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Preface
Writing this book on Manpower Planning and Strategic Change has been a wonderful and exciting

journey. It all started during the process of searching for a new book for the Management students pursuing
MBA, PMIR, PGDM, PGDHRM, etc. The book is the extension of the Human Resource Management
which covers widely the concept of Manpower Planning, Human Resource Development and Change
Management.

The target readers are the upper level students with some prior knowledge on HRM. This book can
also be utilized by the HR professionals. Some basic knowledge on Human Resource (HR) functions (e.g.,
selection, training, appraisal and pay) will help the reader to understand the contents of the book more
easily. This book can be used by those students who are pursuing HR as their specialization subject.

ORGANIZATION OF THE TEXT BOOK
Chapter 1: Introduction to Human Resource Planning: it introduces the topic of human resource

planning and explains the key steps in the HRP process, including its relationship to overall business
activities. This chapter also includes different approaches of HRP, Forecasting and Demand and Supply of
HR.

Chapter 2: This chapter defines HRIS, its importance, process and classification and the contribution
of HRIS to HRP. Human Resource Reporting, Human Resource Accounting and Auditing are also
discussed in this chapter.

Chapter 3: The importance of HRD, its growth and development, systems and subsystem, HRD
Climate and HRD Matrix are covered in this chapter.

Chapter 4: This chapter covers different HRD Interventions and the models of HRD. The role of
quality of work life, importance of HRD Audit, Model of Culture Audit and different audit techniques are
also discussed here.

Chapter 5: This chapter describes Career Development and the relationship between human resource
planning and career development of employees so as to meet the organizational needs as well as employee
needs. Career Planning and Succession Planning are also highlighted in the chapter.

Chapter 6: This chapter deals with the importance and the concept of Organizational Change, how
different factors affect the organization for which the organization implements change and the types of
change. The importance of organizational vision, mission and the strategic planning are also discussed in
this chapter.

Chapter 7: This chapter deals with the concept of managing change, importance of transformation
planning in change; process of managing transactions, role of change agents and aspects of resistance to
changes.

Chapter 8: This chapter deals with different intervention strategies and the models/the processes of
implementation of change in the organization. Organizational Development, TQM, KAIZEN and other
quality improvement programmes are also covered in this chapter.

Chapter 9: The role of CSR, its approaches and the different activities covered under CSR are
discussed briefly in this chapter.

Chapter 10: This chapter focuses on Corporate restructuring, Mergers and Acquisitions and role in
human resource planning in the process.

Construction suggestions for further development of the text are welcome.
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Objectives
After going through this unit, you will be able to:
 Define the nature and concept of Human Resource Planning
 Identify the importance and objectives of HRP
 Highlight different types and the approaches to HRP
 Analyse and apply the HRP process in the organisation.

Structure:
 Human Resource Planning (HRP)
 Concept of HR Planning
 Importance of Human Resource Planning
 Objectives of Human Resource Planning
 Types of Human Resource Planning
 Human Resource Planning Approaches

 Social Demand Approach
 Rate of Return Approach
 Manpower Requirement Approach

 Human Resource Planning Process
 Demand Forecasting
 Job Analysis
 Work Study
 Supply Forecasting
 Determining the HR Gap
 Formulating HR Plans
 Monitoring and Evaluation of HR Planning

 Summary
 Keywords
 Questions
 References

Human Resource Planning
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 Human Resource Planning (HRP)
Managing human resource is an important function of any entire organisation. It is a process of

identifying, maintaining and enhancing the knowledge, skill and the ability of the individual’s in the
workplace. The enhancement of these qualities of an individual must be related to the organisational
goals and objectives. In the 21st century, the concept of Human Resource Management (HRM) is
becoming slowly outdated and the emerging concept, i.e., Human Resource Planning (HRP) is
becoming more prominent. HRP is a more forward looking approach than the management of human
resource. Human resource planning assesses the human resource requirement in advance keeping in
view the market condition, production schedule, employees’ level of motivation and availability of
resources. HRP is the integral part of the overall corporate plan. The importance of HRP can be clearly
identified by discussing its importance and objectives.

 Concept of Human Resource Planning
Human resource planning is the most important element in a successful human resource

management system. A survey in 1980s reported that 85 per cent of Chief Executives listed Human
Resource Planning as one of the most critical management function which is still valid in this decade.
But what do we mean by Human Resource Planning?

Human resource planning is the process by which the organisation ensures that it has the right
number and right kind/type of people in right places, at the right time, effectively performing
organisational tasks and helping in the achievement of organisational objectives.

In the past, human resource planning tended to be a reactive process. It was being done according
to the business needs but at the eleventh hour. For example, if an organisation decided to expand,
manpower planning was done only after the expansion. Today, the changes in the business scenario
and the competitive atmosphere demand for the integration of business planning and human resource
planning. Human resource planning is now a forward looking function which helps in assessing the
human resource requirements in advance which helps the business schedules, market analysis and
expansion/acquisition plans. To address the human resource concerns systematically, organisations
have started adopting short-term and long-term solutions. These have taken into account the rapid
changes in technology and developments in the market.

