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Introduction 
How can Georgia communities distinguish themselves from competitors, drive economic 
development success, and promote student success? Some communities in Georgia have 
undertaken workforce development planning processes to study their existing workforce, 
identify future needs, and develop strategies to close talent gaps. Workforce development 
means connecting individuals to jobs or training for new or advanced jobs in the local or 
regional economy. A workforce development strategy is a coordinated set of actions and 
investments that seek to meet the most important workforce-related needs of a community 
or region. The workforce development strategic planning process can help a community shape 
its economic future, leverage resources, and create new opportunities. It is important to 
note that effective workforce practices do not occur by happenstance; instead, they require 
planning, coordination, and ongoing monitoring by business, education, government, and 
community leaders working together.

The Georgia Workforce Planning Guide is a collaboration between the University of Georgia’s 
Carl Vinson Institute of Government and Georgia Power to enable communities to develop 
their own workforce development strategy. This guide and the associated resources will 
prepare community leaders with the steps, knowledge, and templates to develop and 
implement their own local strategy. The approach detailed in this guide is designed to be 
flexible and applicable to communities of all sizes and with varying needs. Georgia Power’s 
Workforce Development and Community Development teams are available to support your 
workforce planning efforts. 

Workforce Development Overview

At the simplest level, workforce development is about connecting individuals to jobs in the 
local or regional economy. It involves many partners and programs aimed at helping students, 
job seekers, and employees gain the skills required to fill current and future employment 
opportunities. Workforce development spans early care to retirement. Think of workforce 
development as a series of building blocks or a pipeline that leads from education and 
training to a successful career. That successful career may be made up of a number of jobs, 
potentially in more than one industry. Early education and training activities and programs 
have an impact on later programs and success. 

Figure 1 visualizes this workforce development pipeline. As your community explores 
workforce development planning, it will be critical that you take the entire pipeline 
into account. The workforce pipeline also shows that a variety of government, business, 
community, education, and nonprofit organizations are critical to workforce success and that 
each makes distinct contributions to the overall process.

Introduction
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Workforce Development Planning 101

Workforce development planning is about assessing needs, identifying existing assets, 
determining workforce gaps and needs, and then developing a plan to address the most 
pressing needs. Like other types of strategic planning, prioritization is key so that the action 
items identified in the plan don’t overwhelm the resources and capacity of the partners.

A workforce development plan serves as the roadmap for your community, identifies the 
action items workforce stakeholders will focus on, and helps communicate the community’s 
vision to internal and external stakeholders. Workforce development is a long-term 
proposition, so a clear and mutually agreed-upon plan can help a community stay focused on 
the investments, programs, and cultural changes required for success.

Over the long term, implementing a workforce development plan can serve as a catalyst for 
community growth and action. For example, it can help connect students to high-quality 
opportunities and assist members of the workforce with gaining new skills to garner higher 
paying positions. It can also make your community attractive to economic development 
recruitment and retention projects, resulting in new jobs and capital investment. The impact 
of effective workforce development planning implementation goes far beyond connecting 
people to jobs: It can change the fabric and direction of a community.

Introduction
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Workforce Planning Process 
The workforce planning process is designed to guide community leaders through 
the various phases to successfully develop a community-based workforce 
development plan. Figure 2 details the six-step workforce planning process.

• Data Driven: The planning process should be data driven and include multiple 
sources such as labor market data, economic data, and input from local business 
and community leaders.• Community Led: To ensure alignment with community needs and increase the 
success of implementation efforts, the process should be driven by local leaders 
from government, business, education, and the community.• Inclusive: Many diverse voices should be involved in the planning, needs 
assessment, and development process. This will ensure the plan will benefit all 
facets of the community.• Solutions Focused: While understanding the potential problems and needs of 
the community is important, the planning process should identify short-term and 
long-term action items that will make a positive difference for the community.• Implementable: An effective workforce development plan must be easy to 
implement, meaning that each action item will need to be considered from 
multiple angles (e.g., feasibility, budget impact, partner capacity, timeline).

Introduction

Figure 2. Workforce Planning Process

Values of a Quality Workforce Planning Process
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Step 1—Assess Capacity, Readiness, Goals, and Logistics

Before launching a workforce planning process, community leaders must assess their capacity, 
readiness, and goals. These are important factors that will influence the ability of the community 
to successfully develop and implement a workforce plan. If the assessment indicates that the 
community is ready to undertake the process, then community leaders will need to complete 
some pre-planning logistical and organizational items before the initial meeting. The success of 
the entire process will depend on an honest assessment of capacity and completion of all pre-
planning activities.

