Chapter 4
Strategic HR Planning and Research
1. Human Resource Planning (HRP)
The process of anticipating and providing for the movement of people into, within, and out of the organisation.

2. Strategic Human Resource Planning (SHRP)
· The process through which company goals as put forth in mission statements and company plans are translated into HR objectives to ensure that the company is neither over or understaffed.
· This can only be achieved if they ensure that the company has the right people with the right talent or skills and that that talent are employed by the company when they are needed in the correct jobs.

3. Types of HR Planning
· Proactive – anticipating needs of the company and systematically plan to fill them
· Reactive – react to needs as they arise
· Breadth of planning
· Narrow focus – planning in only one or two HR areas e.g. Recruitment & Selection
· Broader focus – including additional activities i.e. training, compensation etc.
· Formality of the Plan
· Formal – the plan is clearly spelled out in writing and backed by supporting documentation and data i.e. policies and procedures
· Informal – the planning is done by heads of managers and HR Staff i.e. Executive team and HR Support 
· Degree of fit between HRP and SHRP – HRP can either be loosely tied to the company’s strategic plan OR fully integrated with the Strategic plan.

4.  Types of linkages (degree of fit)
Craft identified the following possible types of linkages
· Input linkages
· HR information is made available either before or during strategic planning process.
· This can take place through specialized HR unit or specialized committee of HR Personnel.

· Decision Inclusion Linkages
· HR are directly or indirectly involved in the strategic planning process of the company
· HR executives might for example serve as a full partner in the strategic team
· Introduce and monitor HR issues and implications
· Participate in developing overall goals and strategies
· Review and reaction Linkages
· HR personnel respond to a proposed or final strategic plan
· Plan may be reviewed from an HR flexibility viewpoint i.e. “can the required manpower be obtained”
5. Planning Horizon
The length of time over which the objectives and the plan for accomplishing them will occur
· Objectives of a company – usually expressed in terms of a time frame or planning horizon
· The rule
· Short range objectives are defined as one year or less (objectives are specific)
· Intermediate objectives range from 2 to 4 years (objectives are specific)
· Long range objectives from 5 to 15 years (objectives are general)

6. Steps in the SHRP process
Step 1:  Situation Analysis
· How
· Monitor and access the company’s mission and core business , its strategic plans and parameters, concepts and structures, cultures and HR challenges
· Conduct environmental scanning to gather information about trends and new developments both internal and external
· Internal – turnover, absenteeism, managerial obsolescence, employee demographics and employee skill level
· External – trends (economic, social and political), developments in the labour market, labour relations etc.
· Employee opinion – conducting an employee survey – good source of info
· Goal
· To improve the quality of strategic company decisions by ensuring appropriate match between human resources , capital resources and physical resources

Step 2:  HR Demand Analysis
· The analysis entails the determination of the total manpower required of the company
· The types, numbers, skills level and location of the employees during the planning period must be determined
· Forecasting involves approximations not absolutes or certainties
· Demand forecast involve analyzing past trends and productivity levels and linking company plans to productivity levels and projecting future needs
Step 3:  HR Supply Analysis
· The analysis entails the evaluation of the future supply of labour
· Supply components – Internal or External
· Internal – To successfully forecast internal supply the company must have maintained a history of employees characteristics eg job classification, retirements, promotions, age profiles etc.  This database must also contain skills inventory information.
· External – local, national or international.  External supply will be derived from an assessment of social, economic, political and demographic trends.  Will also come from a review of the labour markets – the availability of skills and education.
· With this info specific plans and programs can be developed to address any imbalances between demand and supply of people/numbers and or skills
Step 4:  Strategy Development
· The different analysis (Situation, Demand and Supply) provides diagnostic information for the final stage:
HR Strategy Formation 
And the 
Design of action programs
· Action programs may include – recruitment, selection, placement, compensation, reduction in workplace and performance appraisal
· Activities will have to be designed to address aspects such as:  contraction, expansion and/or adjustment in company workforce
· Is a critical component in implementing change 

7. Methods of forecasting HR Supply and Demand
Quantitative
· Moving average – averages data about HR demand from recent periods and projects them into the future
· Exponential smoothing – forecasters can vary weights for HR demand assigned to different past time periods used to project future HR demand
· Trend projection – numbers of people hired or placed on one axis, time is placed on the other axis, straight line is plotted from past to future to predict HR demand
· Regression – mathematical formula used to relate staffing to several variables
· Linear programming – assess required staffing levels that matches desired output level – subject to certain constraints
· Actuarial models – Relate turnover to such factors as age and seniority
· Simulations – use scenarios to test the effect on various personnel policies
· Probability matrixes – define “states” in the organisation – such as strategy levels, performance ratings and identifies time periods
· First-order Markov model – multiply number of people in each job category by the probability of movement between jobs.  The model assumes that the current job/position category is the chief determinant of movement
· Semi-Markov Model – Same as first order markov model accept for  - probability of movement determined by a) job / position category b) the individual’s length of stay in the job class
Qualitative
· Delphi Technique – group of experts exchange several rounds of estimates of HR demands or supply, without meeting face to face.  Feedback from other experts is used by each individual to “fine tune” their independent results.
· Nominal Group Technique – a small group of experts meet face to face.  Following a procedure that involves open discussion and private assessment, the group reaches a judgment concerning future HR demand and supply.

