requirements of the work, worker and stakeholder: For example, shift y
bly be entitled to a period of notice, as set out in Table 2.

Table 2 — Example of allocation stages for shift work

mencing the
tep (step 3),

the allocation horizon will be the time needed to inform the worker before-work compmences, i.e.

Hlines as set

nt of work,
vorkers will

Allocation stage ID Stage description Period Horizon
Days on or days off 4weeks 12 weeks
Shift 1 week 2 weeks
Task 1 day 1 day

NOTH
finali
stage

7.4.5

Infor

documented for each allecation stage, similar to Table 3.

Ta

The allocation horizon represents the deadline to communicate allocation decisions. An
e all allocation decisions for all stages very early in the first stage but not communicate th
s horizon becomes current.

Information flow

mation from step A& prepare, input into step 2: assign and output to step 3: inforn

allocator can
em until that

h, should be

Annex C)

ble 3 — Example of input and output information summary documentation (see
Decision stage Stage 1 | Stage 2 | Stagen
Prepare (inputs) |Data
Rules
Stakeholders
Assign (match) Allocator
Validator
Horizon/[period]
Inform (output) |Worker Horizon/[period]
Information
Stakeholder |Horizon/[period]
Information

Allocation horizons for the provision of information should be documented for both the organization
and the workers.

©ISO
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7.5 Workforce allocator and validator

7.5.1 General

People responsible for assigning workers to work in a unit and allocation stage should be documented
as the workforce allocator(s). The people responsible for validating assignment outcomes should be
documented as the workforce validator(s).

Allocators and validators can be the same person or system. Allocators and validators can be line
managers, functional managers in a matrix organization, workforce planners or allocators and/or
software solutions. Allocators can be the workers if they self-allocate.

Allocators $hould know and follow the rules and policies for the respective allocation -§tage.
Requirements for people to be allocators and validators should be documented.

7.5.2 Directed allocation and self-allocation

Organizatiohs should define which decisions are taken by the workers (self-allo¢ation) and which
decisions are taken by the organization (directed allocation). These choices sheuld'be made in line{with
the organizgtion’s strategy, culture, leadership style and organizational requirements.

In self-allocation, organizations should ensure that:

1) worker$ have the required information to make informed allocation decisions;
2) workers know the rules of allocation and elements of flexibility;

3) all applicable rules and policies are applied;

4) approptiate support is provided (e.g. facilitation\roles, escalation mechanisms) if the allocption
process|could lead to conflicts among workers;

5) worker$ do not overcommit themselves.
In directed allocation, organizations should énsure that allocators:

a) have the required knowledge, (raining, skills and information to make qualified allochtion
decisions;

b) know all relevant rules and-policies;
c) have the required knowlédge to exploit elements of flexibility;

d) are fairfand impastial.

7.5.3 Allgcation systems

Allocation camroeett u.);us differentlevelsof SY stem SUppot tteanbeas .)iulylc as \,usuitivc judsc ent
expressed by a manager as a verbal direction, pen and paper documentation, or as sophisticated as
automated systems that support allocator decisions. For specific stages, the allocation process can
be fully automated and optimized (e.g. the daily allocation of tasks). Advanced systems can optimize
work and worker allocation by manipulating multiple variables that include the timing of when specific
activities are to take place (beyond the scope of this document).

Key features of an allocation system can include modules for worker role or skill inventory, work details,
assigning work, validating outcomes and informing workers.

Regardless of the level of automation offered by systems, the organization remains responsible for the
allocation results. Typically, optimization or automation are used at different allocation stages. Stages
with the greatest impact on workers should be reviewed by an allocator prior to the inform step.
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If systems are used as part of allocation, organizations should ensure that the systems provide
appropriate and up-to-date information for the allocation process. If decisions are proposed or taken by
a system, organizations should ensure all requirements are met.

7.6 Allocation steps
7.6.1 Step 1: Prepare

7.6.1.1 General

For ¢gach attocation Stage, preparation activities should be documented. Preparation mostly concerns
the cpllation of input information used to assign people to work.

Allodators should ensure that all information provided from workers and stakeholders is|appropriate
and that rules and policies will be incorporated. If allocation is system-supported)this can bje automatic.
In th case of self-allocation, appropriate information should be provided to theivorkers.

7.6.1.2 Rules and policies

Rules and policies (described in Clause 4) that impact workforce allpcation in a respective $tage should
be dgcumented in the prepare step and incorporated into the assign and inform steps of ea¢h allocation
stage (refer to 5.9).

Thislinformation only needs to be collated once or when there is a change to policies or rulgs.

7.6.1.3 Stakeholder requirements

Stakeholder requirements (described in 5.8) should be documented in the prepare step for each
allocption stage.