Assess Capacity, Readiness, and Goals

At this point in the process, you should assemble several 
community leaders to serve as the initial planning 
team. Ideally, you should include three to five leaders 
from business, government, economic development, 
and education who would be willing to help coordinate 
the entire process. They should have relationships 
and standing in the community to recruit additional 
participants and supporters. The initial planning team 
members should use the questions on the Capacity, 
Readiness, and Goals Assessment worksheet to gauge 
the community’s ability and need to undertake 
this process. The assessment may indicate that the 
community is ready to move forward or that it might 
not be the right time to undertake the planning process. 
If your community is not yet ready to move forward, 
then you can use the takeaways from the assessment 
to focus on improvement areas before starting the 
planning process in the future.

Step 1

Have You Considered a 
Regional Approach?

While many types of 
planning efforts tend to 
focus on the county or city, 
workforce development 
planning lends itself to a 
regional or multicounty 
effort. Employees cross 
county lines every day 
for job opportunities, 
and employers rely on a 
multicounty labor shed. 
Taking a regional approach 
will allow you to meet the 
needs of more employers, 
influence a larger student 
and worker population, 
and have a larger impact.

https://sites.selectgeorgia.com/documents/541/capacity_readiness_goals_assessment_worksheet.docx
https://sites.selectgeorgia.com/documents/541/capacity_readiness_goals_assessment_worksheet.docx
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Pre-Planning

If your community is ready to move forward with the workforce development planning process, 
then you will need to undertake several planning steps before the first meeting.

Identify and Recruit Steering Committee Members
A key success factor for a workforce development planning process is having the right community 
leaders at the table. They will assist in studying and providing insight on the issues and 
determining the path forward, and they will lead implementation of the plan. Community leaders 
will participate if they see benefits for their organization or constituency and if they share a 
similar vision for improving the workforce pipeline in the community. Individuals willing to listen, 
collaborate, and solve problems across organizational boundaries are best suited to being part of 
the steering committee.

The composition of the steering committee will vary by community, but generally you should 
aim for 15–20 members that represent key businesses, government, education, and community 
organizations. You should strive to keep the group a manageable size so they can work quickly 
to analyze the needs and establish the plan. Other stakeholders can be involved during the 
needs assessment process, and you may also consider expanding the steering committee with 
additional members during the implementation step.

The initial planning team members should conduct additional outreach to potential steering 
committee members. This usually starts with a phone call or in-person meeting to explain the 
process, the goals, and how they could contribute to the process. Once they agree to participate, 
the initial planning team member should follow up with additional information and the meeting 
dates.

Review the Steering Committee Planning worksheet for guidance on steering committee member 
recruitment and to begin planning your outreach efforts.

Determine Meeting Dates, Locations, and Topics
Another pre-planning task is to coordinate the meeting logistics for the planning process. The 
process usually consists of four steering committee meetings spaced out over several months. 
The first meeting should be scheduled four to six weeks in advance, and aim to have a workforce 
development steering committee meeting every four weeks thereafter. Identify all future 
meeting dates, and ensure that all members have the dates and times blocked off on their 
calendars. Consider building the meetings around breakfast or lunch, as meals can help encourage 
attendance and may make it easier for partners to participate. Meeting locations should be 
convenient for the steering committee members to attend and have flexible options for setting 
up the room. The best room setup for collaborative planning activities would be several small 
table groups (e.g., several tables of four individuals) to allow for small group discussions.

See the Sample Six-Month Workforce Development Planning Project Timeline for a sense of the 
overall project timing.

https://sites.selectgeorgia.com/documents/546/steering_committee_planning_worksheet.docx
https://sites.selectgeorgia.com/documents/545/sample_six_month_workforce_development_planning_project_timeline.docx
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Develop a Plan to Provide Project Staffing

A key success factor for workforce planning projects is to have sufficient support and facilitation 
assistance. The initial planning team will need to explore options to provide this support to the 
planning process.

The first role is the project support coordinator, who should work with the initial planning 
team to coordinate logistics, take minutes, send out post-meeting communication, track 
implementation, and help ensure the overall success of the project. It may be one person or 
shared by several individuals, but there must clear responsibility for completing tasks. This 
position could be filled by a loaned administrative assistant from one of the key organizations, 
an employee from the chamber of commerce or economic development organization, or an 
independent contractor who works on the project on a part-time basis.

