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Executive summary 
This application brief describes the objectives and the content 
of a web-based planning application for managing headcount 
and compensation planning projections using IBM Cognos® 
Express. By implementing the IBM Cognos Workforce Planning 
Blueprint Powered by IBM Cognos Express, a company will have 
forward-looking visibility into workforce decisions at the 
operational level, at the company level as a whole and by 
geographical preference. Headcount projections can be used to 
drive other planning processes of the organization. The 
Blueprint and processes described in this document apply to 
employees in any industry. You can configure the model to 
support the complexity of fixed and variable compensation 
requirements for any industry. There are also a number of 
countries reflected in the design.

Introduction
Employee-related costs often make up the greatest share of 
corporate operating expenses. It is no surprise, then, that 
executive management focuses on controlling employee 
expenses in every way possible. At divisional and departmental 
levels, however, managers must make hiring and compensation 
decisions that will help their units meet objectives: hiring the 
right people for the right jobs, compensating them fairly, 

helping them become productive and retaining them for as 
long as possible.

Human Resources (HR) administers the headcount and 
compensation planning process. It makes sure managers adhere 
to corporate hiring and compensation policies. HR seeks 
forward visibility for hiring decisions so that it can source the 
best talent. It analyzes employee trends, such as attrition, so 
that their corporation can make decisions to help retain top 
talent.

Workforce planning helps corporations manage cross-
enterprise employee headcount, compensation and benefit 
costs so that they can align business unit decisions with 
corporate objectives. However, most companies use human 
resource management systems and spreadsheets for the 
planning process, which often creates errors, delay and 
difficulty.

Consequently, executive management, finance and HR are 
looking for tools and disciplines to manage headcount and 
compensation planning. To boost accuracy in this vital 
planning process, a solution with flexible modeling capabilities, 
personalized analytics and integrated workflows is required. 
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The Workforce Planning Performance Blueprint Powered by IBM 
Cognos Express is that solution, enabling an integrated 
workforce planning process that aligns corporate financial 
objectives with divisional workforce decisions.

IBM Cognos Performance Blueprints are pre-configured 
solution building blocks that enable companies to jump-start 
their implementations. Blueprints are pre-defined data models 
that encapsulate the collective best-practice knowledge from 
the IBM Cognos Innovation Center for Performance 
Management and its leading customers in specific business 
process areas. Blueprints enable streamlined project 
implementation schedules and improve project success rates.

Using the Workforce Planning Blueprint Powered by IBM Cognos 
Express, companies can align corporate financial objectives with 
divisional workforce decisions. Links to business drivers in 
other planning areas—such as sales or customer service—can 
be established to ensure proper alignment with headcount 
plans. Staff managers throughout a corporation can manage 
existing and new employee headcounts from one integrated 
system. Salary, merit and bonus decisions can be managed at 
the employee level, group level or both. The complexity of 
fixed and variable compensation requirements can be managed 
for any industry and company—even those spread over 
multiple countries.

More specifically, the Blueprint helps your company:

Manage headcount for existing and new employees. •	

Manage salary, merit and bonus decisions at the employee •	

and/or group level. 
Determine benefit and tax expenses in multiple countries. •	

Link salary and headcount projections as drivers for other •	

items on an expense plan. 
Demonstrate variable compensation capabilities. •	

Demonstrate internal transfer planning capabilities. •	

The Workforce Planning Blueprint Powered by IBM Cognos 
Express has two primary components: 

Reporting, analysis and dashboards •	

Planning and forecasting •	

The remainder of this document describes these components 
in detail.
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Business intelligence model
The Workforce Planning Dashboard presents critical 
information to executives at a glance. The top graphs present 
the trending statistics for salary and headcount over the course 

of the year. The middle left graphs focus on adjustments  
and the middle right graph uses drill up and drill down 
functionality to display total headcounts at the department 
level so managers can see how employee salaries contribute  
to the overall totals.
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The Employee Summary report prompts a user to select a 
department and provides the employee details for a breakdown 
on vital salary related attributes.

