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CHAPTER 5

Human Resource Planning

LEARNING OUTCOMES

By the end of this chapter readers should be able to:

» estimate the future demand for labour

o forecast the extent to which human resource needs can be met internally

@ assess how far and by what means the demand for human resources can be met by
external labour markets

e give advice on strategies to reconcile labour supply and demand

» evaluate HR planning activity

o assess the extent to which forms of HR planning can benefit organisational
effectiveness

e give advice concerning the application of HR planning in international organisations.

In addition, readers should be able to understand and explain:

o the terminology used in the practice of human resource planning
o the principles underlying effective human resource planning

e the main arguments for and against comprehensive HR planning

e the relationship between HR plans and key environmental trends.

WHAT IS HR PLANNING? : !

The techniques of human resource planning (HRP) are some of the most involved and
complex activities carried out by resourcing and talent management professionals. By
contrast, the basic principles on which they are founded are straightforward, with a
potential significance that is readily understood. HR planning is also an area of HR work
that has often been denigrated in recent decades, with the result that it has received
relatively little attention in the literature and has become less widely used in organisations.
Over the last five years, however, a limited resurgence of interest can be detected as
managers have started to think about how they will secure the skills they need in the
future when the large baby boom generation we discussed in Chapter 2 starts to retire in
larger numbers (see Caruth et al 2009: 116, Smith 2012).

As in so many areas of HRM, there is some confusion about the precise meanings of
the terms used to describe the human resource planning function. Here, as elsewhere,
developments in terminology have moved on at different speeds and in different
directions from developments in the activities themselves, leading to something of a
mismatch between the concepts and the labels used to describe them. As with the term
‘human resource management’, there are in the field of human resource planning different
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uses of key terms by different author

term ‘human resource planning’ as having broadly
established terms ‘workforce planning’ and ‘manpowe
‘human resource planning’ to represent something rath

Notable among the second group are John Bramham (
and Hazel Williams (2002), who make a significant
planning’, which they see as being primarily quan
forecasting the demand and supply of labour, and

they give a wider meaning, encompassing plans maj
otivation, employee attitudes, organisational

activity (including soft issues such as m

culture and talent management). For others (eg Reilly 1996,
planning’ is simply a more modern and gender-neutral

al 2009), the term ‘human resource

term with essentially the same meaning as ‘manpower planning’.
looking ahead and using systematic techniques to assess

organisation will be able to meet its requirements for labour in
ganisation is likely to have ‘the right people,

undertaken in order to assess whether an or

with the right skills, in the right places at the right time’.
human resource planning is @ relatively speci

activity undertaken by human resource managers. 1
frequently again. while other terms which have

planning appears © be being used more

essentially the same meaning, such as ‘worlforce analytics’
‘staffing strategy’ (Bechet 2008) and ‘strategic

ay into the American HR literature.
his latter definition. While the term
t can thus be taken by readers 1o

alignment’ (Dyer and Ericksen 2007),

workforce planning {Smith 2012), are finding their w
For the purposes of this chapter we will accept t

‘human resource planning will be used throughout, &
and activities traditionally encompassed by the terms

cus is on forecasting the supply and demand
future gap that is identified between the
o which it is likely to have access.

refer to the same disciplines
‘manpower’ and ‘workforce’ planning. The fo

of labour and developing plans to reconcile any
human resources an organisation needs and those t

THE LONDON OLYMPICS

Read the article by Lucy Phillips entitled
‘Games of skill! featured in People
Management (31 May 2007, pages 24-9)-
This can be downloaded from the Peaple
Management archive on the CIPD’s
website (www.cipd.co.uk).

EXERCISE 5.1

This article discusses the major HR
challenges associated with mounting a
successful Olympic Games in London in
2012, The sheer size of the need for
people is set out along with an
explanation as to where they were to be
found and why.