The second role is the project facilitator, who plays a critical part in helping the group work 
together collaboratively to accomplish its goals. Ideally, the project facilitator would work with 
the group but have no vested interest in any one strategy, industry, or organization. The project 
facilitator would work with the initial planning team to construct the agendas for each meeting, 
ensure the content is ready for each meeting, and facilitate various activities and decision-
making processes. The facilitator may also serve as an informal advisor on implementation and 
workforce strategies. 

If your budget allows, consider securing the services of a neutral third-party project facilitator 
to support the effort. Depending on your budget, the facilitator may be able to help with 
documenting and organizing the final strategy report. If your budget doesn’t allow you to engage 
an outside facilitator, you will need to identify someone in your community who could do it on a 
voluntary basis or spread the job among the initial planning team.

Note: The roles and tasks will vary by community, resources available to support the project, and 
the overall scope of the planning project.

Step 1

Project Staffing Roles
The following are typical roles and tasks undertaken by project staff:

Project Coordinator Facilitator
• Meeting logistics, such as securing meeting 

space, ordering food, and room setup
• Project communication, such as reminder 

emails to steering committees and post-
meeting emails

• Meeting support, such as note taking and 
assisting with sign-in

• Implementation assistance, such as 
coordinating implementation committee 
meetings and tracking metrics

• Process design, such as overall timeline, goals 
for each meeting, and needs assessment 
planning

• Meeting coordination, such as agenda 
development, preparing speakers, and 
designing activities

• Advisor, such as coaching the initial planning 
team, implementation guidance, and 
suggestions on workforce strategies
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Step 2—Data Collection and Analysis

So, you finally have all (or at least most) of the community stakeholders at the table, logistics 
have been worked out, and you are ready to roll up your sleeves and get to work. The first 
question you might ask is: “Where do we start?” There are several options. One of the best ways 
to start a workforce planning engagement is by sharing data so all participants have a common 
understanding of the trends, issues, and potential challenges facing the community. That being 
said, data can be overwhelming and somewhat impersonal, so they must be presented in a 
way that everyone can understand. You may want to pull a handful of data points about the 
community to begin with. If deep discussion on one topic leads to further conversations, you may 
then need to provide additional data. 

Data Collection

These important community data points can be broken up into four major buckets: current 
community demographics, projected community demographics, education data, and, finally, 
existing workforce. Note that you do not have to look at all of the data points from each bucket, 
but be sure to pick a few from each area to get a comprehensive view of the local workforce and 
community.

Current community demographics include things like the poverty rate, educational attainment, 
race, ethnicity, age breakdown of the population, median household income, and current 
population growth. These data points are primarily found using the American Community Survey 
from the US Census Bureau.

Projected community demographics look at how the community is expected to change over the 
next 10 to 30 years, including overall population growth or decline as well as the change in age 
structure and racial makeup of the community. The Governor’s Office of Planning and Budget 
regularly generates these projections.

Education data are a great way to look at what the community’s current workforce pipeline looks 
like, and they provide an opportunity to make some changes early on to address any problems 
or gaps that exist with the current labor force. These data should include both secondary and 
postsecondary (University System of Georgia [USG], Technical College System of Georgia [TCSG], 
and private) institutions.

 Secondary education data points may include the literacy rate, high school graduation rate, 
HOPE eligibility, or high school progression data. Most of these data can be provided by 
your local school district or from the Governor’s Office of Student Achievement.

Postsecondary education data mainly consist of program enrollments and completions at 
local institutions, which can be found through the Integrated Postsecondary Education 
Data System (IPEDS) at the National Center for Education Statistics. Understanding where 
students go after college is challenging, and little information is collected on this at a 
national scale, but it may be worth asking your local institutions if they collect any other 
useful data through graduation or alumni surveys. 
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Existing workforce is the most common form of labor market information (LMI) used for 
workforce planning, but it is only one piece of the community-wide workforce puzzle. Data 
points to analyze in this area include the unemployment rate, the largest or fastest-growing 
industries and occupations, the percentage of the workforce eligible to retire, where people are 
commuting to and from for work, and occupational projections. These numbers typically come 
from the US Bureau of Labor Statistics and the Georgia Department of Labor. 
 