There is a compensation letter report that management can 
use to inform an employee about their performance review and 
merit increase. This form-based letter pulls the data from the 
Workforce Planning details.
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Planning model 
The Workforce Planning Blueprint Powered by IBM Cognos 
Express features a planning model based on a best-in-class 
planning process and technology with the following attributes:

Driver-based•	

Modeling flexibility•	

High participation•	

Top down/bottom up reconciliation•	

Web-based deployment of models for data collection and •	

consolidation
On-demand workflow•	

On-demand consolidation•	

On-deman calculations in the browser for immediate results•	

Linking functionality to provide collaboration between all •	

areas of the corporation 
Capability to perform form-based planning with selection •	

boxes to drive application logic and calculations

Real-time workflow visibility 
When you log in to the planning application as an 
administrator, you see the Welcome screen, which displays 
the first level of the hierarchy for all areas of the company  
with Total Operations and Total Legal expanded another  
level down.
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You can expand each geographical operations area to get down 
to a department level. When an individual contributor logs on, 
the workflow perspective contains only those departments that 
he or she is responsible for. You can view additional 
information about the status of the plan and the individual 
department by clicking the down triangles for each cell. In the 
following example, we selected the down arrow next to Exec 51 
for U.S. Procurement to find out other contributors that could 
take ownership of this node in the hierarchy. The same row 
provides information about the state of the node, which in this 
case is Work in Progress, and the last time data was saved and  
by whom.

From Total Company, the model breaks down into seven 
operational areas (Operations, Legal, HR, IT, Finance, 
Administration and Sales), which are then broken down by 
country (Australia, Japan, U.S., France, U.K. and Germany). 
There are 98 departments rolling up to these 6 countries. You 

can create any hierarchical design you desire. The application 
also calculates the appropriate taxes based upon country, such 
as Social Security in the U.S., Superannuation Guarantee (GS) 
in Australia or CSG (general social contribution) in France.

Before anyone enters data, the state of the plan is designated as 
Not Started. After someone saves a plan, the state becomes 
Work in Progress and remains accessible for further editing. 
When a contributor submits an item, the plan is Locked and 
no more changes can be made. The locked state indicates that 
the plan is ready for review. A reviewer can review the plan in 
any state, but can only reject a locked plan item. When a 
locked plan is rejected, it returns to the work in progress state 
and a departmental manager can make changes to it.

When the workflow status changes, data consolidation and 
aggregation all occur in real-time, without the need for a batch 
process to be performed for the database. 
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The following chart highlights the work and information  
flows for the planning application: 

The cubes represented above in light blue are the points in  
the model where a contributor may enter data. The model is 
designed around existing employees and new employees.  
The Existing Employees cube has three views; Employee 
Information, Input – Existing Headcount and Input 

Compensation Planning. Input New Headcount is where 
new employee information is entered. The dark blue cubes are 
either calculated or consolidated cubes. The light green cubes 
hold assumption data used in the application. The sections 
that follow describe these cubes in greater detail.
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Employee Information
The first tab in the Blueprint is Employee Information. It is 
here that the forecasting and budgeting process begins. A user 
may view the employees that currently report to a specific 
department and see information uploaded from your current 
payroll system. This information is used for calculating both 
salaries and benefits in the application. A user may change 

someone’s health plan, work location or position from this 
input screen. This tab is a view of the Existing Employees cube 
in the model. Here, we have logged in as the contributor to 
U.S. Procurement. If we had the security clearance and were to 
log into a different department, we would see the employees in 
that specific department.
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When a user is making selections for a specific employee, 
dropdown lists are available to aid the user wherever 
appropriate. The following screen shot shows the dropdown 
list for position. It becomes viewable when you click on  
the cell. 
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Input – Existing Headcount
The second tab in the Blueprint, Input – Existing Headcount, 
is also a view of the Existing Employees cube. After having first 
verified that we are working with the correct employee pool, 
we may now manage the status of our existing employees. For 
each employee, we may take the desired action and decide 
when said action starts.

The Action Code field is a list of codes describing the reason 
for the Status change. Each of the codes has different business 
rules associated with it, and the financial ramifications are 
calculated automatically month-by-month for the user using 
standardized assumptions. There are no set limits to the 
number of Action Codes that can be set up in the system; 
additionally, any business rules and conditions can be set up.

The Action Date provides the effective month for the Status 
Change and the Corresponding Action Code. The Action 
Date drives the financial month-by-month changes that occur 
based on Status Changes or changes to an Action Code.

Below, for Dawn Sarginson, we have selected Retirement 
from the dropdown list for Action and received a Warning that 
this action needs a date. 
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When we make a selection from the Action Date – Start 
dropdown, the warning will disappear. 

Certain actions on the list also require an end date such as 
Suspension or Leave. A Termination with Severance would 
require a severance amount to prevent a warning. 

Companies often have difficulty planning employee transfers 
in the upcoming year. Employees can sometimes “fall through 
the cracks” as a department recognizes the transfer out on their 
plan while the receiving department fails to recognize the 
incoming employee. The Blueprint has processes to manage 
planned employee transfers effectively.