Questions

1 What factors made the workforce
planning activities associated with

5. The main distinction is between those who see the
the same meaning as the longer
r planning’, and those who believe
er different,

1988 and 1994), Sonia Liff (2000)

distinction befween ‘manpower

titative in nature and concerned with
“human resource planning’, to which
de across the whole range of HRM

McBeath 1992 and Caruth et
Both are concerned with
the extent o which an
the future. They are thus

According to this definition,

alised sub-discipline within the general
More recently the term ‘worlkforce

(Schuyler 2006), ‘workforce

the Olympic Games more complex
than would have been the case
with a more typical commercial
project involving the recruitment
of thousands of people?

In what ways were workforce
planning activities focused on a
wider agenda than the Olympic
Games themselves, and why?

What skills required for the
running of the Games did
managers believe were in short
supply? What steps did they take
ahead of time to ameliorate this
situation?
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TAGES IN TRADITIONAL HUMAN RESOURCE PLANNING

Human resource ing i -
i e planning is principall —
position in relati { pally concerned with assessing : R
S TES th :fllssttlo its labour markets and forecasting its likel fitu:u:' organisation’s
rather than in the 1Cmilu§f§ to formulate the data on which plans )l;f ar:t:ilol:n mgeifs d
. aclu: wing up of those pl can be based
planning to opei . plans. If, for example, a ) AN
rescurceg J?’larlgirtx1 afiﬁrfg new store for which it believes therg is 35;‘5;;1?“15? s
previous experienge 0f1u gn- would be responsible for identifying how ;;;ﬂ ,e tazoi
oot he ik neeg l;mg superstores of a similar size - the organisation }_u“ glven
is thus concerned with idz i;Om internal a?nd external sources to launch its 11ewwf E_ae he
not with the development I;flf:mg_ gotelnnal or likely problems with staffing the‘:trélure. I;
John Bramham, in defini pecific plans to recruit and develop the e -~
sea to illustrat:; the C{:;ﬁ%é’:ﬁngatwer Pla.rlming, has developed tge met:;ﬂgor)’f}(;sdniidedt.
i etween planni i a ship a
specific plans of acti P ing in general term :
has mnrlz . Comﬁgin“g?hramhflm .1988: 5-6). Seen in this way, hunsl:;fesﬁ}: dem‘mg. of
navigation than piloting. It is about assessing the ;‘ce .Plan“mg
> environment

gEthL thE dat lred
(4] ot i | quu to plﬂj‘l the dlrecmﬂ]l the Df.ganlsahon nEEds to

STAGES IN AN HR PLANNING CYCLE

1 Forecasting future demand for human resources

2 Forecasting future internal supply of human resources
3 Forecasting future external supply of human resources

4 Formulating responses to the forecasts

The forecasting function has thre
e e forecasts e gv:enel'al stages, which will be i d
oe; &4 Rie A va}j:rin::i fc.uurj[h. stage involves the formulation of jeits ‘::gh 0'“'{ A
s S, demésdac}tlmtles c?vefcd elsewhere in the book. Firstpthse i o
e }: e organisation will have for people and for :.vhairek}fl -
e - is stage is therefore about distilling the hum coires
e e orgamsatlonal strategies. If the business aim is g
e o s a?nr i[:egloni;, then cal_culaticms- need to be made abouixﬁansmn -
i tai g, dw‘ be l:quIll'Ed at what stage, If the busine oo
D e and innovation rather than growth, there is stiJJLSs et 5
e S Tt o;cf:mgetencms will be required if the plan is to be mat nI?lEd' .
potential supply of human an fD_r labf’ur, the next two stages involve assZsl‘ ¢ the
I zi:ué'tes. First, there is a need to look at internal sslllnglthe
i b e o a{ ¥ employed by the organisation will be able, or dey d
b bt 0fs,mp oyment and develop sufficient skills and ?:il el
B et ks hTeetmg the demand identified in the first sta ge }len‘}ugh
S and et T g‘ﬂ};’e - een I.I.‘kEIY demand and likely supply identiﬁgc.l in s s
planner is concerned with forecasting how fa:': sltc?]l: tages
s an

experience not available int i i
e o ernally will be obtainable externally through the recruitment
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CASE STUDY 5.1