The purpose of human resource planning is to assess the future supplies and demands for human
resource in connection with where the organisation is, where it is going and its implications on human
resource. Attempts are made to match the supplies and demands, making them compatible with the
achievement of organisation’s future needs.

 Importance of Human Resource Planning
For the achievement of organisational objectives, the major input required is human resource

along with other resources. The organisation which ignores this resource fails in achieving its objectives.
This is because organisations are created by and composed of people, which is the most valuable asset
of the organisation. Therefore, supply of human resource must be sufficient to ensure healthy operations
of the organisation and this is only possible through proper Human Resource Planning. If done properly,
it helps in anticipating future business and environmental demands of an organisation and provides
qualified people to satisfy those demands. The specific benefits of human resource planning are:
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(i) talent inventory, i.e., to assess the current human resource, its skills, abilities and potentials
and to analyse how the human beings are being used;

(ii) workforce forecast, i.e., to predict future human resource requirements – the number and
type of employees required and to prepare these employees to meet the needs of the
organisation and make them more skillful to face the unforeseen challenges;

(iii) preparing the action plans for proper recruitment, selection, transfer, promotion, training and
development;

(iv) creating a pool of qualified applicants and make them interested for the projected vacancies;
(v) acting like a control device by providing feedback on the overall effectiveness of human

resource planning by monitoring the degree of attainment of human resource objectives;
(vi) ensuring continuous supply of required human resource with requisite skills during

restructuring and expansion of the organisation;
(vii) cost control by avoiding excess/short supply of manpower..

 Objectives of Human Resource Planning
The basic objective of human resource planning is to properly estimate the number, type and skill

of human resources required by the organisation for its continuous growth. Human resource planning
is done by the organisations for fulfilling the following objectives:

(i) Predicting the human resource requirements for the organisation to ensure availability of
right kind of people at right places in right time;

(ii) Preparing people to meet the challenges of changes in technology, environment, socio-
political scenario, legislative provisions effectively;

(iii) Using the existing human resource effectively through Human Resource inventory which
helps in cost control and minimizing the wastage of manpower; and

(iv) Preparing effective action plans for recruitment, selection, training and development, wage
and salary administration, performance management and separation.

 Types of Human Resource Planning
There are different types of planning: Strategic, Tactical, Short-range and Long-range Planning.
(A) Strategic Human Resource Planning: The pace of change is accelerating. Strategic

planning is about changing industry policies to prepare it for the future, keeping pace with the changes.
It includes:

(i) Defining the philosophy of the organisation;
(ii) Formulating statements of purpose and objectives;

(iii) Evaluating strengths and weaknesses to assess the competitive position of the organisation;
(iv) Developing strategies to achieve the objectives in time and with cost-effectiveness; and
(v) Developing action plans and their evaluation processes.
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Strategic planning emphasises on growth. Strategic human resource planning goes along with the
strategic business planning. Through future oriented or strategic job analysis and expansion/growth
plans, the manpower need is analyzed. Besides these, external challenges like economic developments,
political-legal-social and technological changes are analyzed and strategic plans are prepared
accordingly. This includes right sizing the HR after need analysis.

(B) Tactical Human Resource Planning: This is also known as operational planning which
addresses issues associated with the growth or new operations of the organisation, as well as with any
specific problem that might adversely affect the pace of planned growth. Developing new recruitment
and selection processes for attracting the best talents, rescheduling the compensation administration,
redesigning the jobs having more freedom and challenging, restructuring the training and development
plans, new policies for rightsizing the manpower along with redeployment and separation plans for
redundant employees are the examples of tactical human resource plans. Human resource planning
should match with business plans, as it answers the questions like:

(i) What are the implications of strategic business plans on human resource?
(ii) What internal and external problems will be faced?

(iii) What can be done in the short run to prepare for the long run?
(C) Short-term Manpower Planning: These are the tactical plans/action plans, prepared for

managing the day-to-day and routine issues in the organisation, whereas long-run plans help in
developing continuous growth-oriented strategies. It is concerned with the process of matching the
existing employees with their present jobs so that they perform efficiently. There should be perfect
correlation between the jobs and individuals. In the short run, it is the duty of the management to
adjust employees with the jobs. It is very difficult to retrench the employees due to legal constraints
and social obligations on the part of the employer. Some adjustments in the jobs should be made in the
short run to accommodate the employees.

Following steps may be taken for successful implementation of short-term manpower planning:
(i) When employee is less qualified as compared to job specifications

The following steps may be undertaken:
 Employees are to be trained for improvement in their performance.
 If the job is not liked by the employee, it may be changed.
 Transfer and demotion also helps in adjustment of employees.
 In case of larger responsibility, assistants may be provided for help.