Thisfinformation will possibly only need ta-be collated once if stakeholder requirements arg not specific
to the individual decisions.

7.6.1.4 Work information

For ¢ach allocation stage and’unit, relevant work information should be identified and flocumented
using characteristics identified in 5.3.

Work can be defined-at’the level of tasks, estimates or forecasts, or aggregates (refer to Anmex A). Work
will in general be/ohiaracterized by attributes such as:

1) identification and/or description of the work;

2) hen the work is to be done (if there is a requirement):

0 1 ik o & 4+ 4+ Ph I I, | lai£e I | H di ot 3
aj WIICITIU IS tU SUAl U dITU TS, T8, SIIITL WIITUUWS, THIIIITUI4AlT TATUULIULL,

b) when itisto be completed, e.g. project milestones or due dates;
3) roles, skills and proficiencies needed to complete the work;
4) demand;

5) other attributes as needed for matching, such as location (e.g. customer or delivery location), task
mobility or physicality, on- or off-site task delivery.

For details, refer to Annex A.

Workforce allocation should account for remaining work not completed. Sometimes remaining work
already accounts for the assignment in previous allocation stages. Identification of remaining work
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requires monitoring of work progress. (Progress tracking and productivity metrics are beyond the
scope of this document.)

NOTE1 In some sectors, workers who will do the work are required to estimate the demand and/or confirm
the allocated work.
NOTE 2  Work information is often less accurate and more uncertain for higher allocation stages than for lower

allocation stages.

7.6.1.5 Worker information

For each all

using chara

ocation cfagn and nnif’ relevant worker information should be identified and docume

rteristics identified in Clause 5.

ted,

Worker information can include:

1) availabiﬁity for each period;

2) roles, skills, proficiencies, authorities and restrictions;

3) preferences;

4) worker restrictions (physical, sensory, cognitive);

5) other irffformation required for the matching of workers and work’(e.g. location if more than one

location
For details,

For the purj

is involved, physicality, mobility).
refer to Annex A.

pose of validation, availability should be aggregated into, for example, capacity per rq

skill, or location. Capacity information will possibly notbé required if the workforce is not constr

(refer to 5.5).

Organizatio
contractual
overtime wj
contribute t

EXAMPLES
cover peak wj
regular capa

If remaining
capacity.

Worker infg
reduced by
typically be

hs should distinguish between regular capacity as derived from regular availability
working times for employees)cand extra capacity derived from extra availability
ithin given limits). Organizations should decide if external workers, when applic
b regular capacity or extra eapacity.

Manufacturing companies often use labour hires (also called agency or temporary worke
brkloads that could befextra capacity. In distribution centres, these same workers can be part

ity.

r work has préviously been allocated, allocation decisions should consider only rema

rmatienswill generally have a degree of assignment uncertainty, e.g. worker availa
illness™or resignations. The longer the allocation horizon, the higher the uncertainty

le or
1ined

(e.g.
(e.g.
able,

I's) to
bf the

ning

hility
will

7.6.1.6 Other information

In some cases, information other than work and worker information is required for the purpose of
workforce allocation (e.g. road closure and traffic information for food delivery services, availability of
on-site workstations for organizations with flexible office arrangements).

Furthermore, information from previous allocations could be required (e.g. for ensuring fair
allocations), allowing adjustments to be made between allocation decisions.
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Step 2: Assign

7.6.2.1 General

The process of assigning work to workers should be documented for each allocation stage and include
four aspects:

1y
2)
3)
4)

7.6.2
For e

Ther]

and

or sk
infor

Matdg
piecd

Orgalnizations can apply various matching strategies;such as the following:

1)

2)

3)

4)

5)

how to match work to workers;

how to validate outcomes;

whentaotalke nroventative actign:
VHehR—+to-take-preventasveaeHoh;

yhen to accept compromise.

.2 Matching work and workers
ach allocation stage, the strategies used for matching work and workers-should be dog

e are many ways to match. Essential to all methods is that the fesidual availability
residual work is matched by common characteristics. Obvious¢matching characteris
ill. Another is timing, e.g. when the planned work aligns with‘worker availability. M
mation are used as criteria to match and inform (refer to Anhex A).

hing can happen using groups of workers (e.g. teams). or individual workers, and t
s of work (e.g. tasks) or larger volumes of work (e.g. projects or work packages).

]
using, for example, availability and/or skill'as search criteria.

If the workforce is constrained, allocation could iterate through matching workers an
Ibased on priorities, skills, preferences).

$tepwise approaches shouldtbe used, for example by first matching work to speci

yorkers (e.g. internal workers before external workers, high skills before low skills).

