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1 INTRODUCTION AND OUTCOMES

The long-term success of any organisation ultimately depends on having the right people in the right jobs
at the right time. In this workbook we will focus on the importance of strategic HR planning. We refer in
this workbook to chapter 3 in the prescribed book. Use the workbook and the chapter in conjunction with
each other.
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After completing this workbook, you should be able to
¢ define strategic human resource planning (SHRP)
discuss the importance of SHRP to the organisation
list and describe the steps in the SHRP process
identify the methods of developing forecasts and anticipated personnel (supply and demand)
list several common pitfalls in SHRP
discuss the importance of the HR research function and cite the individuals and institutions that
conduct HR research
provide an overview of the major HR research methods
e describe in detail the employees survey process
e discuss the importance of conducting a cost-benefit analysis of HR activities

LEARNING OUTCOMES

2 KEY CONCEPTS

Before you begin studying this workbook, refer to the key terms at the end of chapter 4 in
v ’? the prescribed book. This will assist you in becoming familiar with the different concepts
" that we refer to in this workbook.
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Some of the important key concepts in this workbook are
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3 PROPER PLANNING

Any organisation needs people and it is crucial to employ the right people in the right jobs, with the right
skills, qualifications and experience, at the right time. This can only be achieved if the organisation does
proper planning to ensure that these people are employed as and when required. It will be very difficult
for an organisation to achieve its objectives if it has not employed the right people with the right skills.

Who is responsible for this planning? How should it be done?

The key question therefore is:

How does the HR manager and his/her team ensure that the right number of people with the right
skills, qualifications and experience are available in the organisation at the right time?

Look at a practical example and see if you can answer this question.
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ACTIVITY 3.1: Anticipating the number of people an organisation needs

M Builg-it

Imagine you are a building contractor who has been contracted by a family to build their new home in
a security complex. The developers have provided you with a plan of the house and have asked you to
manage the whole project, including purchasing and ordering the building materials.

The task seems very daunting, but you realise that if you plan the process effectively, you should be
successful.

o Firstly, you need to establish whether the plans have been approved by the city council and when
the project needs to be completed.
e Secondly, you need to look at the plans and calculate
» how long the project will take to complete
» how much and the kinds of material and skills you will need to finish the project
» whether there is water and electricity at the premises
e Thirdly, you need to draw up a schedule for obtaining quotations from different suppliers to
ensure that you don’t exceed the allocated budget.
e Fourthly, you will also have to provide for unforeseen delays, labour problems and weather
conditions that might affect operations.
¢ Finally, you should draft a project plan that will guide you and the project team. You remind
yourself that the organisation you worked for before you started your own business struggled to
stick to due dates on their building projects, because the project leader didn’t plan for the
absence and resignations of employees at crucial times during the projects.

Now think about the following questions:

1. Do you have enough employees with the right skills and experience, who can fill the positions in
the required time frames? Think about bricklayers, roof specialists, tilers, plumbers, electricians,
painters, and so on.

How are you going to establish when these employees will be needed and for how long?

Will you have to use subcontractors? When? How many?
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To do proper planning you first have to gather all the relevant facts and assess the current situation. You
then need to consider what you require to complete the project successfully (materials and people). You
also have to consider that you need certain materials/resources and people with specific skills at a
specific time.

These thought processes also hold true for any other organisation. Most organisations employ a humber
of people, occupying different positions. As conditions change, the need often arises to employ more
people. As the organisation's goals change, it also needs to make provision for these changed needs to
ensure that it can continue to function successfully in future. It thus boils down to comparing the present
workforce capabilities with future demands, and this is what we call human resource planning. If, for
example, your building contracting business started off very small with only a few employees, you will

4
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now have to consider how many people you will need in future if the developer approaches you to build
10 of the 20 units in the complex. This means that your organisation will have to grow and you will need
to forecast the number and types of people needed in future.

4 THE BASICS

HR planning is a process in which the HR manager anticipates and provides for the movement of people
into, within and even out of the organisation. This is a complex process that is used in organisations to
draw up an HR budget and to ensure that a supply of the right kinds of employees is available when
needed.

In the light of South Africa's current skills shortage and labour legislation such as the Employment Equity
Act (EEA) and the Skills Development Act (SDA), HR planning is becoming an increasingly important HR
management function.

