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PREFACE

Throughout my younger years I was fascinated by history. Perhaps it was 
the study, on three separate occasions (such was British education in the 
1990s), of German history between the two world wars that drove my inter-
est in political history. I was interested in the romantic and utopian notions 
of an ideal state of politics and of duty, espoused by Plato and Aristotle, 
concepts that would lead me into military service. Equally, I had an interest 
in realpolitik, the way things are, characterized by the likes of Thomas 
Hobbes and Niccolò Machiavelli. My career in the army was similarly  
demarcated: enemies were fought, and hearts and minds won, through real-
politik; however, conduct of the army was based on duty. I recall being on 
parade, early in my service, and we were addressed by a senior officer: do 
what you ought, not what you want. It was a phrase that stuck with me as 
all of us were directed through the use of terms such as should, will and 
must. They were phrases that worked; the military acted on those terms and 
were punished when they failed.

When I left the military, I found that much of the civilian world used the 
same phraseology: managers said that people should, processes said that 
people will, and leaders said that people must. Except, often people could 
not, would not and did not; and that is usually why plans take longer than 
expected, run over budget, or fail. The same has been true with workforce 
planning: either plans are based on organizations assuming people should, 
or plans themselves rely on an expectation that people will. As I have prac-
tised workforce planning, I have done so on a mantra I continue to preach: 
people can or they cannot, they will or they will not, they have or they have 
not: plan on that basis. The agile workforce planning approach has evolved 
out of a necessity of realpolitik, an approach that works rather than existing 
as an academic exercise.

I have written this book with the same things in mind: to be able to take 
those with an interest in businesses and the people within them, those with 
experience in workforce planning and those who may have never heard of 
it, and those from both junior and senior levels within organizations, and 
help us all create the workforce we need.
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