Human Resource Planning

Importance: Of all the “Ms” in management that is materials, machines, methods, money and motive power, manpower is considered as the most valuable asset of an  organization because without manpower , all other resources cannot be used and they cannot be function independently.  It is the an importance economic resource.  Human resources are utilized  to the maximum possible extent in order to achieve individual and organizational goals.  An organization’s  success is determined by the quality and quantity of its human resources. Hence there is much importance for human resource.

 
For an individual, it is important because it helps him to improve his skills and utilize his capabilities and potential to the utmost.  For an organization, it is important because it improves its efficiency and productivity.  It is only through initial human manpower planning that capable hands are available for promotion in the future.

Definition: Man power planning is the process by which a management determines how an organization should move from its current manpower position to its desired manpower position.  Through planning, a management strives to have the right number and the right kind of people at the right places, at the right time to do things, which result in both the organization and the individual receiving the maximum long-range benefit.

 

Coleman has defined manpower planning as “ the process of determining manpower requirements and the means for meeting those requirements in order to carry out the integrated plan of the organization.



According to Wickstrom, human resource planning consists of a series of activities- Forecasting the future manpower requirements, Making an inventory and assessing the present manpower resources, anticipating manpower problems and actual planning the programmes.

Needs/ Benefits of HRP: Human resources are considered as necessary for all organizations for the following reasons:

(i) To carry on its work, each organization needs personnel with the necessary qualifications, skills, knowledge, work experience and aptitude for work.  These are provided through effective manpower planning.

(ii) To replace the vacancies created by various reasons like retirement, transfer, death, promotion or demotion, etc.

(iii) To meet out the labour turnover caused by various reasons,

(iv) To meet the needs of expansion programmes

(v) To meet the challenges of  new and changing technology and new techniques.

(vi) To identify areas of surplus personnel or scarcity of personnel

(vii) To help the management  in making policy decision on HRP

Process of Human Resource Planning: 


The process of human resource planning is one of the most crucial, complex and continuing managerial functions, embraces organization development, management development, career planning and successive planning. It is a multi step process including various steps , viz.,

1) Deciding goals or objectives,

2) Estimating future organizational structure and manpower requirements,

3) Auditing human resources,

4) Planning job requirements and job descriptions, and

5) Developing a human resource plan

Deciding  goals of HRP: According to Shukla, “the ultimate goals or objective  is to relate future human resources to future enterprise needs so as to maximize the future return  on investment in human resources.”  The main purpose is one of matching or fitting employee abilities to enterprise requirements, with an emphasis on future instead of present arrangements.

Estimating future organizational structure/Forecasting the manpower requirements: The number and type of employees needed have to be determined. Environmental factors like business forecasts, expansion and growth, design and structural changes, management philosophy, government policy, etc.  After analyzing the forecasting , estimating the future requirements of human resources of all the departments and categories should be got in writing.  The number of vacancies to be filled, type of the personnel, their educational and technical qualification requirements and job analysis should be made.  After making adjustments for wastage, anticipated and expected losses and separations, the real shortage or surplus may be found out.    Under estimation as well as overestimations causes problems for any type of organization.  So that should be also be considered .  The main dimensions  to be considered for HR planning are the quantity and quality of the human resource and  job analysis.

Auditing Human Resources: A Skills Inventory consisting of data about each employee’s skills, abilities, work preference and other items of information  of the company should be maintained to assess the present supply of manpower resources.  It may be in the form of  standard Proforma, Employee Information Card or Organization chart , Manning Table or Manpower Replacement Charts.

Job Analysis: Preparation of Job analysis include details of training, skills, qualification, abilities, experience and responsibilities, etc that is job descriptions and job specifications.  

Developing a HR Plan: It includes the development and implementation of the HR Plan.  It should be decided that the personnel should be hired from within through promotional channels or should it be obtained from an outside source.  It is better to fill up higher vacancies by promotion and lower and middle level positions by recruitment from the outer labour market.  The Personnel manager should have a thorough knowledge of the labour market at various levels and plan in such a way that the HR Plan preparation should be more favourable to the concerned company. The Personnel manager  should  also know the position of external labour market, arrangements with the labour unions, and Government regulations and should keep a close liason with these different sources.

Responsibilities of the HR Manager:

 
The HR Manager is responsible for HR Planning aided with the top management and team of directors of different departments.  The Personnel department’s responsibility is to recommend relevant personnel policies in respect of manpower planning, devise methods of procedure and determine the quantitative aspects of manpower planning. The major responsibilities of the personnel manager are,

(i) To assist counsel and pressurize the operating management to plan and establish objectives,

(ii) To collect and summarize data in total organization terms and to ensure consistency with long range objectives and other elements of the total business plan,

(iii) To monitor and measure performance against the plan and keep the top management informed about it, and

(iv) To provide the research and development for effective manpower and organizational planning.

 
In planning , the time span, control over the implementation process, compliance with the objectives of the organization, feasibility, reliability, practicability and  perfection – all have to be considered.

Job Analysis: A job may be defined as a “task or collection of tasks, duties and responsibilities assigned to an individual or employee as a regular assignment”.  Job analysis is  a procedure by which information about the job is obtained.  It is a detailed  and systematic study of information relating to the operations and responsibilities of a specific job.  It includes Job description, Job Specification and Job Design.

 
In Job analysis, a job is defined and analyzed in  detail.  It is a procedure and a tool for determining the specified tasks, operations and requirements of each job.  It is the process of getting information about jobs, that is , what the worker does, how he gets it done, why he does it, skill, education and training required, relationship to other jobs, physical demands, environmental conditions, etc.

Purpose/Uses/Benefits  of Job Analysis:

 
Job Analysis is of fundamental importance to forecasting future human resource requirements, job modifications, job evaluation, determination of proper compensation, and the writing of job evaluation, determination of proper compensation, and the writing of job descriptions. JA is helpful for the Personnel Manager in the following ways,

(1) In organizing and manpower planning: The various activities of the work force, divisions of duties and responsibilities for each category of the job, labour needs of every job should be properly organized for the effective  manpower planning.

(2) In Recruitment and Selection: JA provides the real picture of the existing work force and the anticipated future needs of an organization. In taking decisions like whether are we going to recruit the work force from inside or outside the organization, time of recruitment, selection process, who is going to select, etc., Job Analysis helps the  Personnel manager in a big way.

(3) In determining Wage and salary and its administration: The essential qualification required to the various vacancy position, risks and performance involved in the jobs , additional skills of the employee , etc determine the salary or wage for a particular job.  Besides the wage or salary paid for a specific job is proper or not are all administered with the help of the JA.

(4) In Job Re-engineering: Job re-engineering may be industrial activity or human engineering activity.

(5) Employee Training and Management Development: It helps to know whether any training or development programmes are necessary or not?  It helps to determine the content and subject matter of in-training courses. It also helps in checking application information, interviewing, weighing test results, and in checking references.

(6) Performance Appraisal: It helps in establishing clear cut standards which may be compared with the actual contribution of each individual. 

(7) Health and Safety: It provides an opportunity for identifying hazardous conditions and unhealthy environmental factors so that corrective measures may be taken to minimize and avoid the possibility of accidents.

 
JA provides four kinds of documentation and procedures that are crucial to personnel activities.  (a) Job Description (b) Job Specification (c) Job Evaluation and

(d) Personnel assessment.

Contents of Job Analysis:

 
A Job Analysis provides the following information:

(i) Job identification

(ii) Significant characteristics of a job

(iii) What the typical worker does

(iv) Which materials and equipment  a worker uses

(v) How a job is performed

(vi) Required personnel attributes

(vii) Job relationship