Data Analysis 

Once the data points have been collected, it is important to discuss and analyze them. Use the 
Data Analysis Guided Questions worksheet for potential questions to answer or conversations 
to have when reviewing the data. Note that although different stakeholders may be interested 
in different data points, by having an open discussion with everyone about the data points and 
what they mean for the community, the group can identify trends or gaps that can inform the 
workforce plan. From this discussion, the group may identify a couple of key data points that it 
wants to work on changing. These can act as long-term key performance indicators (KPIs) for the 
community’s workforce plan. More information on KPIs will be discussed in Step 5.

Ground Truthing

While education and workforce data are important, they should not be analyzed in a vacuum. 
Behind all of those numbers are real people and local organizations, so use data as a starting 
point and build from there with focus groups, listening sessions, interviews, or other ways to get 
personal input. This additional input may confirm the points that the data revealed, or it may 
shed light on some weakness in the data and illuminate other ideas. Either way, it is important to 
hear from the community, especially during times when things are changing quickly and the data 
cannot keep up. The next step in the workforce planning process will be to talk in more detail 
about how to gather that input and ultimately conduct a needs assessment. 

Step 2

• GeorgiaData• Georgia Power resources (selectgeorgia.com, sites.selectgeorgia.com/workforce/)• Partner resources (local workforce development board, economic development 
organization, regional commissions, etc.)• Real-time LMI (EMSI, Burning Glass, JobsEQ)

Workforce Development Data Resources

https://sites.selectgeorgia.com/documents/542/data_analysis_guided_questions_worksheet.docx
http://www.georgiadata.org
http://selectgeorgia.com
http://sites.selectgeorgia.com/workforce/
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Step 3—Industry and Community Needs Assessment

An industry and community needs assessment can be conducted in several ways, including 
meetings, surveys, and interviews. Each approach has pros and cons, but detailed here are two 
of the most popular ways to tackle this step and how they may be used together for a more 
thorough needs assessment. No matter how you choose to approach the needs assessment 
process, you should involve a wide variety of stakeholders to ensure that all aspects of the 
community are represented. Additionally, it is important to remember that the needs assessment 
is about listening. It can be easy to jump to finger pointing or problem solving, but it is important 
to listen to all viewpoints first.

Survey

The first option is a survey. This approach may seem easy, but for a survey to provide informative 
results, it must be done well. The survey must ask enough questions to really understand 
community or industry problems while not making it so long that people stop responding 
halfway through. It must get to the right people, and the majority of those people must take 
the time to complete it. After several weeks of data collection, the results must be analyzed, 
which can be more difficult if the instrument includes a lot of free-response questions. Multiple-
choice questions will make the analysis easier and make it easier for people taking the survey. 
However, including free-response questions will allow respondents to voice their true feelings 
that multiple-choice questions may not necessarily capture.

The key benefit to a survey is potentially hearing from a larger number and wider cross-section 
of the community. Another positive to using a survey is that you can look at changes or trends 
over time. You may choose to develop a survey as part of this initial workforce planning process, 
then that same survey can be re-administered on a regular (annual, biannual, etc.) basis and 
results can be compared. Such longitudinal data can also serve as a reference when there are 
disruptions in the workforce or economy, such as a recession or pandemic like COVID-19. If you 
plan to develop a survey that will be administered regularly, be sure the questions are designed 
to withstand changes over time. 

Stakeholder Presentations

Another option for assessing industry and community needs is a series of stakeholder 
presentations during a steering committee meeting. The overall workforce planning process 
is made up of several steering committee meetings, one of which could focus on stakeholder 
presentations. Ideally, this would take place at the second meeting and would be designed to 
facilitate information sharing and open communication about the needs and desires of the 
community and its major industry representatives. Some of the representatives may be steering 
committee members, while others may be invited specifically for this meeting. The other big 
barrier to a successful needs assessment that many communities face is the fear of sharing 
information with competitors. If you can 
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establish a safe space to share, you might be surprised how many common challenges and 
experiences employers are having across the community. This information is extremely valuable 
for developing a workforce plan that can tackle individual needs while also moving the whole 
community in a positive direction. This sort of candid meeting can also be good for relationship 
building and acknowledging any larger community issues.