Fields in gray cannot be edited. Fields in white can be edited 
and used to manage our existing headcount. As we make 
changes, they are highlighted in blue along with any cells 
affected by the change and headcount and salary impacts are 
being made automatically to all the other tabs affected by the 
changes.

Input – Compensation Planning
Input – Compensation Planning is the third tab in the 
Blueprint and the final view of the Existing Employees cube. In 
the first two tabs, we’ve made decisions about headcount 
planning for our existing employees. Here, we will manage 
their compensation. Doing so requires making decisions in 
four main areas. 

We start by selecting a Performance level for each employee 
from a drop down list of predetermined choices. In our 
Blueprint, an employee may fall into the categories of Star, 
High, Medium or Low. This information combined with 
where an employee stands relative to their midpoint salary 
determines the recommended merit increase. We can then 
adjust the recommended merit increase to reflect what we 
want. Managing the employee’s performance rating will 
calculate a new salary for the employee. 

Having arrived at a new salary, we can, if we wish, make an 
adjustment to the recommended bonus. The Bonus percentage 



Business Analytics     13

The following screenshot shows a change in the bonus 
adjustment dollars for my department from 17,200 to 22,000 

dollars. Making the change causes the dollar amount to break 
back proportionally over those persons receiving bonuses.

is looked up in a table based on the employee’s performance 
and what grade level they are. The bonus percentage is a 
corporate guideline. As with the merit increase, we can adjust 
the recommended bonus if we wish, which will result in the 
calculation of a new salary with bonus. Our final decision 
involves equity. The user may grant employees stock options, 
restricted share units or other compensation.

After you have made all four of these decisions, the Blueprint 
has all the information it needs to go forward and calculate the 
monthly salary, benefits and headcount for you. You can plan at 

the individual employee level or for all employees at one time. 
Planning at the total department level enables managers to 
target specific corporate guidelines in areas such as merit 
compensation or department bonuses.

For example, the following screen capture shows that by 
terminating Dawn Sarginson, we have affected her merit 
increase and recommended bonus. The changes caused by our 
actions are flowing through to this tab and are highlighted  
in blue. 
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Existing Employee Salary Calc
In the previous three tabs, we have made all the decisions 
necessary for calculating the salaries, benefits and government 
impositions for the existing employees in this department. 

ExistingEmployeeSalaryCalc, the fourth tab, calculates,  
by employee by month, the results of our choices. In the 
following screen capture, you can see the salary, taxes and 
benefits being calculated for Anne Nation. 

Karon Post, if you remember, was terminated with severance 
in March, which is reflected in the next screen capture.
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Dawn Sarginson retired in February.

You will notice that in all these screen captures that the 
government impositions are all U.S.-based. This is because we 
are looking at a U.S. department, specifically, U.S. 
Procurement. If we were to look at departments in other 

countries, we would see the corresponding government 
impositions for those countries being calculated as shown in 
the following examples.

Australia•	
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Japan•	

United Kingdom•	

Germany•	
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The tab may also be re-orientated to a department – employee 
– salary calc view. In the following example, you can see the 
calculations for some French employees in the France 

Manufacturing Control Department. Note the France-specific 
government impositions.

It is not necessary to display this tab. We have included it here 
as a courtesy for informational purposes. An administrator 
could make the determination to hide this tab and allow the 
user to see the consolidated results in the Headcount Comp 
Summary tab.

The Salaries, Bonus and Severance lines are calculated by 
entries in the previous tabs. The Benefits lines are calculated as 
a standard rate per active employee. Government impositions 

are calculated employee-by-employee using the appropriate 
rates and taxable caps. Headcount can be a driver for additional 
expense line items. 

All information is calculated in the local currency. This 
Blueprint can feed the Expense Planning and Control Blueprint 
Powered by IBM Cognos Express, which would convert the 
information from the local currency to the chosen corporate 
standard.
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Input New Headcount
Having completed our modeling for our existing employees, 
we can make decisions regarding new hires. This tab allows 20 
new hires per department. This number can be increased or 

decreased based on company need. Planning is by position, 
dropdown boxes are provided to assist in the decision-making 
process.
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To hire a new employee:

A selection is made from a list of pre-approved positions.1.	

The employee’s FTE is chosen and then the FT/PT field is 2.	
instantly calculated.

A location where this employee will be working is picked 3.	
from a list you tailor.

The new employee is assigned to a Health Plan Choice  4.	
if known.

A start month is selected.5.	

