UNIT II
HUMAN RESOURCES PLANNING
AISHWARYA ARYA

UNIT-2
HUMAN RESOURCES PLANNING

Human resource planning is important for helping both organizations and employees to prepare
for the future. The basic goal of human resource planning is to predict the future and based on
these predictions, implement programmes to avoid anticipated problems. Very briefly humans
resource planning is the process of examining an organization’s or individual’s future human
resource needs for instance, what types of skills will be needed for jobs of the future compared to
future human resource capabilities (such as the types of skilled employees you already have) and
developing human resource policies and practices to address potential problems for example,
implementing training programmes to avoid skill deficiencies.

According to Vetter, “HRP is the process by which management determines how the
organization should move from its current man power position to desired manpower position.
Through planning, management strives to have the right time, doing things which result in both
the organization and individual receiving maximum long run benefits”.

According to Gordon Mc Beath, “HRP is concerned with two things: Planning of manpower
requirements and Planning of Manpower supplies”.

According to Beach, “HRP is a process of determining and assuming that the organization will
have an adequate number of qualified persons, available at proper times, performing jobs which
meet the needs of the enterprise and which provides satisfaction for the individuals involved”
HRP is the process of determining manpower needs and formulating plans to meet these needs.

HRP is a Four-Phased Process.

» The first phase involves the gathering and analysis of data through manpower
inventories and forecasts,

» The second phase consists of establishing manpower objectives and policies and gaining
top management approval of these.

» The third phase involves designing and implementing plans and promotions to enable
the organization to achieve its manpower objectives.
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» The fourth phase is concerned with control and evaluation of manpower plans to
facilitate progress in order to benefit both the organization and the individual. The long
run view means that gains may be sacrificed in the short run for the future grounds. The
planning process enables the organization to identify what its manpower needs is and
what potential manpower problems required current action. This leads to more effective
and efficient performance.

Objectives of Human Resource Planning

The objectives of human resource planning may be summarized as below:

1. Forecasting Human Resources Requirements: HRP is essential to determine the future
needs of HR in an organization. In the absence of this plan it is very difficult to provide
the right kind of people at the right time.

2. Effective Management of Change: Proper planning is required to cope with changes in
the different aspects which affect the organization. These changes need continuation of
allocation/ reallocation and effective utilization of HR in organization.

3. Realizing the Organizational Goals: In order to meet the expansion and other
organizational activities the organizational HR planning is essential.

4. Promoting Employees: HRP gives the feedback in the form of employee data which can
be used in decision-making in promotional opportunities to be made available for the
organization.

5. Effective Utilization of HR: The data base will provide the useful information in
identifying surplus and deficiency in human resources. The objective of HRP is to
maintain and improve the organizational capacity to reach its goals by developing
appropriate strategies that will result in the maximum contribution of HR.
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Need for HRP in Organizations

1. Employment-Unemployment Situation: Though in general the number of educated
unemployment is on the rise, there is acute shortage for a variety of skills. This
emphasizes on the need for more effective recruitment and employee retention.

2. Technological Change: The changes in production technologies, marketing methods and
management techniques have been extensive and rapid. Their effect has been profound
on the job contents and job contexts. These changes have caused problems relating to
redundancies, retention and redeployment. All these suggest the need to plan manpower
needs intensively and systematically.

3. Demographic Change: The changing profile of the work force in terms of age, sex,
literacy, technical inputs and social background has implications for HRP.

4. SKkill Shortage: Unemployment does not mean that the labour market is a buyer’s
market. Organizations generally become more complex and require a wide range of
specialist skills that are rare and scare. A problem arises in an organization when
employees with such specialized skills leave.

5. Governmental Influences: Government control and changes in legislation with regard to
affirmative action for disadvantages groups, working conditions and hours of work,
restrictions on women and child employment, causal and contract labour, etc. have
stimulated the organizations to be become involved in systematic HRP.

6. Legislative Control: The policies of “hire and fire” have gone. Now the legislation
makes it difficult to reduce the size of an organization quickly and cheaply. It is easy to
increase but difficult to shed the fat in terms of the numbers employed because of recent
changes in labour law relating to lay-offs and closures. Those responsible for managing
manpower must look far ahead and thus attempt to foresee manpower problems.

7. Impact of the Pressure Group: Pressure groups such as unions, politicians and persons
displaced from land by location of giant enterprises have been raising contradictory
pressure on enterprise management such as internal recruitment and promotion,
preference to employees’ children, displace person, sons of soil etc.
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8. Systems Approach: The spread of system thinking and advent of the macro computer as
the part of the on-going revolution in information technology which emphasis planning
and newer ways of handling voluminous personnel records.