As mentioned in the descriptions, both options have their pros and cons. Stakeholder meetings 
are often preferred because in-person communication tends to be much deeper and allows 
for additional conversation if needed, unlike a survey. That being said, a combination of in-
person stakeholder meetings and a survey is the most thorough option. If you choose to go 
with both, the timing is important. Be sure to start on the survey early and administer it before 
the stakeholder meeting so that you can share results and get reactions. One final note about 
collecting information from industry and the community: If you do not have feedback (either 
via survey or meeting participation) from one or more key stakeholders, you may have to 
supplement with individual interviews or acknowledge the missing information.

Environmental Scan 

After you have heard from all major stakeholders, you 
will want to identify major themes. When the needs 
assessment is done correctly, you will likely start to hear 
a lot of repetition in answers. Thus, as a group, try to 
identify the top four to six themes. From here, you will 
want to identify more specific opportunities or needs 
that were brought up during the needs assessment. The 
Environmental Scan worksheet provides two potential 
frameworks to assess the community. Option one 
focuses on the current situation, assets, needs, and 
opportunities. Option two is a more traditional SWOT 
(strengths, weaknesses, opportunities, and threats) 
analysis. Once the analysis has been done, be sure 
to identify some highlights and capture them in the 
Workforce Plan template, which is discussed further in 
Steps 4 and 5. 

Step 3

Key Questions for 
an Employer Needs 
Assessment

• What positions are hardest 
to fill right now?• What positions do you 
foresee being the hardest to 
fill in the next five years?• What skills gaps are you 
seeing in your entry-level 
employees?• What educational groups are 
you partnering with?• What can workforce 
development and education 
do to help you?

https://sites.selectgeorgia.com/documents/543/environmental_scan_worksheet.docx
https://sites.selectgeorgia.com/documents/547/workforce_plan_template.docx
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Step 4—Vision and Priority Setting
After you have completed the industry and community needs assessment process, the next step 
is to develop a shared community vision for workforce development and to set priorities to 
achieve that vision. This step in the planning process will help the steering committee establish 
a roadmap for the future and focus on the items that are key to closing workforce development 
gaps. Communities that effectively move the needle on workforce needs stay hyper-focused on 
only a few areas that will have the largest impact.

It is important to remember than any planning process is about prioritization. Your industry 
and community needs assessment will likely identify numerous workforce items and issues that 
require attention. Your partners and steering committee members have finite time and resources 
to implement the plan. The steering committee will be more successful if it can focus on a very 
limited number of priorities. Groups that try to accomplish everything at once are likely to burn 
out the partners and steering committee members.

Developing a Local Workforce Vision

A workforce development vision for your community helps to articulate what the future should 
look like for its workforce. It is an aspirational statement that shows the preferred future for the 
talent pipeline and workforce in the community. The statement should express the desires and 
hopes of the steering committee. While it is an aspirational statement, it needs to be grounded in 
truth and guided by the ideas, data, and information developed throughout the process.

The following potential questions can be used when facilitating a vision discussion:

• If you are successful, what will the newspaper or social media headline say about our 
community’s workforce in 10 years?• What qualities do we want in our workforce in the future?• What words or phrases will describe our community’s workforce in 10 years, after we have 
implemented the plan?• What do we want outside experts (state leaders, site selection consultants, business 
leaders, economic development officials) to know about our community’s future 
workforce?

After facilitating a steering committee discussion on the preferred vision, the next step is to 
develop a formal vision statement. This can be done by the entire committee or by appointing 
a subcommittee to develop a vision statement draft. Often, workforce plans have a short vision 
statement that describes the community’s workforce aspirations and then additional text that 
details more specific information for the vision.

Be sure to record your community’s vision statement on the Workforce Plan template document.

https://sites.selectgeorgia.com/documents/547/workforce_plan_template.docx
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Examples of Workforce 
Development Vision 
Statements• Georgia K-12 Career, Technical, 

and Agricultural Education 
(Georgia Department of 
Education)

 Career, Technical, and 
Agricultural Education 
will provide educational 
experiences of superior 
quality and value for 
students that drive economic 
prosperity for all.• Albany–Dougherty County 

Works (Albany Area Chamber 
of Commerce and the 
Albany-Dougherty Economic 
Development Commission)

Our community will engage 
and prepare all of its citizens 
to succeed in the new 
economy, resulting in greater 
well-being and positive 
community growth.• Cherokee Workforce 

Collaborative (Cherokee Office 
of Economic Development)

Create and support 
collaborative partnerships 
that will grow and retain local 
talent to meet current and 
emerging workforce needs.