(ii) Sometimes the employee is more qualified than the requirements of a job
Where the abilities and skills of the employee are not being utilized to the fullest extent.
Following steps may be taken for making adjustments:
 Job enlargement may be undertaken, i.e., scope of the job undertaken by the employee

may be widened.
 If there are vacant positions at the higher levels, promotion may be given to the

employees.
 Advice and counselling may be sought from the employee.
 The employee may be given additional temporary assignments, till appropriate job is

searched for.
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(D) Long-term Manpower Planning: Under long-term planning, management has ample time
to make required adjustments by taking necessary steps. Long-term manpower planning covers a
longer period say 15 to 20 years or so, for meeting manpower requirements of a concern.

Following steps are suggested in case of long-term manpower planning:

(i) Projecting Manpower Needs
The first important step in long-run manpower planning is to develop the organisational
structure that will meet future manpower requirements in the best possible manner. The
basic aim is to keep pace with the changes in future. Due to rapid technological
advancement at present, it is not an easy task to predict accurately future jobs needed for the
organisation. Edwin. B. Flippo rightly said that:

“That some firms claim that executive manpower needs are too intangible to forecast, that
management cannot be defined or planned for in any constructive manner.”

It may be pointed out that if the process of manpower planning is systematically undertaken,
it brings about the desired results.

An analysis of the under mentioned problems in the process of manpower planning may be
helpful in projecting the future manpower need of an organisation.

 Rate of loss of manpower due to retirement, separation, resignation and retrenchment
must be predicted and need for replacement must be kept in mind.

 Need of new manpower requirements over and above the replacements should be
predicted.

 Job specifications, i.e., qualifications and abilities needed for different types of jobs
must be clearly laid down.

(ii) Inventory and Analysis of Manpower
Manpower inventory and analysis involves the appraising of personnel by cataloguing their
characteristics by incorporating their educational and professional qualifications. The HR
inventory includes counting of number of persons available at present.

It does not include counting of the number only but extends to the determination of
personnel to be inventoried, systematic and detailed appraisal of those individuals (after
cataloguing them) and a detailed study of those who possess good potential for development.

It can be concluded that manpower inventory and analysis provides valuable information
pertaining to present and future employees in the organisation. The information may not be
completely accurate but is valuable and provides basis for the recruitment, selection
promotion and training processes to be followed in the organisation in the days to come.

(iii) Recruitment and Selection
Long-term manpower planning establishes the processes of recruitment and selection on
proper lines. It brings about scientific recruitment and selection methods, which in turn
helps in appointing the best type of employee in the organisation.
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(iv) Development and Training of the Employees
Manpower planning is concerned with development and training of employees to take up
new and challenging tasks and responsibilities. Well trained employees are invaluable assets
for the organisation.

 Human Resource Planning Approaches
Human resource planning, theoretically, identifies three options in front of HR manager. These

are:
 To treat any social programme like education/health as a consumable goods and so demand

for such is the public (consumer) demand for more schools/hospitals or other such facilities.
 To view such a programme as an investment and evaluate it in terms of return on the

investment.
 To consider the skilled manpower as basic input for production of goods or providing

quality services.
Accordingly, there are three approaches for Human Resource Planning, such as:
 Social Demand Approach
 Rate of Return Approach
 Manpower Requirement Approach

Social Demand Approach
This approach relies on the assessment of the society’s need for the programme. It is an aggregate

of individual’s demand which is not possible to calculate. Therefore, this approach depends on the
assessment of trends and projection of social demand for the programme. This approach is applicable
to plan for the human resource of the society in general in relation to solve a social problem.

This is a very complex system which depends on many social factors related to the programme.
For example: The educational programme although decided on public (consumer) demand is
influenced by contingent conditions like direct costs of education, students’ grants, existing admission
process and standards, etc. Therefore, this approach suffers from the difficulties associated with any
futurological exercises. This approach is more intended to create social capital for meeting future
contingencies and development of the society.

Rate of Return Approach
Rate of return approach considers the social programme as a contributor to productivity and

facilitates investment decisions in it. For example: Investment in education contributes towards
expansion of facilities and its return is through direct monetary benefit (like extra lifetime earnings
received which can be attributed to the investment).

However, rate of return approach is only indicative of relative priorities. This analysis does not
take cognizance of supply and demand of skills in the labour market. Therefore, it is doubtful whether
such an approach is effective in making investment decisions. The approach is more a calculative one
to look at Return on Investment (RoI).
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Manpower Requirements Approach
There is a definite link between growth and manpower requirement and growth. The basic steps

involved in this exercise are:
 Anticipating the direction and magnitude of the development;
 Evolving norms for employing manpower;
 Estimating manpower requirements, etc.

Limitation of these approaches:
These are based on assumptions of the distant unknown future. Therefore, any error in judgment

will seriously affect the balance of human resource resulting in either excess supply or excess demand.
Excess of any of these is very difficult to manage.

However, Manpower Requirement approach is more relevant for business organisation.