I
q

f work or workers haye more than one attribute, for example where workers are multi-s
ould be situationsCwhere sequential assignment of work to workers yields suboptim|
ecause the indifzidual matching decisions are strongly interrelated (e.g. if work A is
orker 1, this;means worker 2 is the only one left for work B, and because of that, wo
nly one left for work C, and so on). In such cases, assignment algorithms can be us
ork andworkers simultaneously by considering the mutual dependencies.

fter allocation at the level of units, further opportunities for balancing work and capa

umented.

of workers
tics are role
any types of

p individual

f the workforce is not constrained, work caf‘be matched by finding workers from a lafger pool by

d work (e.g.

1l groups of

killed, there
al outcomes
assigned to
rker 3 is the
ed to match

'ity could be

identified between units or at higher-level units.

Matching can also involve further decisions (e.g. scheduling, assignment of equipment). This is beyond
the scope of this document.

If remaining work is to be taken into account when allocating, then the process for monitoring progress

and

providing feedback to the latest assignment step is to be identified and documented.

7.6.2.3 Rules and policies

Rules and policies that impact allocation processes should be documented. When matching work and
workers, all applicable rules and policies (refer to 7.6.1.2) and stakeholder requirements (refer to 7.6.1.3)
should be respected. Matching should be done in a way that caters and optimizes for the objectives and
success factors (refer to 5.10). See Figure 4.
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Organization ‘X’

Workforce 3

Workforce 2

Workforce 1

UnitA .z &) /D& UnitB 232
- Nl —& &&

7.6.2.4 V4

Organizatio
defined by ¢
outcomes sH

The purpos
1) workw

2) worker;
case of

3) worklod
Validation s
— attheld

— attheld

p
|
|
|
-

Figure 4 — Units after allocation

lidate outcomes

hs should ensure that forecast outcomes for.each unit are within acceptable toleranc
arget outcomes (refer to 5.10). Processes for validating forecast outcomes against t
ould be documented.

 of validation should be to know orcheck that for each period:
1l be delivered - by comparing total demand with the total allocated work;

will be utilized - by comparing total allocated work with the total capacity (only i
vorkforce-constrained §cenarios, as defined by 5.5);

d is not excessive £by’comparing allocated work with the worker’s availability.
hould happen:
vel of the.allocation units;

vel of broader units (if used in the matching strategy);

— attheld

es as
hrget

h the

vebof individual roles or skills within a unit (if appropriate, e.g. when there is a shorta

ge of

capacity 1n a specific skill).

Validation could be inherent within matching decisions or undertaken after matching decisions.

Examples of inherent validation include:

— scheduling software that solves for unconstrained inputs (e.g. remaining work, remaining worker

availabi

lity);

— managers who use judgement to allocate, knowing that outcomes for delivery, utilization and
workload will achieve acceptable tolerances (e.g. when delivery times are unconstrained).

Validation after matching decisions can occur periodically, such as in weekly resource meetings in a
consultancy practice.

16
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Comparing demand, capacity or availability and allocated work should be done quantitatively, period
by period, and can be expressed as work and worker hours, days, weeks, months, headcount or FTE per
day, week or month. Appropriate visualizations can optionally be used.

Validation should account for the uncertainty of work and worker or capacity information.

7.6.2.5 Preventative actions

Organizations should document preventative actions that stop or mitigate undesirable outcomes that
were identified by validation during the assign step. Undesirable outcomes are forecast outcomes that
are unlikely to meet the organization’s target outcomes (refer to Clause 7).

EXANPLE A gap between work demand and allocated work can cause delivery issues; loy utilization,
excegsive workloads or budget exceedances. For example, forecast utilization of 68 % would\bé yndesirable if
target utilization is 85 %.

Preventative actions within workforce allocation generally include finding wdsk’/or workérs inside or
outside a unit or changing working hours. For suggested preventative actions;refer to Annex B.

The |organization should determine the priority and order of preyventative actions based on its
charjficteristics, rules and policies.

Som¢ medium- or longer-term actions could be workforce planning activities, e.g. recruiting additional
worKers (refer to ISO 30409).

If undesirable outcomes are a result of commitments fremyearlier allocation stages, such [information
should be fed back into those stages.

7.6.2.6 Accept compromise

It is not always possible for all forecast outcemes to achieve target outcomes, even after preventative
actions have been taken to mitigate their impact. Organizations will then potentially haye to accept
compromised outcomes, e.g. late delivery of products or services, low utilization or high warkloads.

Organizations should document procésses for accepting compromised outcomes and wayp to actively
manage their impact.

7.6.3 Step 3: Inform

7.6.3.1 General

If an| allocation-stage involves an inform step, the way workers and stakeholders are nformed of
allocption decisions should be documented (e.g. printed reports posted at a specified spgt on a wall,
email, allocation systems). The inform step should precede commencement of the work bylthe amount
of tirhe defined by allocation horizon (if applicable).