Setting Community Workforce 
Priorities

After the steering committee has developed 
a vision for workforce development in your 
community, the next step is to identify the 
priorities that will help make that vision 
a reality. A priority is an area in which the 
community will focus its investments, 
resources, and programs. A priority is more 
specific than the vision but broader than a 
specific action item. Communities should 
aim for three to four workforce development 
priorities. As discussed previously, it is critical 
that workforce development plans stay 
focused on a small number of initial priorities 
to aid in effective and timely implementation.
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Step 4 

 

 

Sample Priorities 

 Enhancing employability skill development for young adults 
 Upskilling adult workers in the community 
 Building an advanced manufacturing workforce  
 Creating more hands-on learning opportunities for students 
 Marketing existing workforce programs and resources in the community 
 Aligning educational offerings with local and regional in-demand occupations 

 

The priorities should be unique to your community and developed based on the vision 
and the information identified during the needs assessment process. Committee 
members should be reminded to evaluate potential priorities based on their feasibility 
and the impact they would have on achieving the vision. The steering committee 
should develop these priorities collaboratively.  

One easy way to develop priorities is to take a three-step approach. First, have each 
steering committee member individually review the vision statement and notes from 
past meetings to develop a list of several priorities that would help to achieve the 
desired goals. Second, have a small group of about five steering committee members 
work together for a short period of time sharing their lists, identifying overlaps, and 
developing a consolidated list of three priorities. Third, the whole steering committee 
should review the lists from each group, identify any overlaps or similarities, and then 
develop a shared priority list. It may be necessary to vote (using sticker dots or 
markers) to identify a few top priorities. 

Be sure to record your community’s priorities on the Action Item Planning worksheet. 

    

Step 4

The priorities should be unique to your community and developed based on the vision 
and the information identified during the needs assessment process. Committee members 
should be reminded to evaluate potential priorities based on their feasibility and the 
impact they would have on achieving the vision. The steering committee should develop 
these priorities collaboratively.

One easy way to develop priorities is to take a three-step approach. First, have each 
steering committee member individually review the vision statement and notes from past 
meetings to develop a list of several priorities that would help to achieve the desired goals. 
Second, have small groups of about five steering committee members work together for a 
short period of time sharing their lists, identifying overlaps, and developing a consolidated 
list of three priorities. Third, the whole steering committee should review the lists from 
each group, identify any overlaps or similarities, and then develop a shared priority list. It 
may be necessary to vote (using sticker dots or markers) to identify a few top priorities.

Be sure to record your community’s priorities on the Action Item Planning worksheet.

Review Vision Develop Action Items

1
2

3

List Priorities

https://sites.selectgeorgia.com/documents/540/action_item_planning_worksheet.docx
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Step 5—Implementation Planning

The final step of the initial workforce plan development process is turning the priorities identified 
during Step 4 into action items. This step will involve developing short-term and long-term action 
items for each priority. These action items will be the specific steps or practices that will move 
the needle on each priority and ultimately make progress on the overall vision. Additionally, each 
priority should have one or more point persons assigned to it. If no one is willing to serve as the 
champion for implementing the priority, then that may indicate there is limited support for that 
priority. Your community may consider holding a workforce development plan release event to 
share the strategy with additional community stakeholders and solicit additional volunteers to 
support implementation.

What Will Be Done?

The first discussion point in Step 5 should focus on what the steering committee and partners can 
do to make progress on the identified priorities. The steering committee should develop action 
items based on the data, information, conversations, and presentations that occurred throughout 
the planning process. It is likely that many solutions and ideas have been discussed formally and 
informally throughout the process. The steering committee should consider both short- and long-
term action items. Typically, each priority in a workforce development strategy would have two 
or three short-term action items and one or two long-term action items. Similar to the discussion 
on priorities, consider the impact that each action item would have on achieving the priority, the 
feasibility, and the potential return on investment.

The process to develop the action items for each priority can be facilitated similarly to the 
priority development process. The three-step approach will give steering committee members 
time to develop their own ideas, validate and refine the ideas in a small group, develop a small 
group list of action items, and then share them with the entire steering committee. You can 
provide each steering committee member with a copy of the Action Item Planning worksheet to 
use during the process. There will likely be more ideas for the whole group to consider than can 
be implemented. The steering committee should first evaluate each action item based on impact, 
feasibility, and return on investment. Then the ideas that meet those three criteria should be 
prioritized using a group discussion or dot voting.