The HR manager and team need to ensure that the HR function is aligned with the organisational
strategy and plans. This process is referred to as strategic HR planning (SHRP). This implies that the
organisational goals are reflected in the organisation's mission. The mission will then be translated into
appropriate HR objectives that will ensure that these goals are achieved. This can only be achieved if the
HR team ensures that the organisation has the right people with the right skills, and that talents (maybe
people with potential) are employed by the organisation when they are needed in the correct jobs.

Taking all of this into account, you should now begin to realise what a complicated task the HR manager
faces in determining the right number of people to employ with the right skills and talents at the right
time.

Sometimes the organisation may experience HR-related problems such as frequent absenteeism, poor
performance or high staff turnover. These and other HR-related matters can be investigated by doing
research. The results of this research could then be used to address the causes of these problems in an
attempt to prevent or eliminate them.

Although the HR planning and research efforts in smaller organisations might be less formalised, it
doesn’t mean that organisations don’t have to pay attention to these important aspects.

In this workbook, we will explore the following aspects:
¢ the activities involved in the HR planning process
the strategic HR planning process and its link with the organisation's strategic plans
how and why HR functionaries should conduct research
the purpose of HR research and methods to conduct research
ways to identify, research and find solutions to HR-related problems in an organisation

5 HR PLANNING

o
. STUDY

Study the sections "Types of HR planning”, "Planning horizon", "Strategy-linked HRP", "Who is
responsble for SHRP" and "Why is SHRP so important?" in chapter 4 of the prescribed book.

By now you should know that HR planning is an excellent tool that organisations can use to ensure that
they have the right people with the right skills at the right time and place. After working through these
sections you should be able to answer the following questions:



e What is HR planning?
e Whatis SHRP?
¢ Who is responsible for SHRP in an organisation?
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ACTIVITY 3.2: Importance of SHRP

Let’s go back to the Mr Build-it scenario in activity 3.1. Read this scenario again. Then, after studying the
sections in the prescribed book that we have just referred to, try to complete this activity by applying your
knowledge to the scenario.

Now see whether you can answer these questions.

1. In table format distinguish between the four types of HR planning and the types of linkages that
could be considered to fit the HR plan with the organisational strategic plan.

2. Think about the house that your organisation needs to build (activity 3.1). When should the tasks
be completed? What do we call this?

3. Think again about the building project in activity 3.1. Midway through the project the developer
approaches you with the request to also build six additional houses in the complex. What are the
implications? One implication will be that you will need more people with skills at different times.
Briefly describe what needs to be done now.

4. Do you think it is important to link the HR planning with your organisation's planning process?
Why?

)|
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In this activity you had to demonstrate your understanding of the concepts of HR planning and SHRP.

There are different types of HR planning that organisations can use given certain planning horizons. It is
important to link HR plans to the strategy of the organisation. We call this process strategic HR planning.
It implies that if HR plans and organisational objectives are aligned, they can contribute to achieving the
goals of the organisation.

HR managers and their teams are mainly responsible for HR planning, but they need to work in close
partnership with line managers at all levels in the organisation. By doing this, the organisation's ability to
pursue its strategic objectives can be improved and this, in turn, can create a competitive advantage for
the organisation in the marketplace.

The SHRP process should culminate in an HR plan. This plan is implemented when the organisation
starts recruiting specific talent at specific times to achieve its goals.

How can this be achieved? There are a number of phases in the SHRP process.

In the next section we will look at the steps that should be taken to do SHRP effectively.
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6 ELEMENTS AND STEPS IN THE SHRP PROCESS

STUDY

Study the sections "Elements of SHRP", "Steps in the SHRP process" and "Common pitfalls in SHRP" in
chapter 4 of the prescribed book.

Figure 3.1: Steps in the SHRP
Source: Adapted from Warnich et al (2015)
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ACTIVITY 3.3: Success of SHRP

We now want you to critically discuss the following statement:
"SHRP is not always successful"

Think about your company and the absence or presence of SHRP in your company.