Job Analysis Definition

Developing an organizational structure, results in jobs which have to be staffed. Job analysis is
the procedure through which you determine the duties and nature of the jobs and the kinds of
people (in terms of skills and experience) who should be hired for them.’ It provides you with
data on job requirements, which are then used for developing job descriptions (what the job
entails) and job specifications (what kind of people to hire for the job).

Some of the definitions of job analysis ate given as follows, to understand th meaning of the term
more clearly:

According to Michael L. Jucius, “Job analysis refers to the process of studying the operations,
duties and organizational aspects of jobs in order to derive specifications or as they called by
some, job descriptions.”

According to DeCenzo and P. Robbins, “A job analysis is a systematic exploration of the

activities within a job. It is a basic technical procedure, one that is used to define the duties,
responsibilities, and accountabilities of a job.”

Steps in Job Analysis

1. Determine the Use of the Job Analysis Information: Start by identifying the use to
which the information will be put, since this will determine the type of data you collect
and the technique you use to collect them.

2. Collection of Background Information: According to Terry, “The make-up of a job, its
relation to other jobs, and its requirements for competent performance are essential
information needed for a job evaluation. This information can be had by reviewing
available background information such as organization charts (which show how the job in
question relates to other jobs and where they fit into the overall organization); class
specifications (which describe the general requirements of the class of job to which the
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job under analysis belongs); and the existing job descriptions which provide a starting
point from which to build the revised job description”.

3. Selection of Jobs for Analysis: To do job analysis is a costly and time consuming
process. It is hence, necessary to select a representative sample of jobs for purposes of
analysis. Priorities of various jobs can also be determined. A job may be selected because
it has undergone undocumented changes in job content. The request for analysis of a job
may originate with the employee, supervisor, or a manager.

4. Collection of Job Analysis Data: Job data on features of the job, requited employee
qualification and requirements, should be collected either form the employees who
actually perform a job; or from other employees (such as foremen or supervisors) who
watch the workers doing a job and there by acquire knowledge about it; or from the
outside persons, known as the trade job analysis who are appointed to watch employees
performing a job.

5. Processing the Information: Once job analysis information has been collected, the next
step is to place it in a form that will make it useful to those charged with the various
personnel functions. Several issues arise with respect to this. First, how much detail is
needed? Second, can the job analysis information be expressed in quantitative terms?
These must be considered properly.

6. Preparing Job Descriptions and Job Classifications: Job information which has been
collected must be processed to prepare the job description form. It is a statement showing
full details of the activities of the job. Separate job description forms may be used for
various activities in the job and may be compiled later on. The job analysis is made with
the help of these description forms. These forms may be used as reference for the future.

7. Developing Job Specifications: Job specifications are also prepared on the basis of
information collected. It is a statement of minimum acceptable qualities of the person to
be placed on the job. It specifies the standard by which the qualities of the person are
measured. Job analyst prepares such statement taking into consideration the skills
required in performing the job properly. Such statement is used in selecting a person
matching with the job.
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Job Design

Job design is of comparatively recent origin. The human resource managers have realized that
the design of a job has considerable influence on the productivity and job satisfaction; poorly
designed jobs often result in boredom to the employees, increased turnover, job dissatisfaction,
low productivity and an increase in overall costs of the organization. All these negative
consequences can be avoided with the help of

proper job design.

According to Jon Werner and DeSimone, “Job design is the development and alteration of the
components of a job (such as the tasks one performs, and the scope of one’s responsibilities) to
improve productivity and the quality of the employees’ work life.”

Job design has been defined by Davis (1966) as: “The specification of the contents, methods, and
relationships of jobs in order to satisfy technological and organizational requirements as well as
the social and personal requirements of the job-holder.”
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Principles of Job Design:

Principles are the bases of the approach used in job design. Robertson and Smith (1985) have
suggested the following five principles of job design:

» To influence skill variety, provide opportunities for people to do several tasks and
combine tasks

» To influence task identity, combine tasks and from natural work units.

» To influence task significance, form natural work units and inform people of the
importance of their work.

» To influence autonomy, give people responsibility for determining their own working
systems.

» To influence feedback; establish good relationship and open feedback channels.

KEY TERMS

Job: A job may be defined as a “collection or aggregation of tasks, duties and responsibilities
which as a whole, are regarded as a regular assignment to individual employees,”

Task: It is a distinct work activity carried out for a distinct purpose.

Duty: It is a number of tasks.

Position: It refers to one or more duties performed by one person in an organization, There are at
least as many positions as there are workers in the organization; vacancies may create more
positions than employees.

Job: It is a type of position within the organization.

Job Family: It is group of two or more jobs that either call for similar worker characteristics or
contain parallel work tasks as determined by job analysis.

Occupation: It is a group of similar jobs found across organizations.

Career: It represents a sequence of positions, jobs, or occupations that a person has over his
working life.
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