 Human Resource Planning Process
Human resource planning is influenced by the company’s business planning. In spite of its unique

characteristics and specific applications, it must be linked with the general business plan. The
relationship between Business Planning and Human Resource Planning is illustrated in the figure below:

Strategic Planning
Long-range
Perspective

 Corporate Philosophy
 Environment Scan
 Strengths and

Constraints
 Objectives and Goals
 Strategies for

Achieving Goals

Operational Planning
Middle-range
Perspective

 Planned Programmes
 Resource Plans
 Operational

Strategies
 Plans for Acquisition

and Mergers,
Expansion

Budgeting
(Annual Perspective)

 Individual
Performance Goals

 Programme
Scheduling and
Assignment

 Monitoring and
Control of Results

Business
Planning
Process

HR
Planning
Process

Analysis of
Business Needs

 External Factors
 Internal Supply
 Analysis of

Management
Implications

Forecasting
Requirements

 Staffing Levels
 Staffing Mix
 Organisation and

Job Design
 Available/Projected

Resources
 Net Requirements

Actions Plans

 Recruitment
 Promotion and

Transfer
 Organisational

Changes,
 Training and

Development
 Compensation and

benefits
 Labour Relations

Fig. 1.1: Business Planning and Human Resource Planning



8 Manpower Planning and Strategic Change

The middle-range operational planning flows from long-range strategic planning of the
organisation. The short-range annual budgets mention specifically about timetables, allocation of
resources and ways/standards of implementing the other two plans.

At the business plan level, human resource planning looks at the issues relating to future business
needs, external factors like social trends and demography, and measuring the internal supply of
employees in the long run.

At the operational level, human resource planning is concerned with detailed forecast of
employee supply and employee demand. Specific action plans are prepared based on these forecasts.
This includes all the functional areas of human resource management.

However, Human Resource Planning is influenced by several external and internal factors that
influence the organisation which are depicted in Figure 1.2.

Legal Framework

 Legislations
 Rules and

Regulations

EXTERNAL FACTORS INTERNAL FACTORS HR
PLANNING

Strategic Business Planning

 Corporate Philosophy
 Environmental Scan
 Assessment of

Organisational Strengths
and Weaknesses

 Development of Strategic
Business Objectives

Projected Staffing Needs

 Number of Opening
 Types of Jobs
 Projected Staff
 Availability Skill
 Experience
 Reconciliation of Needs

and Availability
 Formulation of Action

Plans for Recruitment,
Retention, Training,
Transfers, Promotions,
Separation, etc.

Labour Markets

 Availability of
required skills

Business Environment

 Competition
 Technological

Change
 Economics Policies
 Leadership

Operational Planning

 Specific Plans for
Growth, Acquisition,
Diversification

Fig. 1.2: Factors Influencing Human Resources Planning

The objective of human resource planning is to ensure the following:
 to obtain and retain the human resource of required quality and quantity in the organisation

in the right time and at the right place; and
 to make optimum utilization of obtained human resource for the purpose of the organisation.
 to develop right kind of HR to meet the performance needs, as and when required

The process of human resource planning includes the following steps:
(i) Demand forecasting

(ii) Supply forecasting
(iii) Determining the human resource gap
(iv) Formulating action plans
(v) Monitoring and review of plans



9Human Resource Planning

Figure 1.3 depicts the stages of the process. It starts from deciding on the planning horizon, i.e.,
the period for which the plan will apply. It should be integrated with the corporate plan. Knowing the
corporate plans and strategies, the projection for demand and supply of human resource can be
prepared, and the difference found between the two estimates is known as human resource gap. The
gap may be bridged through a proper recruitment and training plan (if demand exceeds supply) or are
redundancy plan (if supply exceeds demand).

BUSINESS OBJECTIVES AND STRATEGIC PLANS

Market Analysis Production Plans Financial Plans

HR Planning

Time Horizon (short/long)

THR Demand
Forecasting
Number, Type, Skill

Estimating HR Gap
Analysis

HR Inventory
HR Supply Forecast
Internal and External

Action Plans

 Recruitment
 Training
 Transfer
 Promotion
 Redundancy
 Retention

Monitoring and Control

Feedback

Fig. 1.3: Human Resource Planning Process

The steps in human resource planning process are interrelated and often overlap.
Forecasting the Human Resource Demand: This step refers to the process of estimating the

need for human resource in the future within in the context of corporate and functional plans. The
demand for human resource at various levels is primarily due to the following factors:

External Challenges: Due to economic development, socio-political and technological changes
and competition.

(i) Economic Developments refer to the changes due to globalization and liberalization which
brought opening up of markets, capital market reforms, on-line trading, etc. along with them.
This demanded for establishment and expansion of manufacturing and service industries led
to a demand for better qualified, professionally trained workers.
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(ii) Socio-political and Technological Changes refer to the changes in social, political and
legal environment as well as technological advancement. The legal provisions call for
specific recruitment where as technological advancements need specific skills and so call for
less manpower.

(iii) Competition is the result of open market economy which brings benefits to the customers
but raises the issue of the survival of the company in the market. Labour cost and skill
management become two major issues due to competition.