8. Succession Planning
· Succession planning involves identifying key management positions the organisation cannot afford to have vacant
· Usually Senior Management positions
· Two purposes of succession planning
· Facilitate transition when an employee leaves
· Identifies the development needs of high potential employees due to move into higher positions
· Simple tool to be used – Replacement chart
· Identifies key positions from org chart
· Indicate whether candidate is suited for position

9. Stumbling blocks in the SHRP Process (Common pitfalls in SHRP)
· Identity crisis – environment filled with diverse management styles and company politics.  HR Planners must have strong sense of direction else existence might be challenged
· Top management support – for the process to be viable it must have the full support of management
· Size of effort – SHRP fail at the beginning because of a complex start.  Build the process up gradually rather that start with a complex system.
· Coordination with other functions – Important that the process be coordinated with other management and HR functions
· Integration with company plans – SHRP must be derived from organisation plans.  Plans made in isolation will not serve any purpose
· Non-involvement of operating managers – successful SHRP requires coordinated effort from Operational managers and HR staff.  If there is no coordination no plan formulated, will be executed by line management.
· The technique trap – new and sophisticated techniques developed to assist SHRP.  Tendency to adopt and use some of these techniques because everyone else does.  Organisation must choose the technique that will address their needs.

10. Research Techniques
Practitioners decide what research technique to use to address problems.  An inappropriate technique may affect the results and overall validity

	Surveys
	Most common surveys is wage survey and Job Satisfaction Survey (JSS)

	· Job Satisfaction Survey

	· Often referred to as an attitude or morale survey
· Managers use JSS to analyze EE attitude on important topics
· Four elements EE reported they like about their jobs:
· The job itself
· Coworker relationship
· Good supervision
· Opportunity to grow
· Factors detract from Job Satisfaction
· Poor supervision
· Interpersonal conflict
· Poor work environment
· Poor pay 
· Internationally most widely used JSS = Job descriptive index (JDI)
· JDI developed into the (HRI) (HRI = Human resources index and compares overtime

	· Specific use questionnaires
	· Used to gather employee’s opinion re specific job related issues
· Specific use questionnaires focus on an Organisations particular problem
· Generally custom made by HR Staff members
· Often added to other data collected over a period

	· Survey Administration
	The process of planning, implementing and analyzing employee surveys includes a number of important elements:
· Objectives
· Top management commitment
· Survey development
· Announcing the survey
· Implementing
· Analysis
· Feedback
· Follow-up
· Caution

	Exit interviews
	· Source of valuable information about the work environment
· Interviewer should be a HR practitioner and not the immediate supervisor
· Subject matter:  Reason for leaving, perceptions of the supervisor, salary, benefits, T&D, etc.
· The success of an exit interview depends largely on the employees belief that the responses would not reflect negatively on them i.e. work reference

	Historical Study
	· Tracking data over time helps HR practitioners to gain greater insight into human behavior
· By isolating small number of variables – a historical study analyse patterns over weeks/months/years i.e. absenteeism, turnover data

	Controlled Experiments
	· Seldom conducted at actual work sites
· Need controlled environments such as scientist lab or classroom etc.
· [bookmark: _GoBack]HR researcher has no such controlled environment
· In some occasions this technique is feasible
· Steps in a controlled experiment
· Define the problem
· Evaluate alternatives and select alternatives
· State the hypothesis
· Select groups = experimental and control
· Measure experimental and control group prior to experiment
· Conduct experiment
· Measure groups after experiment
· Analyse data, draw conclusion and report results



11. Cost Benefit Analysis
· Cost Benefit Analysis involves measuring (evaluating) HR activities and attaching monetary value to them.
· It can be used to evaluate a proposed program
· One of the tasks of a HR professional is to identify and solve employee related problems like:
· Turnover – cost associated with turnover may be estimated include (separation, replacement and training cost)
· Absenteeism – cost associated with absenteeism include lost salaries, benefit payments, incidental cost (temporary help and overtime)
· Smoking – performance problems, absenteeism, medical care, insurance, property damage etc.
· Employee Attitudes – dissatisfaction leads to job performance, absenteeism, turnover, tardiness and grievance
· Labour contracts – largest cost incurred (collective bargaining etc)
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