Otherstakehotderscamatso beinformedatdifferent points i tinme;, whichcoutd-bethesame as when
the workers are informed, but not necessarily.

EXAMPLE Project managers are often informed of the workers that have been assigned to their projects
before the workers are. Functional managers will possibly need to be informed or consulted before their workers
are allocated to projects, though ideally project allocation decisions are made jointly between project and
functional managers.

NOTE Often functional managers have the clearest and broadest view of the demand pipeline (i.e. future
allocations) for their workers. Project managers are often focused solely on the impacts to their projects.
Workers, however, will possibly understand their current allocations, but not necessarily future work. Often,
only their functional manager has this holistic view of their future work.
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7.6.3.2 Co-workers and privacy

Allocation information can be shared between workers within a unit, team, department or other groups
of workers. Sharing of allocation information could particularly be required for self-allocation (e.g. for
shift trading). If information is shared between workers, organizations should ensure privacy and
personal information policies are followed. Any communication to a wider group of individuals should
enable workers to know required information without providing inappropriate personal details.

7.6.3.3 Allocation changes

Processes for allocation decision changes should be documented. In many allocation stages, decisions
from previojus stages will possibly need to be revised. Changes to allocation decisions after workdrs or
stakeholderp have been informed can have an impact. In some cases, there could be time limits'jafter
which changes trigger additional compensation.

7.6.4 Step 4: Respond

To avoid confusion or misunderstandings, workers will possibly need to confirm receipt and acceptance
of the allocption information. In such cases, the way workers are required~to respond should be
documented. Confirmation will possibly have to be recorded and be traceable.

In addition|to acceptance, workers could also be entitled to respond with rejection, alternatives,
comments, flueries or other information. Provision of sufficient timeto address responses should be
included in the process. In such cases, processes for dealing with each response should be documepted.

Following confirmation of the allocation (implicit or implied), the worker then undertakes the assigned
work.

8 System measurement

Methods for] measuring the allocation system’s past performance should be documented in accordance
with the organization’s goals and success fagtors (refer to 5.10). Measurements are to enable daily
adjustmentg to the allocation activities and drive continual improvement to the system.

Measurement should include assessable parameters that identify improvement opportunities angd the
value these|promote. These measufres should align with functional teams, such as human resouyrces,
finance, governance and marketing, that have performance targets or key performance indicatorg that
provide infgrmation to the organiization about what effect they have or what challenges and constrpints
their functigns face.

EXAMPLES

a) Schedul¢ adherence - productive time spent in the workplace as a proportion of total allocated prodyctive
time.

b) Schedul¢ performance - total time in the work environment as a proportion of total assigned or schefluled
time.

c¢) Time to allocate - time it takes to allocate new work to workers.
d) Forecastdemand accuracy - estimated demand compared with actual time worked.
e) Pastutilization - actual time worked compared with capacity of workers.

Performance measures that reflect the expectations of the organization are an integral component of
the continual improvement of workforce allocation.
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Documentation and communication

The way organizations require information regarding workforce allocation processes, practices and
policies is to be recorded and communicated and should be documented. This can include employee
handbooks, policy manuals, webpages or other documentation. Such documentation should be
communicated to and understood by workers, allocators, validators and stakeholders. Workers,
allocators, validators and stakeholders should be advised why it was created, what the purpose is and
how the document will be used in the organization. This also applies when updates to policies are being
made.

Workers, allocators, validators and stakeholders should be familiar with the organization’s policies and

confirmthis, More compleXx polICies or procedural cnanges can require rurtner training.

10

A mgthod for continual improvement of the workforce allocation framework-and process
identified and documented. This can include regular reviews to ensure that)processes are
meet organizational needs. Such reviews should examine:

1y
2)

3)
4)

Revig¢w of the framework and the processes should consider:

Reviews should assess:

The

k £ 4] £ 1 | H 4+ pa PR + ££. A3
ta enmrto ensture e rrameworsana PTULTSSTSTTIITIAIATTUT TCIIUAITUUT TVE 51 TATTT TITTLTTVTETT

Continual improvement

¢hanges to the organization that impact workforce allocation (referto Clause 5);

fespectively);
gystem measures (refer to Clause 8);

improvements that could be evaluated, implemented and documented.

Design: does the design of allocation processes meet its objectives and the underlying |
it will produce the intended change?

Implementation: was the design iniplemented as intended?

Impact: did the design prodiice the intended outcomes and impact?

Utility: can the review contribute to continual improvement of the framework and pro

Feasibility: are.the evaluation procedures practical, given the time, resources an
qvailable?