~ FORECASTI ‘
The ability of human resource managers o E;zgl:: :fc
required and with what skills depepds En a r: u
that the forecast is intended to cover. xcepﬂd .
possible to look forward one or two years &

- x o u
taffing requirements wi .
Zre coiter?‘nplatcd. This is because relevant technolo

will have a profound effect on the
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A good illustration of the application of
human resource planning principles and
techniques described in this chapter was
the plan drawn U
chemists to cope with an expected.recent
shortfall in the number of pharmacists.

Here, the starting point 132 2 change In staff turnover figures for pharmacists
the e;xternal environment: the expansion + etween 1997 and 2001, but also took d
i n
of the UK pharmacy degree cot_xrr;e from account of expected maternity leave a
e
three to four years after 1997. .
ired substantial
company has always h stanta & Thef
numbers of qualified pharmauf) S '
in their stores straight from university,
so they were faced with a significant
problem in 2001, when no new
pharmacists graduated.
In order to address the problem, n 1997 turnover amaong pharmacists spasto
human
the company undertook a
resource planning exercise to forecast the
likely demand for and internal supply of
staff in the years following 2001. The.
demand analysis included consideration
of the following factors:

® the number of new stores that were that graduate recruits complete has

o the staffing implications of Sunday

» the changing job roles undertaken by

nagement
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Having worked out how many
pharmacists would be required, the.
planners then undertook an alnalystlls 0: .
i would be likely to hav
gt o e EZ‘:’t n\]/\?:r\(,e t':;\?; to continue operating
esta’blished recruitment practices. T.hlS
exercise involved consideration of likely

secondments out of high-street stores.

nal stage involved determining how
great the chortfall was likely fo be anc‘i
formulating plans to match the gap W'Ith
additional recruitment inthe yetars prior
to 2001. In addition, HRM policies were
developed which aimed to reduce

keep to a minimum the magnitude of the
skill shortage.

A similar exercise has had to be carried
out in the social services departments of
local authorities in more recent years.
Here too the main degree programme
i 1 our years'
planned to open moved from being of three to f Thye
duration, creating a fallow year. .
! n
trading and extended weekday 0pening . \ine (ater happened to ‘degrees i
i i nce.
hours town planning and forensic scie

pharmacists.

SOURCES

NG FUTURE DEMAND FOR HUMAN RE -
f it curately how many peoplc_ w

factors, First, there is the Umest:al.e
the most turbulent of environments, it 1&;
ake reasonable assumptions about wha

i ales of three, five or ten years
: der when timescales of : .
gl gical or economic developments that

level and kind of activity carried out by the organisation

may not yet even have been contemplated.

The other major variable is the
Those in relatively stable e1'1v1‘r«:)r1|1.nf:r.n;sil are
confidence than those operating in 11l eren
former might be a government m
authority social services department. He
miargins, over the fo

sture of the activities carried out by i'.hc.f urgamsatmn;
. able to forecast their needs with far gr;at;
fly unstable conditions. An example 01 c;(c ;
artm ien Office, a prison or &
ent such as the Foreign : .
s re, relatively little is likely to change, except at the

reseeable future. Such change as there is likely to be will be grad
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and brought in steadily over a manageable period. It is therefore quite possible to make
reasonable estimations of how many diplomats, prison officers, administrators or social
workers will be needed in five or ten years’ time. While there may be increases in
productivity brought about through reorganisation and new working methods, such
matters are predictable to a considerable degree. Numbers of staff required will only
change radically as a result of well-trailed, planned changes in government policy, giving
plenty of time to adjust forecasts. By contrast, a company with a relatively small market
share of an international market can make such forecasts with far less confidence. Even
looking forward one year, it is difficult to say for certain how many will be employed, or
what roles they will be undertaking.