Refer to the “Discussion Forums” tool on the HRM2601 myUnisa module site and select “Forum 4:
Workbook 03 Activities”. Here you will find all the discussion activities for Workbook 03, where you are
expected to share your views on specific issues with your fellow students. Post your views online and
also see what your fellow students are saying. This is an ideal opportunity to interact. Let’s start talking!
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A critical discussion implies that you need to indicate whether you agree or disagree with the statement.
You also need to give reasons and examples to substantiate your viewpoint. Here is an example of a
possible response to this question:

"l agree that SHRP is not always successful because sometimes top management does not support the
process of SHRP. They therefore do not encourage proper planning and do not lead by example. The
process should be adopted from top management down if success is to be guaranteed. In addition,
strategic human resources are at times planned and implemented in isolation, not considering the
strategic objective and plans of other departments within the organisation. The SHRP should be aligned
and integrated with all other company plans. Failure to align the plans may lead to an unsuccessful
SHRP."

Visit the discussion forums online to continue this discussion.
7 HR RESEARCH AND METRICS

Before we continue with the discussion on HR research, you will have an opportunity to reflect on your
experience of HR research in your own workplace. Do the following reflective activity:

<

REFLECTION

Think about research that has been done in your organisation over the past two years.

1. List the topics that were researched.

2. List the research methods that were used to conduct the research. Think about interviews, focus

group interviews (FGIs), questionnaires, etc.

To complete this activity, you needed to understand what research is and what types of research could
be done in organisations. If you didn’t know, you could have indicated that you aren’t aware of any
research done in your organisation.

N
. FEEDBACK

1. You could have listed one or more of the following research topics or processes that were
conducted at your organisation over the past two years:

job satisfaction survey

customer service survey

employee satisfaction survey

employee wellness questionnaire

exit interviews

Here you could have listed one or more of the following examples:
surveys

guestionnaires

FGls

interviews

o 0o 0 0N
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STUDY

Study the sections "HR research and metrics" and "Research techniques" in chapter 4 of the prescribed
book.

When embarking on HR research, it is important to remember that you have to look at the current
situation and also at possible future scenarios. This will enable the organisation to make certain
decisions now that will be to its advantage in future.

O

Historical study

Controlled experiment

Exit interviews

Figure 3.2: Research techniques
Source: Adapted from Warnich et al (2015)

8 COST-BENEFIT ANALYSIS

| L
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STUDY

Study the section "Cost-benefit analysis" in chapter 4 of the prescribed book.

Cost-benefit analysis involves evaluating (measuring) HR activities and attaching a monetary value to
them. A cost-benefit analysis can be used for a variety of HR activities, for example

e evaluate the readiness of employees for a proposed programme

e evaluate the impact of a learning programme

¢ identify HR problems that must be solved immediately
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ACTIVITY 3.4: Managing employee-related problems
1. Why would it have been important for the organisation you previously worked for (as mentioned
in activity 3.1) to keep records of employee absenteeism and turnover rates?
Which of the causes of absenteeism as described in the prescribed book can be studied?
What strategies can organisations implement to reduce employee absenteeism and turnover?

wn
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Absenteeism and employee turnover are both costly problems and can both be linked to job
dissatisfaction. As is clear from the prescribed book, the causes of these problems are not always
internal to the organisation and so they are difficult to solve. Absenteeism may be managed more
effectively when an organisation has a formal system of discipline, including a clear policy statement,
explicit standards and consistent application of the policy. It is more difficult to reduce employee
turnover, but employers can consider implementing programmes that enhance job satisfaction.
Examples of these are job enrichment, accurate selection procedures and timely orientation training of
new employees. Organisations can also use exit interviews to determine reasons for turnover.

Employees expect to be treated fairly and when they experience perceived unfairness, they may not
necessarily leave the organisation, but will rather reduce their output (productivity), or absenteeism may
increase. One of the ways an organisation can reduce perceived unfairness is to ensure that policies and
rules are administered uniformly. Also keep in mind that changing environments will influence cost-
benefit analysis and problem-solving. In a situation like the one discussed in activity 3.1, where planning
and HR planning must be long term, a higher interest rate will have a profound impact on the long-term
profitability of the organisation and this will, in turn, affect HR planning in terms of employment
strategies. If interest rates rise, people will build fewer houses and the organisation will need fewer
employees. If, however, the organisation expands because there is a boom in property prices and
building activity, it will need more employees.