Accuraey»are approaches at each step accurate, given stakeholder needs and evaluatio

rganization’s leadership should be informed of the assessment and actions that are in

bs should be
current and

the adequacy of the workforce allocation framework and\processes (refer to Claus

pgic for why

resses?

d expertise

n purpose?

fended to be
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Annex A
(informative)

Characterizing work and workforce

A.1 Characterizing work

For the pury
1) Tasks,i
will det

a) def
b) dirg
tim|

2) Estimat]
3) Aggregj

Task-level w

Information|

work na
when tH
—  Wwhd
—  whd
roles, sK
demand

other af
location

time or

roles, sK

ose of workforce allocation, work and demand can be defined in different forms:

e. the lowest level of work that becomes explicitly allocated. Below the task level, wo
ermine their approach of carrying out the work themselves. Tasks can be:

ned by a breakdown of larger pieces of work (e.g. projects, phases, deliverables); or

ctly related to business drivers (e.g. tasks for train drivers could beydetermined by a
ptable).

es or forecasts, e.g. if tasks are not known at the level of the-dllocation stage.
itions of work above the task level, e.g. subprojects, phases, deliverables, shifts.
ork information should include:

me, description and ID;

e work is to be done (if there is a requirement), for example:

b1 it is to start and finish, e.g. shifts, windows, immediate execution;

b1 it is to be completed, e.g. projéctactivity milestone or due dates;

ills and proficiencies needed\to complete the work;

for each task (refer to 5.3);

tributes needed té-match workers and work, such as location (e.g. customer or del
), required mobjlity or physicality.

for work expréssed in the form of estimates or forecasts should include:
period«(e.g. day, hour);

ills and proficiencies needed to complete the work;

kers

train

very

demand (for the given time and skills or roles), expressed period-by-period in units of FTE,
minutes, hours or similar;

other attributes as needed to match workers and work, e.g. location, required mobility, physicality.

Information for work at an aggregate level should include:

20

aggregate name, description and ID;

roles, skills and proficiencies needed to complete the aggregate work;

demand (e.g. by skills or roles) in a form that is appropriate for the aggregate work;

other attributes as needed to match workers and work, e.g. location (if location can be expressed at
the aggregate level), required mobility, physicality.
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NOTE There are scenarios where delivery time is not a constraint or demand cannot or has not been
estimated. For unconstrained work (refer to 5.5), demand will possibly not be known or need to be known. If
managers are confident that all target outcomes will be achieved, then they can match work to workers just
using inherent manager validation. For example, if sales opportunities are abundant, a sales team could just
work on sales opportunities in a priority order, completing what they can but never engaging all their potential
customers. If work information relates to business drivers (e.g. train schedules driving the work for train drivers,
or traffic information for delivery services), real-time information of such business drivers could be required for
the purpose of allocation, in particular in the more immediate allocation stage(s).

A.2 Characterizing workers

A.2.1 General

For the purpose of workforce allocation, workers and capacity can be described) by the following
charjcteristics.

A.2.2 Availability and preferences
For dach allocation stage, availability could be constrained by:
1) thelaw and corporate agreements, e.g. maximum weekly workifig time;

2) e¢émployment contracts, e.g. weekly working time, parttime contracts (for internal|workers or
employees);

3) labour lease agreements (for external or contingency workers);
4) individual working time agreements, e.g. working days for part-time workers;
5) absence planning, e.g. results of annual leave planning, training planning;

6) other absences not under control of the organization, e.g. illness, doctors’ appointment

2

7) ¢lements of flexibility (e.g. relief shifts or teams, stand-by duties).

Availability will possibly have ta.be confirmed by workers (e.g. students bidding for work)) Availability
inforjmation need not be moref@ccurate than work information.

Withiin allocation decisiods)previous allocations can reduce actual availability.

Allodation could consider worker preferences that would be advised by the workers. If applicable,
worNers should cofifirm their preferences for work in terms of, for example, number of hours, days off,
prefdrred timing, type of work, extra hours, location. Organizations can decide which prefefrence, if any,
is applied or.considered. Any changes to preferences should be advised by the workers.

A.2.3 Roles, skills, authorities and restrictions

Workers™ characteristics should be documented and segmented into units by their roles and skills. At
the level of a unit, roles and skills can be further differentiated by, for example, experience, knowledge
of equipment and machinery, proficiencies or skill levels, past performance and authorizations (e.g.
certificates). Furthermore, there could be restrictions for allocation (e.g. pregnant women who must
not have irregular working hours).

Capturing and exploiting such data can be subject to legal restrictions (e.g. data protection) or other
restrictions (e.g. corporate labour agreements).