The timescale and the nature of the business will influence which of the various
available techniques are used to forecast the demand for human resources. There are

three basic categories: systematic techniques, managerial judgement and working back
from costs.

SYSTEMATIC TECHNIQUES

At root, most mathematical and statistical techniques used in demand forecasting are
concerned with estimating future requirements from an analysis of past and current
experience. A number of distinct approaches are identified in the literature, including time
series analysis, work study and productivity trend analysis. Time series or ratio-trend
analyses look at past business patterns and the numbers of people employed in different
roles to make judgements about how many will be required to meet business targets in the
future. Such an approach is straightforward and appropriate only in relatively stable
business environments. Common examples are found in the public services, where the
number of school children or elderly patients that require education or treatment is
predicted some years in advance on the basis of population trends. In such circumstances
it is possible to project how many teachers, nurses, doctors and support staff will be
needed, given the staff-student or staff-patient ratios of the past.

The method is also helpful in businesses subject to cyclical fluctuations over time.
Where it is known, on the basis of past experience, that the number of customers is likely
to increase and decrease seasonally or in tandem with economic cycles, it is possible to
plan future staffing requirements accordingly. The principle is best illustrated graphically.
In Figure 5.1, past occupancy and staffing rates in a large seaside hotel employing 250 full-
timers are shown. The thin line represents occupancy rates and the thick line the number
of whole-time equivalent staff employed. Future projections are shown as broken lines.
Here there is a clear pattern of full or near-full occupancy in the summer and very low
occupancy in the spring with an intermediate position at Christmas. The projections of
future occupancy are based on the average figures for past years. The number of seasonal,
temporary staff needed in the future at particular times of the year can be estimated using
the scale marked on the y axis. Thus, for December 2016 the hotel will need to hire and
train around 40 temporary staff to assist its 250 full-timers.

This is, of course, a very simple example used to illustrate a planning technique that is
potentially far more complex. In practice, most organisations would have to analyse
separate time series for different departments or grades of staff to obtain useful
information. It is also likely that, for many, the fluctuations are less predictable, requiring
predicted levels of business to be adjusted as the date in question approaches. The more
complex the organisation and the variations in staffing levels, the more useful computer
programmes designed to assist in this kind of analysis are.

The work study approach has a different basis. Here, instead of assuming that the ratio
of business to staff will remain broadly constant, special studies are undertaken of
individual tasks or processes carried out by the organisation in order to establish the
numbers required to complete them most effectively and efficiently. The method is thus
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i rates i aside hotel
Figure 5.1 Time series analysis: occupancy and staffing rates in a large se
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MANAGERIAL JUDGEMENT

A different approach to forecasting demand disgfms. =

approaches. Instead, it bases forecasts on the sul jective B

fut human resource needs. Clearly, in situations where the : Y

uture : -

‘r:g];ly volatile and where future staffing patierns may welltbessrill]lgt 1; F‘(}eli; i g o
i ive, if planning is to occur, to ;

B i ; ) there are three principal advantages

es to some degree with systematic

experience, . :
bal:is for estimates. According to Stainer (1971: 98

arising from this approach:

e Itis qi.'l.l.Ck .llld req uires 11' ttle Or no data CUH.L’CtiOIl.
® Bt.;l{:ﬂ.u} intangible factors SuCh as chan ges m fashlon, S()Clal oplmon and taste, can be
i 3

brought into account.

iews of managers about likely -

Human Resource Planning

o The opinions of managers from different organisations as well as those of other experts
can be used, as far as they are available.