The Blueprint calculates a differential to be paid based on 
where the employee will be located. Minneapolis is our 
baseline, so a location of Minneapolis would pay 100% of the 
recommended midpoint for this position. Someone working in 
New York, as you can see, would get a differential equal to 
135% of the midpoint, while someone working in Sioux Falls, 
South Dakota would get 85% of the midpoint. The midpoints 
also have exchange rates built into them so that a position in 
Narita, Japan, being paid in Yen instead of dollars would have a 
very large differential associated with it. Differentials are 
described later in this document.

Each position has an associated salary grade. It is the 
combination of salary grade and location choice that causes the 
target base to be populated. The user can make a marketing 
adjustment to the target base to arrive at a hiring salary. The 
Bonus percentage is arrived at using business rules embedded 
in the model. Based on the grade, and assuming all first year 
employees perform at mid level, a lookup table brings up a 
bonus. Our model pays a bonus to employees who serve at 
least six months in the calendar year. These rules are 
assumptions made in the existing Blueprint. It is very easy to 
modify a Blueprint to reflect your own set of headcount and 
payroll assumptions.

This tab is form-based so that you can prepare a plan based on 
the decisions you would make to manage their employees, 
rather than burdening you with the month-by-month 
calculations of cost and headcount. This makes workforce 
planning easy for department managers, while providing 
visibility for corporate into the decisions that make up changes 
to the workforce, rather than just receiving the change in 
dollars spent in a department.
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New Employee Salary Calc
The sixth tab in the Blueprint is NewEmployeeSalaryCalc. It 
requires no input and in this case is based entirely on 
information entered into Input – New Headcount and the 

assumptions and rules built into the model. This tab is 
displayed for the convenience of the user and can be hidden in 
a deployed model by an administrator

In the previous section, our first hire was for a Senior Buyer 
that we wanted to start in June at a target base of 37,500 with a 
1,750 bonus payable in December. In the screen capture here 

you can view the results for those choices. As with existing 
employees, the appropriate government impositions are 
charged based on location.
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Headcount Comp Summary
The seventh tab is HeadcountCompSummary. It displays the 
results based on the choices made by a user. There are a 
number of expandable calculations. A user may also view 

quarterly results if desired. This functionality is available for all 
tabs calculated by month. This view gives the contributor a 
consolidated view of Existing Employees, New Employees and 
all employees within the department. 
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If a user happens to be a reviewer of more than one 
department, they may re-orientate this tab to view the 
compensation for all their reporting departments for easy 
comparisons and evaluation.
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Corporate Guideline Summary
Tab eight, CorporateGuidelineSummary, compares 
Proposed Merit Increase, Bonuses granted, and Equity 
awarded to the corporate guidelines that have been set. 
Looking at the following screen, we notice that we were in a 
position to grant more merit dollars and stock options. 

This tab may also be re-orientated to give us a view of  
multiple departments.



24     Cognos Workforce Planning Application Brief

Benefit Assumptions
This tab is the first of seven that are used to hold assumptions 
and corporate guidelines. The information they contain does 
not vary by department and no user input is allowed. At the 
discretion of your administrator, they may be hidden from the 
Blueprint users.

To show both types of functionality, some government 
impositions are calculated by referring to this cube for rates 
and caps; other government impositions have the caps and 
rates built into the calculation rules. Both methods work well 
and are easily updated.
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Bonus Plans
When entering a performance level in the Input – 
Compensation Plan tab, this tab is referred to for calculating 
the bonus target percentage. 

Corporate Guidelines 
Corporate guidelines are used in the Corporate Guidelines 
Summary tab. In our model, corporate guidelines are the same.
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Differential 
The differentials in the model are by location and grade. They 
also take into account exchange rates. This table is used to 
calculate the target base for new employees and to normalize 
the midpoint calculations in the compensation planning tab.
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Grade Level by Position
When selecting a position for a new employee,  
the corresponding grade is looked up in this table.

Midpoint Performance
The model calculates, in the Input – Compensation tab, the 
percentage of midpoint for an individual’s salary and then, 
based on which midpoint range that falls into and their 
performance rating, a merit target percentage is looked up in 
this table.

Recommended Mid Salary 
In the Input – New Headcount tab, when a position is selected, 
the grade is automatically looked up from the GradeLevelBy 
Position tab. That grade is then used to look up a 

recommended mid-salary from this table. That amount is then 
acted upon by the differential percentage, which is based upon 
location. The resulting calculation results in the target base for 
the new hire.
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business performance. A comprehensive portfolio of business 
intelligence, advanced analytics, financial performance and 
strategy management and analytic applications gives you clear, 
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