Workers’ temporary or permanent restrictions (physical, sensory, cognitive) should be identified,
documented and taken into consideration for the type of work that could be allocated. Collection,
dialogue and treatment of such information should be carried out in an equitable and respectful
manner, while ensuring privacy requirements are met.
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A.2.4 Other information

Other worker information can be documented, such as location information, as required by the
allocation process, such as the workers’ base location(s), their current location (e.g. for trucker drivers)
and mobility (e.g. for sales staff).

Beyond that, other attributes should be captured as required by the specific allocation process (e.g.
gender when staffing airport security checks).
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Annex B

(informative)

Preventative actions

Organizations should document preventative actions that stop or mitigate undesirable outcomes that
were identified by validation during the assign step. Undesirable outcomes are forecast outcomes that

are y

For ¢
issus
68 %

nlikely to meet the organization’s target outcomes (refer to Clause 7).

xample, a gap between work demand and allocated work for an allocation unit-can’cause delivery
s, low utilization, excessive workloads or budget exceedances. For example, forecast ytilization of
would be undesirable if target utilization was 85 %.

The ¢rganization should determine the priority and order of preventative actions by its characteristics,

ruleg

Table B.1 — Potential preventative actions

and policies. Potential workforce allocation preventative actions are described in Tabje B.1.

Circumstance Preyentative action for units
a) [Some workers are over-allocated work|1) Re-allocate work from workers who have been gverallocated
while others are under-allocated work work to wigrkers who have been under-allocateld
2) Split work between people (e.g. more than|one person
working on an activity, formal job sharing)
b) (A unithas a deficit of workers 3) -logrease allocated working hours, within overgime limits
¢) |A unit has a surplus of workers 4). “Reduce allocated working hours, within utilizakion targets
d) [Some units have a surplus of workers,|5) Share or float® work and workers between Ejlnits (across
while others with the same worker (or the organization) (e.g. temporary internal transfer, multi-
work characteristics have a deficit*in business unit contributions to projects)
workers
After preventative actions 1 to 5
e) [Unit has residual deficit of workers 6) Reduce total demand? (e.g. increase activity|or products
needed, accelerate delivery time)
7) Increase capacity? and allocate new worker§ (recruit or
contract more workers into the organization)
f)  Unit has residual’surplus of workers 8) Increase the total demand? and allocate unused workers
(e.g. reduce activity or products needed, slow dglivery time)
9) Reduce capacity? (furlough or exit workers,|suspend or
cease the use of contractors from the organization)
NOTI Other workforce planning type actions have not been included, e.g. developing capability within an organization.
a  Workforce planning type actions, not strictly within the scope of workforce allocation processes.

©ISO
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Annex C
(informative)

Workforce allocation examples

C.1 Airline operations — Pilot workforce

C1.1 ChaIracteristics

The work cq
flying dutie
a minimum
The workfol

C.1.2 Bre

The core unjit structure for allocation is by aircraft type. The workers-are limited to the aircraft

but can wor
first officer

C.1.3 Key]
The key objd
— Ensure

Ensure

Ensure

changeg.

Table C.1 sh

vered is the allocation of various pilot roles (second officers, first officers and.captair
5 across a number of various aircraft types. The workers are effectively full-time and
and maximum number of hours that can be assigned within the various.legal constr:
ce is approximately 2 500 staff.

hkdown in units

k in roles lower than their current position where valid, for'€xample a captain can wor
Fole, but not vice versa.

objectives and success measures for the aloecation

bctives and success criteria are:

hll appropriately qualified and current pilots are allocated to the planned services.
pilots are allocated hours within the minimum and maximum working time targets.

hppropriate levels of reserve crews to mitigate against unplanned shrinkage and operat

pws the information flofy for the allocation process.

Table’C.1 — Information flow for airline pilots

1S) to
have
hints.

type
K in a

ional

Decision Stage 1 (roster) Stage 2 (pre-day of Stage 3 (day of ops
stage ops allocation) allocation)
Prepare |[[Jata — Named headcount with skillsin | — Named roster — Named roster
(inputs) which base location
— Late leave, — Late absenceq
— Leave, absence, training absence, training o
— LIVE TTIZIT
— Planned flight schedule — Live flight schedule
schedule