This last point is probably less relevant in the current environment, where competition
between employing organisations has replaced central planning, even in much of the
public sector. Nevertheless, it is possible to envisage situations in which managers from
other organisations who have experienced a particular set of changes might be able to
offer valuable assistance in planning for similar developments elsewhere. An example is
the NHS Unit Labour Costs scheme, which puts managers from hospitals in one part of
the country in touch with others elsewhere to exchange such information. Another
approach commonly used is the recruitment of new managers from organisations that
have a similar pattern of development. Thus a British car manufacturer wishing to adopt
certain Japanese production techniques might well hire senior figures with direct
experience of managing such plants. Their judgement as to the number and type of staff
required in the future will clearly be invaluable. Management consultants with similar
experience can also be brought in to assist in demand forecasting.

A method that has received considerable attention in the literature on human resource
planning is known as the ‘delphi technique’. This is a systematic approach to decision-
making that aims to introduce a measure of objectivity into the process by which forecasts
are made on the basis of managerial judgement. According to Jackson and Schuler
(1990: 163), its principal aim is to ‘maximise the benefits and minimise the dysfunctional
aspects of group decision-making’ - achieved by removing group dynamics and political
considerations from the process. In human resource planning the delphi technique
requires several managers and experts to submit their own forecast in writing (often
anonymously) to a central contact, who then circulates the estimates among the other
members of the group. Each then revises his or her own forecasts, taking account of the
factors suggested in colleagues’ submissions. Sometimes several rounds of adjustments are
undertaken before a consensus forecast emerges.

In Stainer’s view, there are great disadvantages to relying on managerial judgement alone
when conducting demand forecasting exercises (Stainer 1971: 98-9). He believes that the
complexity of the process and the number of factors at work are often too great for a single
brain or group of brains to cope with. Furthermore, he expresses the view that
organisational politics and ‘emotional attachments’ almost inevitably get in the way of
objective decision-making when making forecasts of this kind. Kispal-Vitai and Wood
(2009: 176) argue that this kind of approach can amount to little more than ‘a sum of the
best guesses’. Where the managers involved incorrectly ‘forecast the future impact of
technology and of the marketplace’ or lack the understanding to translate their predictions
‘to HR needs in terms of numbers and skills’ wildly inaccurate demand forecasts can be the
result. There is therefore a good case for incorporating both statistical analysis and
managerial judgement into the demand forecasting process. Computer modelling enhances
the possibility of merging the two approaches successfully, because it permits many more
variables to be included in the statistical formulae used than is practicable when calculations
are done manually (Caruth et al 2009: 126). Such approaches involve statistical analysis, but
the assumptions made in the calculations are based on managerial or expert judgement.

WORKING BACK FROM COSTS

Bramham (1988) outlines an alternative approach to demand forecasting which removes
past experience from the equation altogether. Here the process begins with the future
budget - the amount of money the finance department expects to be available for staff
costs in coming years. The human resource planner then works out, given that constraint,
how many people at what salary level will be affordable. Current methods, ratios and
Productivity levels are thus ignored, the focus being on designing organisational structures
and methods of working that will permit the budget to be met.
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In recent years such approaches have been adopted far more frequently in the public
tinually pressing for greater productivity,

services than in the past. With governments con
the emphasis in planning terms has been less on how many people are required to deliver
a particular service given past experience and more on what the taxpayer is prepa‘red to
spend or the government happy to allocate, given its public-spending targets. In the jargon
of politicians, resource-based provision has replaced that based on need. The future

budget has thus been the starting-point in HR planning rather than the cost of providing

the service in question in the past.

? REFLECTIVE QUESTION
it possible to do so, given your business

How far does your organisation g0 in
environment?

forecasting future demand? To what extent is

NOTTINGHAM CITY COUNCIL

Read the news item written by Julie ]
Griffiths entitled ‘Council taps new talent Questions
pools to ease shortages' featured in
People Management (16 September
2004, page 13). This can be downloaded
from the People Management archive on
the CIPD’s website (www.cipd.co.uk). ,  To what extent would HRP have
allowed the council to avoid the
chronic staff shortages it faced?