DRAFT—716/2020 Edited  
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Step 5 

SStteepp  55——IImmpplleemmeennttaattiioonn  PPllaannnniinngg  
The final step of the initial workforce plan development process is turning the priorities 
identified during Step 4 into action items. This step will involve developing short-term 
and long-term action items for each priority. These action items will be the specific 
steps or practices that will move the needle on each priority and ultimately make 
progress on the overall vision. Additionally, each priority should have one or more point 
persons assigned to it. If no one is willing to serve as the champion for implementing 
the priority, then that may indicate there is limited support for that priority. Your 
community may consider holding a workforce development plan release event to share 
the strategy with additional community stakeholders and solicit additional volunteers 
to support implementation. 

What will be done? 
The first discussion point in Step 5 should focus on what the steering committee and 
partners can do to make progress on the identified priorities. The steering committee 
should develop action items based on the data, information, conversations, and 
presentations that occurred throughout the planning process. It is likely that many 
solutions and ideas have been discussed formally and informally throughout the 
process. The steering committee should consider both short- and long-term action 
items. Typically, each priority in a workforce development strategy would have two or 
three short-term action items and one or two long-term action items. Similar to the 
discussion on priorities, consider the impact that each action item would have on 
achieving the priority, the feasibility, and the potential return on investment.  

Short-Term Action Items: These can be easily completed in the next three to six 
months and usually involve a limited amount of funds or time. These items are typically 
focused on program alignment, information sharing, promotion of existing resources, 
and building new connections. 
Long-Term Action Items: Longer term action items typically take one to two years to 
implement. They also usually involve a significant investment of resources (e.g., cash, 
grants, in-kind support) and time, and/or large programmatic changes (e.g., new 
degrees, changing graduation requirements, instituting new standards). 

The process to develop the action items for each priority can be facilitated similarly to 
the priority development process. The three-step approach will give steering committee 
members time to develop their own ideas, validate and refine the ideas in a small 
group, develop a small group list of action items, and then share them with the entire 
steering committee. You can provide each steering committee member with a copy of 
the Action Item Planning worksheet to use during the process. There will likely be more 
ideas for the whole group to consider than can be implemented. The steering 
committee should first evaluate each action item based on impact, feasibility, and 
return on investment. Then the ideas that meet those three criteria should be 
prioritized using a group discussion or dot voting.  

Step 5

https://sites.selectgeorgia.com/documents/540/action_item_planning_worksheet.docx
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Who Will Do the Work?

After the group compiles a list of action items for each priority, the next step is to identify one or 
more persons responsible for each action item. This does not mean that the responsible person 
is the only one who will be working on the action item, but it does clearly identify who will be 
on point for each item. The responsible parties will lead the implementation of the action item, 
bring together relevant partners, and help see it through to completion. They may also choose 
to create working groups for more involved tasks or ones that involve numerous partners or 
organizations. Planning projects that do not have clear accountability for each action item tend 
to struggle during the implementation phase. The responsible parties for each action item should 
be listed on the Action Item Planning worksheet.

Establish Performance Indicators

Management guru Peter Drucker developed the 
mantra “what gets measured, gets managed.” The 
key to moving from planning to implementation 
is keeping a regular rhythm of accountability. This 
can be done through establishing performance 
indicators. A workforce plan exists to help close the 
skills gap in the community and meet the talent 
needs of key employers. The measures used by the 
steering committee to gauge success should reflect 
this purpose through data on employers, education 
providers, job seekers, and student progress against 
the goals of the workforce plan. Once goals are set 
and measures identified, collect baseline data for each 
measure. Moving forward, collect and report the data 
every six to 12 months, depending on the measure. 
The measures will allow for continuous evaluation and 
improvement during the implementation phase.

The steering committee should seek to develop 
indicators to track the overall workforce plan impact 
(i.e., when will we know if our plan has made a 
difference) and should also identify indicators 
for each priority (i.e., how can we measure our 
progress on the priority). The performance indicators 
framework below offers some examples of indicators 
that could be used for workforce efforts.