Internal Challenges: The human resource requirements for a given level of activities/operations
vary in the same organisation over a period of time or among organisations depending on the
production technologies, processes, market analysis, etc. The plans refer to expected changes in
production or manpower levels arising due to changes in methods and technologies. The
modernization programme in Rourkela Steel Plant of SAIL influenced the HR level, forced right
sizing incorporated in HR Planning.

(i) Organisational Decisions: HR planning takes into account the strategic plans, expansion
strategies, sales and production forecasts. NTPC’s takeover of TTPS of Odisha called for
workforce restructuring and rightsizing. Ventures into new areas gave rise to a demand for
new skills.

(ii) HR Factors: Internal HR factors like separation due to retirement, resignation, termination,
prolonged absence, etc. also influenced the demand forecast.

Job Analysis
Job Analysis is the foundation of many HR functions. Human resource inventory tells us about

which employee can do what and where, as job analysis tells us about the fundamentals of the jobs
including the behavioral expectations required to perform these jobs.

The term job analysis refers to the process of obtaining information about the jobs in an
organisation. It is the formal study of all the aspects of the jobs. It provides information on the tasks to
be performed and the human aspects needed to perform such tasks.

The written summary of task requirements is called job description and of HR requirement is
called job specification. These are the two aspects of job analysis.

Job Analysis

Job Description Job Specification

Factual statement on the tasks,
duties, responsibilities to be

performed by the employees.

Statement of knowledge, skills and
abilities required to perform the job.

There is no standard format for job description. However, it usually includes: the job title
(name/title of the job), the job position (where is it), the job summary (a statement of what the job is
about), the job activities (the tasks performed, materials used, machines/equipments required, nature of
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supervision, etc.), the working conditions (the physical environment – light, ventilation, heat, hazards,
etc.), and the social environment (interpersonal relationship, communication system, etc.). Job
specification is the process that describes the human attributes in the form of education (knowledge),
training, experience, abilities and skills required to perform a particular job.

Developing a complete and accurate job specification helps in a more objective assessment of job
requirements. If this is not done perfectly, it makes recruitment more expensive. Unnecessary
reflections of high qualifications, training and experience help in reducing the number of applications,
leaving a limited choice. As human attributes are expected to match the job profile, it needs to be done
more accurately.

Accurate assessment facilitates other HR processes. Job Analysis information has a direct impact
on the effective planning and recruitment of HR in the organisation.

Job Analysis Process
Job analysis should be done regularly in the organisation. Earlier, due to slow pace of

development, jobs were found to be static and were designed in a manner so that there would be no
change. People were changing but jobs remained static. Now, jobs are changing to accommodate the
changes in technology, union management agreements and the work environment.

The pace of change in technology demands for change in nature of the job as well as the skill and
knowledge required to perform it. For example, manual typing has been replaced by computers and
the administration’s acceptance of e-governance system brought new demand for a change in
qualifications, skill, etc. Under union-management agreements, the work conditions, nature of jobs
and responsibility factors change, demands for rewriting the summary of the job arises. Also, the HR
available has to change its characteristics as far as qualification, skill, experience, etc. are concerned
Work environment is more into performance-driven. Therefore, it is essential to consider the above
changing factors while going for a job analysis.

The process of job analysis involves the following steps:
(i) Organisational Analysis: It is necessary to get an overall picture of jobs in the organisation

along with interrelationships among them and their contributions towards the organisational
objectives. The organisation chart and process charts give such inputs for this purpose.

(ii) Developing Clarity on the Uses of Job Analysis Information: Job analysis information
can be used for all HR functions. But, there should be clarity on how this information is
going to be used.

(iii) Selecting Jobs for Analysis: Analysis of each individual job is a time-consuming and
difficult process. It is, therefore, desirable to select job of representative characteristics from
different grades for analysis. Single job needs to be analysed independently.

(iv) Collecting Data: Data is necessarily collected on the physical aspects and human attributes
involved with the job. The various techniques of collection of data are discussed later.

(v) Preparing Summary for Job Description: The job description sheet is prepared by
analyzing the collected information, highlighting the tasks, duties, responsibilities, etc.
required for effective performance of the job by a potential employee.

(vi) Preparing Summary for Job Specification: The written statement for job specification is
prepared using the collected information, highlighting the human attributes like education,
training, experience, aptitude, etc. required to fit the job for performing the same.
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Job analysis, done through the above process, accurately reflects the requirements of the job
and helps in other HR functions. The uses of job analysis are discussed later.

Methods of Data Collection for Job Analysis
There are five common methods to collect information for job analysis:
(i) Job Performance: With this method, the analyst himself performs the job, under study, and

gets firsthand exposure to what it demands in the form of the actual task and responsibilities,
along with the environmental, social and physical demands. It is applicable to the jobs that
can be learned in a relatively short period of time, but it is not appropriate for jobs that
involve extensive training or that are hazardous to perform..