,  What evidence is there in this
article to suggest that the councit
does not carry out effective
human resource planning?

EXERCISE 5.2 %\

The article describes how a chronic
shortage of support staff in social

services was alleviated by tar.ge.ting . What other initiatives would you
unemployed people and providing them advise the council to consider in

with training. order to fill its vacancies?

FORECAST.IN,G INTERNAL SUPPLY

There is a variety of techniques used to ass
resources can be met by the existing staff em
the same basic characteristic: they invo
department or grade by grade before estim
and the skills they are likely to possess.
above, most of the tools used rely o
judgement in assisting planners to m
analysis. In forecasting internal supply.
little help. What is important is the likely turnove
such as those of a particular age, t
at different levels to do different jobs.
Predicting likely staff turnover (bette
as ‘wastage’) with any degree of accuracy is a complex activity,

ake informed forecasts. The

ess the extent to which the demand for human
ployed by an organisation. However, all share
Ive analysing the current workforce department by
ating the numbers likely to remain employed
As in the case of demand forecasting described
1 a mixture of statistical analysis and managerial
key here is detailed
overall figures about staff turnover rates arc of
¢ rate among specific groups of staff,
hose with a defined length of service or those employed

¢ described from the perspective of HR managers
because people leave their
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curren Obs 10 a varie Of reasons.
Tlle fOHOWlng hSt covers man Of ﬂlese, but 1S b no

e internal promotion

e internal transfer

o internal demotion

e to take up a different job offer elsewhere
® to retire

o to enter full-time education

@ through illness

° re.dm}dancy or end of temporary contract
e dismissal for misconduct or incapability
e to take a career break

® to set up a new business

© as a result of a spouse or partner’s relocating.

While the instance of some
. L of these can either be i
e ‘ me : e increased or reduced by acti <
mciale ;;Ti;t)ilza}imegc (;)rgan.lsatlon. many are linked to factors in the “‘fiiierb)én‘:r'ng: S
conce’rngd_ Au,tﬂgs:(;:,j::g rasn;ietzcht.}rlmlnfgicai. Others are linked to the age of the amﬂ;cr:)tre;
ed therefore to be considered when developi ing
:veloping meaningful

forecasts of turnover rates i
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'FORECASTING EXTERNAL SUPPLY

Having established the future demand for different kinds of employee, and how far these
needs will or will not be met internally, it is necessary to give attention to filling the gap
and reconciling supply and demand using the external labour market. While internal data
can help planners make judgements about trends in different labour markets (eg response
rates to advertisements, the proportion of turnover explained by individuals leaving to
join competitors, the performance of new starters), for the most part relevant information
is found outside the organisation.

Most labour markets are local. That is to say, applications for vacancies will come from
people already living within commuting distance of the principal place of work. The
trends that are important in such circumstances, from an employer’s point of view, are
thus those occurring within the relevant ‘travel to work area’. For other jobs, usually those
requiring greater levels of skill or commanding higher salary rates, the relevant labour
markets will be national or even international. In either situation there is a need for
human resource planners to gain an understanding of the dynamics of these labour
markets and to update their plans as trends change and develop. As far as the immediate
travel to work area is concerned, the following statistics are the most helpful:

e general population density

e population movements in and out of the area
» age distribution

» unemployment rates

s school leavers

o the proportion with higher education

o skill levels.

Statistics of this nature for each local authority area are collected by the government’s
Office for National Statistics and published online. In addition there are commercial
organisations, often specialising in particular groups of employees or industrics, that
collate information from other sources and undertake research themselves. An example is
a consultancy set up to provide information to NS units in England, which produces a
quarterly journal as well as providing specific advice to individual trusts. In addition to the
basic statistics, there is a need to apply judgement and experience to assess the potential
impact of other local factors. Those that might be relevant include any developments in the
local transport network that might effectively expand or contract the travel to work area,
the opening or closure of other units and the construction of new housing developments.