9 SUMMARY

Understanding the principles of HR planning and the reason for HR research will form the cornerstone of
the discussion of all the theory that follows. Always keep in mind that HR planning is an ongoing process
and must be flexible enough to allow the organisation to adapt easily to any changes in the environment.

10 SELF-ASSESSMENT

Now that you have completed this workbook, you need to determine whether you have
4 achieved the relevant learning outcomes stated at the beginning of the workbook.
» Therefore, read through the relevant learning outcomes again before attempting to

" ? answer the self-assessment questions.

To ensure that you have achieved the learning outcomes, answer the questions that follow and then
study the feedback on the questions. Remember, the feedback is provided only to ensure that you are
on the right track — it doesn’t provide model answers. You are still required to consult sources of your
choice to answer the questions and achieve the learning outcomes.

The self-assessment questions consist of multiple-choice questions and written questions. To access the
multiple-choice questions visit the self-assessment tab on myUnisa and begin your assessment.

10
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Question 1

This question is based on your knowledge and understanding of HR planning.

a. Would you be proactive or reactive in your human resource planning to complete this project?

b.  Will your planning be broad or narrow?

c.  Willit be formal or informal?

d.  Will your plan be loosely tied to or fully integrated with the organisation's strategic plan?

e. Will you put plans in place to investigate absenteeism and high staff turnover if it occurred?
Question 2

Which planning horizon would you use for your building project? Why? If you were to take on a project
such as renovating a shopping mall close to you such as Eastgate Mall, Cavendish Square or Menlyn
Park, how would that influence the planning horizon? Why?

Question 3

Describe the steps you will take to do human resource planning for your building contracting business.
Also describe the purpose of each step. Can you leave out some of the steps? Substantiate your
answer.

Question 4

Discuss how your HR plan will be affected if your building contractor's business expands to enable it to
build six more houses (see activity 3.1)?

Question 5

Imagine that you are experiencing a high rate of absenteeism in your building contracting firm. You don’t
know what is causing this and have decided to call in a consultant to do a survey.
a. Before you call in the consultant, you want to find out if it will benefit your organisation. Discuss
what you can do to determine this.
b. The consultant will do a job satisfaction survey. Explain why the consultant will do this survey.
c. Discuss what kind of research the consultant will be conducting.
d. Some of your employees have complained that your foreman does not apply rules consistently.
Discuss what you can do to reduce this perceived unfairness that the employees feel.

FEEDBACK

Question 1

You will find the answer to this question in "Types of HR planning" in the prescribed book, and section
3.2 and activity 3.2 in this workbook.

The question focuses on which of the listed options in each subquestion you would choose and why.
Describe each option listed, then state which one you would choose and substantiate your answer. Also
indicate whether you would pay attention to high staff turnover and absenteeism if they occurred and
give reasons for your answer.

11



Question 2

The answer to this question can be found in "Planning horizon" in the prescribed book and in section 3.2
in this workbook.

Planning horizons can be short term (1 year or less), intermediate (2 to 4 years) or long term (5 to 15
years). Which planning horizon would you use in each of the examples provided?

Question 3

The answer to this question can be found in "Steps in the SHRP process" in the prescribed book and
section 5 in this workbook.

The steps of the SHRP process are
situation analysis

HR demand analysis

HR supply analysis

strategy development

Briefly describe what each step entails and the purpose of each step. Then decide whether or not you
can leave out any of the steps, and state why you can or cannot.

Question 4

The answer to this question can be found in "Strategy-linked HRP", "Why is SHRP so important?",
"Elements of strategic human resource planning” and "Steps in the SHRP process" in the prescribed
book.

To answer this question you must consider how expansion will influence the organisation's business
strategy and then how the HR strategy will be influenced. Give a brief description of SHRP, then explain
why it is important to link HR planning to organisation planning and explain how a big step such as
expansion will influence the plans you have already made.

Question 5

The answers to these questions can be found in "HR research" and "Cost-benefit analysis” in the
prescribed book, and in sections 6 and 7 in this workbook.

The answers are quite easy; all the theory is discussed in the prescribed book. Link the theory to the
example given in your answer.

\
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CARRY ON

Now that you have successfully completed Workbook 03 and all the activities, you can go on to
Workbook 04.
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