(ii) Observation: The analyst observes an individual performer or a group performing a job.
The analyst records all details of the job, the tasks, activities, procedures, pace of
performance, etc. on a prescribed format. This method is appropriate for jobs that involve
manual, standardizing and cyclic activities. Direct observation helps in having a rich and
deep insight into the job.

(iii) Interview: In jobs where direct performance or observation is not possible on the part of the
analyst, it is necessary to depend on interviewing performers to narrate the various
requirements of the job. A standard format is used to collect information from the
performers involved in the job. Here, questions are restricted only to job-related topics. Data
collected from direct source are used to bring out common and critical aspects of the job.
This method helps in getting information on all standard and non-standard physical aspects
of the job and the mental work involved in it. The problem in this method arises when
ambiguous questions are asked and inaccurate answers are given by the performers.

(iv) Critical Incident: To get information on effective and ineffective behaviour of performer,
they are asked to narrate several incidents experienced by them during the performance of a
particular job. The information regarding incidents collected from the employees are
analyzed along with that on general job areas and a detailed picture on actual job
requirements is drawn. It takes considerable time to gather, abstract and categorise the
incidents. Also, the process is difficult for the derivation of the general job behaviour.

(v) Structured Questionnaires: The questionnaires list the tasks and behaviour needed for
performing the jobs. These are related to what gets done and how it is done. The ratings are
done on the basis of a scoring frequency—importance, level of difficulty, relationship with
other jobs and to the overall performance. The employees are asked to give ratings to the
various job dimensions mentioned above. A profile of job requirements is prepared by
analyzing the ratings. One of the most popular behaviour-oriented questionnaires is position
analysis questionnaire (PAQ) which contains questions on the following aspects:
 Information inputs: Where and how the performer gets information to do his job;
 Mental processes: The reasoning, planning, and decision-making involved in the job;
 Work input: Physical activities as well as the tools or devices used;
 Relationship with other persons and jobs (positions): the communication/reporting

system;
 Job context: Both physical and social aspects involved in the job;
 Other job characteristics: Like work hours, responsibility, etc.
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Each of the above items is measured being given a score on a 5 point scale according to its
importance in performing the job. The scale is: DNA = Does Not Apply; 1 = Very Minor; 2 = Low; 3
= Average, 4 = High; 5 = Extreme.

This measure is cheaper and quicker to administer than other methods. It can be administered
beyond working hours. The data can be analyzing systematically by using computers which ensures
more accuracy.

But this method is time-consuming and expensive to be accurately developed. It may bring
confusing answers, if questions are not properly understood by the respondent(s).

The above five methods are popularly used for job analysis. However, the more frequently used
are the observation, interview and questionnaire methods.

Uses of Job Analysis
As job analysis provides a deeper understanding of the behavioural requirements of the jobs, it

makes HRM functions easier. The uses of job analysis are shown in the figure below:

Organisational
Analysis and
Job Definition

HRIS
Design

Selection
and

Placement

Job
Evaluation

Performance
Standard and

Reward

Job
Analysis

Information

HR
Planning

Recruitment

Training

Career
Planning and
Development

Succession
Planning

Workforce
Analysis

Man
Machine
System

Fig. 1.4: Uses of Job Analysis

Organisational Analysis and Job Definition
Job requirement analysis helps in getting information on responsibilities and interrelationships

among jobs which help in assigning authority and accountability for the jobs. Decisions regarding
organisational structure, hierarchical positions, integration, etc. become easier due to these analyses.
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HR Planning: Job analysis provides basic information that helps in HR planning (forecasting the
need for HR in terms of skills and expertise).

Recruitment: The recruiter needs full knowledge of the job and the aspects involved in it, for its
smooth and effective performance.

Selection: A forecast of job performance provides the basis for selection by understanding the
job expectations.

Placement: Job analysis provides a clear understanding on job requirements and ability of
individuals to perform, which helps in placing the right man at the right job.

Job Evaluation: Job analysis is a prerequisite for evaluating the jobs and ranking them in terms
of their relative worth. This helps in deciding the pay structure.

Performance Appraisal and Reward System: Job analysis gives an idea on key performance
areas and key result areas against which the employees’ performance can be measured and employees
can be appropriately rewarded/trained.

Orientation and Training: Job analysis explains the job requirements which help in identifying
training needs and the process which deals with the specific aspects of jobs. This helps in providing
training to existing employees on the required aspects.

Career Planning and Development: Job analysis provides the basic understanding on various
opportunities involved in terms of career paths. Career planning information is obtained through job
analysis. It also helps in many other functions including job classification, job safety, job design,
workforce study, etc.

Work Study
Work study technique is appropriately used for the jobs which can be measured and for which

standardized norms can be fixed and number of people required can be quantified.
This technique is more appropriate for people involved in direct production than for any other

category of employees and this technique is used in conjunction with other techniques. This is otherwise
known as workload analysis. The simple example of workload analysis/work study is given below:

Planned output for the year 20,000 units/pieces

Standard hours per piece 1½ hours

Planned hours required 30,000 hours

Productive hours per person per year
(allowing absenteeism, idle hours, etc.)

