Human Resource Planning (HRP)

The meaning of HRP

In simple terms, Human Resource Planning should be viewed, as that part of HRM where by a determination is made in terms of organization’s human resource needs for it to be able to meet its goals. Bulla and Scott (1994) cited in Armstrong (2001: 357) defined it as, 
“The process of ensuring that the human resource requirements of an organization are identified and plans are made for satisfying those requirements” 

HRP:  A Qualitative And Quantitative Process

HRP addresses an organization’s human resource needs both in quantitative terms i.e. how many people and qualitative terms i.e. what kind of people and with what skills, knowledge, and aptitudes (SKAs) 

The business philosophy behind HRP

An organization that engages in HRP is in essence displaying its belief in that the human resource is the most important and strategic resource. (HRP is therefore a key element of strategic HRM). In other words such an organization believes that only through a proper HR base can its survival and growth be guaranteed

The context of HRP

 HRP occurs within the framework of an organization’s strategic planning process. 
Strategic planning is, “the determination of overall organizational goals and objectives and how they will be achieved”

HRP is in itself a strategic process in an organization. 

HRP occurs within the framework of an organization’s business goals. In other words through HRP (i.e. the process of determining future HR needs), an organization can set what goals it wants to achieve and how it will achieve them (of course together with other functional plans). HRP is therefore a key way through which organizational goals can be achieved.
 
It is important to note that organizational and corporate frameworks determine or set the agenda for HRP.






The process of Human Resource Management

 (
Strategic Goal Planning e.g. to secure 20% of the market share
)



 (
Human Resource Planning
)


 (
Human Resource Forecasting (determining hr needs)
)



 (
Inventory and Auditing (Stocktaking)
)


 (
Appropriate Human Resource Plans
)



 (
Demand
Equals
Supply
) (
Surplus 
Of
Workers
) (
Shortage
Of
Workers
) (
Quality
Shortfalls
)





 (
No
Action
) (
Downsize
Retrench
Reduce hrs
) (
Recruit
Promote
Redeployment
) (
Train
Develop
Multiskill
)





The Institute Of Personnel Management Zimbabwe (IPMZ), argues that HRP is essentially a 3 step process which involves   

1. HR forecasting
2, Inventory and auditing 
3, HR plan

HR Forecasting

HR forecasting is that part of HRP which involves the estimation of future HR requirements in terms of actual numbers and the skills and competences they will need. As indicated earlier on, the basis of this estimation is the organization’s strategic plan or long-term business plan. Several techniques (qualitative and quantitative) are used for this purpose. The following are some of the techniques used:

1. Zero based forecasting - A technique, which estimates future HR needs, based on current HR levels. This is the most commonly used.

2.  Bottom up approach -Where line managers estimate their future HR requirements with the HR manager and MD reconciling the estimations.

3.  Predictor variable approach-Future HR needs are forecast based on a company’s understanding of factors that usually affect employment levels e.g. (the most common) future employment levels can be forecast based on the relationship between sales and employment.

4.  Computer based simulation- Use of computer models to answer such questions as “ what would happen if production would increase by 20%, sales by 50% and turnover by 5%) 

5.  Availability forecast- This forecast techniques enables HR managers to determine if the organization will be able to secure the necessary HR requirements from its own internal as well as the external labour markets. It essentially incorporates supply forecasting.



   Inventory And Audit

After having determined the HR requirements necessary for the organization to meet its goals, the HR manager then has to engage in the process of inventory analysis and auditing. This essentially means making a” stock take” of what the organization already has in place. Thus the following question is raised at this stage,
 Is there a variance between our current HR position and our future needs and to what extent? 

Inventory and Auditing is threefold

1. General numbers inventory and auditing
2. Skills inventory and auditing
3.  Managerial inventory and auditing 
  

HR Plan

The questions asked during the inventory and audit stage are answered at the last stage of the HRP process i.e. the plan stage. Here the HR manager basically works on a plan to address the discoveries at the inventory and audit stage- the plan, which becomes the document called the Human Resource Plan. For example it was discovered during the audit and inventory stage that 10% of the managers would have retired. A career management or recruitment plan will be put into place or if it was discovered that 50% of the staff lack the necessary skills- an appropriate HR plan based on training will be put in place.
 

Operational/ Short Term HR Planning 

A distinction is often made between long term HR planning or sometimes referred to as manpower planning and what is called operational planning. Operational planning essentially involves annual HR plans. Organizations usually have 2 types of plans- the long-term strategic plans and the annual operational plans which involves annual goals e.g. sales and profit targets for a given year (when are these reviewed for public companies.) 
Operational HR plans are also in this category where annual HR goals – in line with the organizational goals- are set and means of achieving them also set. 
An operational HER plan is essentially a document that spells out what the organization will do in terms of the various HR practices e.g. R and S- in order to achieve the organizational objectives. 
 
HRP as a Process

 Given that conditions in an organization’s external and internal environments can change abruptly. This implies that HRP should also be a continuous process whereby HR plans are continuously updated to match changing external circumstances.  Thus it does not make business sense for the HR manager to form and continue implementing a plan that no longer makes sense in view of the external changes.

The Purpose of HRP

An organization may have its own purpose of engaging in HRP depending on its particular circumstances but the following are the generic aims of HRP. (Armstrong 2001; 362)

1. Attract and retain the number of people required with the appropriate skills, expertise and competencies 

2. Anticipate the problems of potential surplus or deficits of people 


3.  Develop a well trained and flexible workforce – thus contributing to the organization’s ability to adopt to uncertain or changing environment

4. Reduce dependence of external sources of labour supply by developing appropriate internal ones


5.  Derive optimum value from an organization’s HR

The Significance of HRP to overall Business Management

 The overall significance of HRP to overall business management is that all business results are only achieved by the people who work within it. It is therefore through proper HRP that all other business goals can be achieved.  In fact, it may well be argued that HRP should be the starting point in overall business planning for it is only an organization’s human resource that can drive and implement all other business plans. 

HRP Policy

 Every organization must have a policy in relation to HRP, which answers the following questions

1. When operational and long term plans will be made?
 
2.  The format of the plans (CONTENT)?


3. Under what circumstances would they be reviewed?

4. Who is responsible for making them?


5. How will they be evaluated? 

Skills Practice

The eagles aircraft case (Mondy et el 1999; 170) 