— Staff working bids
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Decision Stage 1 (roster) Stage 2 (pre-day of | Stage 3 (day of ops
stage ops allocation) allocation)
Rules Staff labour agreements Staff labour Staff labour
agreements agreements
Standard operating procedures
(rostering) Standard Standard
operating operating
Fatigue and safe work procedures procedures
guidelines (rostering) (rostering)
AvlatlonTegulations Fatigue and safe Fatigje and safe
work guidelines work' guidelines
Aviation Aviatjon
regulation regulation
Stakeholders Staff Staff Staff
Flight ops leadership team Flight ops Airpofrt customer
leadership experfience
Workforce planning team team and base managers
L managers
Training team Crew pps control
. . Neéar term allocators
Roster committee (semi- resource planning
regular) team Airlinle integrated
) operafions team
Employee representatives Training team
(where applicable)
Airline integrated
operations team
Assign | Allocator Workforce planning analyst Crewing Crewing ops
(match) operations controllers
planner
Validator Workforce’planning manager Crewing Crew pperations
operations manager
manager
Airline operations
duty manager
Horizon/ 1 (to 4 weeks) [period: 28 days] 1 to 7 days prior +1 mih to
[period] to the day of 24 h { cyclical
operations continuous

© IS0 2023 - All rights reserved
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Table C.1 (continued)

Decision Stage 1 (roster) Stage 2 (pre-day of Stage 3 (day of ops
stage ops allocation) allocation)
Inform |Worker Horizon/ 1 (to 4 weeks) 1to 7 days prior |— +1minto16h
(output) [period] [period: 28 days] to the day of
operations
Information Named roster Published changes |— Flight assignment
with operating to staff rosters notified through
flights (dates) through online online portal
accessed notification
t}ll Uush Ull}illC
portal
Stakeholder |Horizon/ 1 (to 4 weeks) 1to 7 days prior |— +1 minto24h
(leadership |[period] [Period: 28 days] to the day of
team/net- operations
work . Information Named roster Update roster — (Flight assignmpent
sfheduling/ with operating with changed
1pC) flights flights > Approved
attendance
Skill shortfall Overtime
and training approvals
requirements
Recomimeénded
Unfilled open schedule changes
flights
C.2 Agile project teams

C.2.1 Characteristics

Individuals
product are
are assembl
stories to te
allocate stoj

C.2.2 Bre
Agile projed
agile enviro
agile-water

C.2.3 Key

developed in 2-to-3-week increfents via prioritized work items called user stories, v
ed in a product backlog by .a product owner. The team either collectively allocates
am members based on skill'needs and/or individual preference, or the team memberg
ies to themselves.

hkdown in units

ts are self-mafhaged by teams. Teams can be populated from pools of workers. In a
hment, workers are assigned full time to a team. In many organizations, however, a hj
fall environment exists, so workers can be partially assigned to one or more teams.

objectives and success measures for the allocation

are allocated to a team, and the téam is assigned to deliver a product. Features fof the

rhich
user
self-

pure
ybrid

The key objectivesamdsuccesscriteriaare:

Ensure teams have the proper talent to execute the user stories.

Avoid allocating workers to “tasks” - teams are self-managing.

points are the primary measure of how much can be accomplished in each iteration.

Table C.2 shows the information flow for the allocation process.

26

Employ an agreed-upon method of determining relative user story size (in terms of points), as story
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Decision Stage 1 (allocated | Stage 2 (assign team | Stage 3 (execution of
stage to team) to project) work)
Prepare (inputs) Data — Worker capacity/ Team capacity/ Team capacity/
availability availability availability
—  Worker skills/fit Project Project information
information
— Team needs Target release date
Desired release
date Product backlog
(features/stories)
Product backlog
Sprirt §chedule
Worker skills (e:g. 2-yveek sprint,
3-weeld sprint)
Rules — Allocate worker Assign team Team allocates
to team, max to a project for user stories to
100 % product release workerjs from the
delivery prioritized product
— Inhybrid backlo
environment,
worker can be Work ig delivered
partly allocated in iterafions
to one or more
teams and/or Worker
allocated to non- perforipance
agile projects feedbag¢k can
be proyided to
workerland/or
workei['s functional
managg¢r, and new
skills aflded to the
worker[s repertoire
Stakeholders |—- Functional Functional Producft owner
manager manager
End cugtomer
— Product owner Product owner
Project manager
(if applicable)
End customer
Assign (match) Allocator — Functional Functional Team of team
manager manager member
— Product owner Product owner
Validator — Product owner Product owner Produckt owner
Horizon/ — 1monthto1l 1 month to 1 week +1 minto 24 h -
[period] week cyclical continuous
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Inform |Worker Horizon/ 1 month to 1 1 monthto 1 +1 min to
(out- [period] week week 24 h - cyclical
put) continuous
Information Team name, Project User story
product owner, information, information
duration of customer name,
assignment, features desired,
percentage of desired release
allacation tao datn
team
Stpkehold- [Horizon/ 1 monthto 1 1 monthto 1 Stakehelders
er| [period] week week are informed pf
status during
Sprint demos pt
the end of each
sprint
Information Duration and Project sprint Newly designed
allocation and release features,
percentage schedule;project recommended
of worker commtnication alterations
assignment to protocols
team
Team
responsibilities
C.3 Waterfall project team