1,000 hours (on annual basis)

No. of workers required 30 workers

If the span of control is 10 per office, 3 officers are required

Fig. 1.5: Workload Analysis (Example)

There are three methods for demand forecasting which are described below:
(i) Managerial Judgment: Under this method, senior experienced managers prepare guidelines

for departmental managers with approval from top management. These guidelines indicate set targets
and desirable changes in flow of work. Taking cue from these, the department managers prepare
forecasts with the help from personnel, and/or work study experts. Simultaneously, personnel
department prepares another forecast of the company-wide demand. The two sets are compared,
reconciled and reviewed by senior managers for the final forecast.
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(ii) Simple Statistical Methods: Most common statistical method is ratio trend analysis. It
indicates ratios between number of regular and contractual workers, the number of workers and
officers, etc. Future ratios are forecasted on time series exploration. Then, the number of employees
required for different groups, skill levels, etc. are calculated., based on the analysed trend.

(iii) Mathematical Models: Based on certain assumptions concerning possible changes in future,
models may be developed to show how an organisation looks like in terms of its staffing pattern. The
modelling techniques include succession analysis, probabilistic analysis and regression analysis.

In succession analysis, the unit is the data concerning the individual. In probabilistic analysis, the
unit is the group of employees, classified according to organisational units, job categories, places,
levels/grades, etc. Here, the probability of employees moving from one group to another is considered. A
matrix or table of HR flows is determined at specified intervals for future time. HR programmes and past
trends provide useful data on promotions, transfers, separations, etc. to form the basis of such analysis.

Regression analysis is used to measure relationships between one or more independent variables
to explain a dependent variable. In HRP, regression analysis can be used to correlate personnel
requirements with output, revenue, etc. This helps in generating alternative scenarios in respect to
personnel needs. But the relationship is not always linear and the purpose of analysis is not to present
the management with quantitative forecasts.

Supply Forecasting
Supply forecasting is about the internal and external supply of workforce/labour to the

organisation. The figure below illustrates the HR flows in and out of an organisation.

Transfers Out

Retirement

VRS

Discharge/Dismissal

Termination

Resignations

Retrenchment

Promotions Out

Transfer in

Promotions in

Recruits in

Fig. 1.6: Manpower Flows in an Organisation

Policies relating to each of these HR aspects need to be analyzed regularly to assess their possible
effects on HR supplies to the organisation.

Forecasting Internal Workforce Supply
Internal supply forecasts relate to available workforce in the organisation, such as the age

distribution of workers, terminations, retirements and new hires in the job classes. A reasonable starting
point for projecting a firm’s future supply of labour is its current supply. For this, preparation of HR
inventory with the help of the HR information system is essential. This provides information on the
profile of the employees in terms of age, sex, education, experience, job level, performance level, etc.
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Manpower need arises out of organisational growth, diversification or due to movement of
employees because of promotion, transfer, separation, etc. The job profile of the vacant one can be
matched with available workers’ profile and the need can be fulfilled.

The replacement charts or succession plans are the simplest type of internal supply forecast.
These may be developed by setting a planning horizon, identifying replacement of candidates for the
positions to be vacated due to above reasons, assessing the current performance and readiness for
promotion, identifying career development needs, and integrating career plan of individuals with the
organisational goals. The overall objective of this exercise is to ensure availability of competent talent
for the future or in time of emergency/immediate needs. Frequent HR inventory may be carried out for
knowledge on the available talents in the organisation.

Forecasting External Workforce Supply
The recruiting and hiring of new employees are necessary along with regular exploration of the

labour market. This is particularly done when the organisation does not find the talent internally from
among the available manpower.

Organisations in both public and private sectors look at the projections of external labour market
to prevent deficit of employees. When the firm becomes successful in anticipating its outside
recruitment needs and identifying the possible sources of supply from the labour market, recruiting the
right number of people at the right time becomes easier.

Several agencies regularly make projections of external labour market conditions and provide
information on supply of labour to be available in general categories. Also, professional agencies have
started these for other categories of HR.

Region-specific causes influence the external supply forecasts. Specifically, the migration rate,
educational level, technological developments, demand for specific skills, unemployment situation,
government polices, industry image, etc. are the factors that influence the supply forecast from
external source.

Determining the HR Gap
The existing number of HR and available skill being compared with the required number and

skill brings out the information on HR gap in the form of deficits or surpluses for the future. The
reconciliation of demand and supply of HR helps us in knowing the number of people that needed to
be recruited or made redundant as the case may be. This demand and supply forecast may be made for
3 to 5 years forming the basis for HR planning for the future.