Resources for Developing 
Action Items
While the workforce 
development planning process 
will likely result in many action 
items, steering committee 
members may want to review 
additional resources for ideas 
and support. Here are a few:

• Creating and Replicating 
High-Quality Experiential 
Learning Opportunities: A 
Guide for Businesses and 
Schools: gaworkforce.org/
explearning• Georgia Alignment Toolkit: 
gaworkforce.org/alignment

https://sites.selectgeorgia.com/documents/540/action_item_planning_worksheet.docx
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Performance Indicators Framework

Level 1: How much did we do?
This most basic type of performance indicator seeks to quantify how much action was done. 
Examples of Level 1 performance indicators include:

• # of students participating in a career exploration opportunity• # of page views on the workforce resources website• # of teachers participating in an externship with an in-demand local industry

Level 2: How well did we do it?
The second level focuses on the quality of the effort completed. Examples of Level 2 performance 
indicators include:

• % of students reviewing their completed YouScience profile with a counselor or mentor• % of students enrolled in postsecondary education one year after high school graduation• Teacher externship program feedback (e.g., satisfaction, applicability)• # of students completing industry-recognized credentials for in-demand careers

Level 3: Is anyone better off?
The third level of indicators seeks to measure what quality of change or impact was produced. 
This is by far the hardest to measure and usually has the longest time horizon. Examples of Level 
3 performance indicators include:

• % of students completing a postsecondary degree on-time• Level of skill gain by adult education program participants• % of students working in occupations related to their secondary or postsecondary training 
one year after graduation

Adapted from Trying Hard Is Not Good Enough by Mark Friedman (2009) 
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Step 6—Ongoing Progress Review
One of the worst things that can happen to a workforce plan is to go through all the effort of 
collecting data, assessing community and industry needs, establishing a vision, and developing a 
plan, only to have the project get put on a shelf and the plan never implemented. To prevent this 
from happening, it is important to continue to meet and regularly review your progress. Below 
you will find some guidance on how to manage the ongoing implementation, as well as, most 
importantly, how to find what works for your community and go with it. Some groups may want 
to meet every-other week to get things going, while every-other month may be more realistic 
for other communities. Remember just because the larger group isn’t meeting doesn’t mean work 
isn’t getting done. Smaller working groups may tackle one short-term item or make strides on a 
longer-term idea. No matter how working groups want to manage their priority, it is important to 
have a larger progress review meeting with the whole group every six months or so.

Keep the following things in mind as you implement your plan : 

1. Keep it simple. Focus on no more than three priorities at a time. This plan does not have 
to be completed in the first year. Some items may take longer, while others may be quick 
wins. 

2. Respect participants’ time. Partners need to be at work to focus on their day jobs. 
3. Remember that everyone is a volunteer. Be grateful for everyone’s contributions, both big 

and small. 
4. Keep up the momentum by accomplishing something at each meeting or sharing the 

items that each group has accomplished between meetings. Keep notes, document action 
items, identify who is responsible for each item, and establish a timeline. Share the notes 
after each meeting with all participants.

5. Schedule meetings at regular intervals. Pick a date and time and stick with it. This will 
make it easier to remember and will also provide what the authors of The 4 Disciplines of 
Execution: Achieving Your Wildly Important Goals call a “cadence of accountability.” 

6. Be flexible. Adjust the plan and priorities as needed. The economy may change, a 
pandemic may hit, there may be large changes with the educational institutions in your 
area, or a variety of other circumstances can occur, but those aren’t reasons to give up on 
or completely scrap the plan. Rather, reassess and adjust the plan to make it work under 
the new circumstances.

7. Assess the group’s progress and track the impact on the KPIs every six months or 
so, and adjust deadlines accordingly. The Implementation Tracking worksheet can be 
modified to fit the number of priorities and action items in your community’s plan. 

https://sites.selectgeorgia.com/documents/544/implementation_tracking_worksheet.docx
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For almost a century, Georgia Power has been helping hometowns across our state grow and 
prosper. We understand that growing a business or a community is a big job. To help you 
navigate the journey from where you are to where you want to be, our team of seasoned experts 
provides free consultation and services. Our experienced business recruitment and community 
development teams, highly-skilled engineers, nationally recognized research analysts, and 
workforce development experts support companies and communities at every stage of growth.

The Carl Vinson Institute of Government has been an important resource for governments in 
Georgia and around the world since 1927. By providing customized assistance, research, and 
training, the Vinson Institute helps governments perform more effectively and responsively, 
adopt innovations, and make better informed decisions. As a public service and outreach unit of 
the University of Georgia, the Vinson Institute takes the expertise and resources of the university 
throughout the state and beyond.

For more resources on workforce planning, visit sites.selectgeorgia.com/workforce.