C.3.1 Characteristics

An engineer
programme
by projects,
spreadsheet
Stakeholder;
and partner
with discipl

C.3.2 Bre

ing joint venture provides-design and engineering services to a government authority|
of projects in a cross-funictional organization of projects and disciplines. Work is struct
work packages (WPs);lots, phases and tasks and estimated by role per task per week (fising
s). In this examplefthere are 1000 workers defined by primary role, other roles and s
s are government-authority, joint venture (JV) board, procurement, project leadershij
s. Resource nianagement is centralized from the programme management office wo

ne leads andot leads.

hkdown'in units

Pool source

1 from all partners. Unit 1: JV workforce. Unit 2A: roles. Unit 2B: role/work package. U

roles/lot. Unit 4: people assigned tasks.

C.3.3 Objectives and success factors

Unit 1: < 10 % people assigned > 44 h per week; > 75 % people assigned > 36 h per week. Unit 3: delivery
95 9% to 110 % (total role capacity/demand), utilization: 80 % to 120 % (total role allocation/capacity);
workload: 80 % to 120 % (total role demand/allocation).

Table C.3 shows the information flow for the allocation process.

28
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Table C.3 — Information flow for waterfall project team

Decision stage | Stage 1 (work pack- | Stage 2 (lot/phase Stage 3 (task
age assignment) assignment) assignment)
Prepare (inputs) Data — WProledemand |— Lot/phaserole |— Task+task
demand demand
— Resource’s
capability + — Resource
availability capability +
availability
Rules — Workers from — Must be WP
Pl ulur Md Cll_ll_ll UV\,d
partners
— Selected on value
for money
— 40 h per week
max.
— Leave by end
date
Stakeholders — Partners, — Lotlead
government
authority
— Discipline‘ead
Assign (match) Allocator — Procufement (to |— Disciplinelead |— [Lotleader
source partners)
Validator — JVresource — JVresource — [J[Vresource
manager manager manager
Horizon/[period] |~ 3 weeks [WP — 2 weeks [lot — |2 days [task
duration] duration] duration]
Infoym Worker Horizon/[period] |— 3 weeks [WP — [2 days
(output) duration]
Information — WP, engagement |— Lots,deadlines |— [Tasks,
start, finish date deadlines
Partner Horizon/[period] |— 2 weeks
Information — WP, engagement
start, finish date
Comniércial [Horizon/[period]
Information — Resource name,
end date
Lot lead Horizon/[period] — 2 weeks
Information —  Resource name;
end date

C.4 Production — Manufacturing workforce

C.4.1 Characteristics

In manufacturing, the allocation of work needs to ensure production volumes and production or
delivery goals. The workforce typically consists of regular and casual or agency workers. Regular
workers typically work full time on master schedules in shifts of fixed length (e.g. 8 h), potentially
including night and weekend work. Workers typically have different skills and proficiency levels for
certain manufacturing activities.
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C.4.2 Breakdown in units

Production often involves a sequence of manufacturing steps performed in the different departments
and sites (and sometimes suppliers). The core unit structure is by manufacturing site and department.
The manufacturing workforce can include functions such as machine operators, supervisors, helping
hands and staff responsible for machine changeover. Staff are sometimes cross-skilled to work in
different functions and/or departments.

C.4.3 Key objectives and success measures for the allocation

The key objectives and success criteria are:

— Ensure that production schedules and/or production targets are met.

— Ensure that delivery deadlines are met and machine utilization is maximized.

— Ensure pquitable and fair allocation for incentivized tasks and prolonged periods of work.

Table C.4 shpws the information flow for the allocation process.

Table C.4 — Information flow for manufacturing

Decision stage

Stage 1 (shift plan review)

Stage 2 (workplace

assignment)
Prepare (inputs) Data Production schedule/ Production schedule/
target production target production
volumes volumes
e.g. seasonal forecasts Overtime requirements
and-calamities
Worker day-to-day
Worker availability as by availability by skilljand
master roster - by skill proficiency level
and proficiency level
Potential availability
Absences of casual workers (py
skill/proficiency)
Potential availability of
casual workers (by skill/
proficiency)
Rules Labour law Labour law
Tariff and corporate/ Tariff and corporatp/
unit-specific labour unit-specific labou
agreements agreements
Stakeholders Production planning and Team manager
control
Shift supervisor
Team leads, department
managers, shift Production manager
supervisors
Employee representatives
(where applicable)
Assign (match) Allocator Team or department Team manager
manager
Validator Department or e.g. shift supervisor
production manager
Horizon/[period] e.g. 2 weeks/period e.g.in the beginning

1 week

of the shift for the
complete shift

30
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