Requirements Year
1 2 3 4 5

1. Number required at the beginning of the year
2. Changes to requirements forecast during the year
3. Total requirements at the end of the year (1 + 2)

Demand

4. Number available at the beginning of the year
5. Addition from promotion/transfers
6. Separations (resignation, retirements/termination)
7. Total available at the end of the year (4 + 5 – 6)

Supply

8. Deficit or surplus (3 – 7)
9. Losses of those recruited during the year

10. Additional number needed during the year (8 + 9)
HR required

Fig . 1.7: Determinations of HR Requirements
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Formulating HR Plans
Organisations are dynamic and adopt changes whenever necessary. Because of technological,

economical and social changes, the plans and programmes change. These influence the HR
requirements. Changes in products/production methods, union agreements, competitive actions, and
strategies demand for change in HR needs. Once the needs are analyzing and found out, the HR plans
relating to recruitment, redeployment, redundancy, selection training, productivity, retention, etc. can
be drawn up.

Recruitment plan will indicate the number and type of people required, when they are needed,
special plans to recruit right people, how they are to be managed and how the recruitment programme
is to be adopted.

Selection plan is followed by the recruitment programme and will help in finding the best out of
the available HR.

Redeployment plan will describe the programmes for transfer or retraining of people for new jobs.
Redundancy plan will indicate who is redundant, where and when; this indicates the plans of

retraining, if possible; plans for VRS, retrenchment, etc.
Training plans will describe the number and types of training required for new employees, as

well as existing employees. It will also describe new courses to be developed, changes in existing
courses, etc. for training of employees as per requirement of the organisation.

Productivity plans will describe programmes for improving employee productivity with effective
cost management, through work simplification studies, mechanization and automation, productivity
bargaining, incentive and profit showing schemes, job redesigning, etc.

Retention plans will indicate reasons for employee turnover and methods for avoiding/reducing
the same. Necessary changes are initiated in compensation plans and policies, induction and training,
changes in work processes and requirements and improving work conditions.

Monitoring and Evaluation of HR Planning
The purpose of monitoring and evaluation is to guide HR planning activities and making it

perfect. For measuring the performances, we need yardsticks. Quantitative and qualitative objectives
play important roles in HR planning.

Quantitative objectives make the control and evaluation process more effective, specific and
precise. Qualitative process makes the system more subjective and demand forecasts are based more
on “hunches” than on factual information. Therefore, HR planners need to follow:

 Assessing plans to determine their knowledge of current events (problems and opportunities)
and to establish priorities;

 Assessing the working relationships between HR specialists and line managers;
 Assessing the integration of business plan and HR plans, and recommendation; and
 How planners perceive on the importance of HR plan.

Systematic comparison of objectives and action plans with measured performance helps in
monitoring and evaluation. The important factors need to be compared are:
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 Actual staff position against the forecast requirements;
 Actual labour productivity against anticipated level;
 Actual HR flow rates against planned rates;
 Actual implementations against planned programmes;
 Labour and action programme costs against budgetary provision; and
 Ratio of action programme benefits to action program costs.

Effective HR Planning
Various studies have been conducted in Indian organisations which identified the efficient use of

HR planning. The effectiveness of HR planning is influenced by poor HRIS and frequent changes in
technological, political, social and economic cycles. These problems can be minimized, if the
following guidelines are followed:

(i) Integrated Objectives: There must be an integration of HR plan with organisational
objectives. The organisational culture, climate, work conditions, employee relationships, etc.
must be kept in mind during HR planning.

(ii) Top Management Support: For the introduction of anything new or, for the continuity of a
programme, top management’s support is always required. This is also true in the case of
HR planning.

(iii) Employee Skills Inventory: This should be done objectively and accurately to provide
proper feedback on the plan.

(iv) Human Resource Information System (HRIS): All relevant data must be there in HRIS to
support the system with facts and figures.

(v) Coordination: HR planning may be done by a separate wing in the organisation which
coordinate among various functional units for getting right information from these units.

When changes are obvious for the organisation, the very nature of work changes, resulting in a
demand for changes in the number and types of jobs. Therefore, to reduce uncertainty and increase
efficiency, attention must be given on careful analysis of jobs and proper HR planning.

 Summary
Human resource planning is the basic HR function that contributes to areas like recruitment,

selection, promotion, reward management, performance management, transfer, separation, training
and development, etc.

The assessment of future manpower requirements through demand and supply forecasting, finding
out the HR gaps and monitoring and controlling of HR helps in an uninterrupted performance. It
enhances productivity by ensuring the right kind of people are available at right time with the right job.

The human resource planning, if done objectively and accurately, solves many HR problems and
ensures attraction, retention, development and motivation of required HR for the organisation.
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 Job Analysis  Work Study
 Demand Forecasting  Supply Forecasting

 Questions
1. What is HR planning?
2. How HR planning is important for an organisation?
3. Describe the objectives of HR planning.
4. Describe the types of HR planning.
5. Which approach of HR planning is appropriate for a business organisation?
6. Describe the process of HR planning.
7. What is job analysis? How it is used in the organisation?
8. Describe the way the HR planning becomes more objective and accurate.
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