Where employers operate in national labour markets there is far less meanin
information available, because only the more significant trends are likely to have a
substantial impact on future recruitment and retention exercises. The fact that
unemployment increases OF decreases nationally may well have little or no impact on
specific labour markets — as was shown in the recessions of the 1980s, 1990s and 2008-10
and in the periods of recovery which followed, when skill shortages remained in some
areas despite the large number of people seeking work. That said, there are national
statistics that may be of relevance in specific circumstances, particularly for larger
employers. These would include statistics on the sumber of individuals leaving higher
education with specific qualifications and the number of employers competing for their
services.

As is the case with local labour markets, there is also a need to keep an eye on any
other major developments that might have an impact on the organisation’s ability to
recruit sufficient numbers in the future, Examples would include new government
initiatives in the field of education and training, and the manner in which particular jobs
or professions are portrayed by the media.
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HRP CASE STUDIES

'Read the following two articles featured
in People Management. They can be Questions
downloaded from the People
Management archive on the CIPD’s
website (www.cipd. co.uk).

1 What techniques would be best to
use for forecasting the future
= demand for leaders in these
@ ‘Drill inspection’ by Bruce Tulgan, 22 PLEUEE L
February 2007, pages 44—5 2
« ‘A bridge too far?’ by Lucie Carrington
11 August 2005, pages 24-8 '

EXERCISE 5.3 @\

What factors described in the
article might mean that internal
supply forecasts might have to be
These articles concern leadership adjusted from their current levels?
development in two very different 3 .
g;ianls?tlor.]al scenar?os ~ the US military considered as a means of
professional services firms. However, reconciling gaps between supply

the situ.ations described are also useful and demand?
to consider from an HR planning .

What approaches should be

perspective.
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. columns representing forecasts for future years, and others calculating the costs of training
IT APPLICATIONS

. new staff mimbgés ?1 the various categories. Spreadsheets also permit the development of far
: : o : chnology can be used to suppo more complicated formulae involving averages, fractions, logarithms, standard deviati X
There are many different ways U;a‘:?i;h ﬁ?‘f:::f?hze can bgcydivided into three broad variances au.ld many other statistical tools. It is also possig'le to build IFTHE;iatE([);;.
and u_ndert;.lke human resoutce p modfiiin g and presentation. An important role QlaYEd commands into the formulae used (eg IF (A x C) > B THEN E ELSE A x B).

categories: information Pl_'UVL:‘i;; the information required to undertake meaningful Perhaps the greatest advantage of IT in human resource planning is the ability it gives
by computer databases is -:a(i?f mg-ld internal supply. Not only do Human Resources the plan.ne; to undertake “What if?" or scenario analyses, altering figures or formulae to
ESCA o dmmme Sh allow more data to be stored about jobs, employees and past calculate what the implications would be were key trends to change. In the example given

[nformation Systems (HRI.tSE swifter generation of reports summarising the data than is here, the effect of increased or reduced turnover on the future supply of and demand for

applicants, they.also perrr;; : affnmatinn  forige yStems, . !abour could be calculated with great ease; it would simply be necessary to alter the figures

ever possible using mant ; é:tjon e tnformation technology in human resource planning in column B and to watch while the computer recalculated the figures in columns E and F.

is i'};hzxseeg?llg ;?aé?;di%liang. The ability of a computer to handle vast quantities of data

; ; &
permits highly complex formulae containing numerous variables to be built up and resul

The third major contribution of computer technology in the human resource planning
to be calculated in seconds. While specialist modelling programs are available on the

field is in the capacity of proprietary systems to generate attractive and user-friendly reports

and summaries. The advantage of innovations in this area is the relative e it i
ve ease with which
f tine can be undertaken using basic spreadshect data is interpreted. It is possible to present senior managers with well-laid-out graphics t}lmt
market, most l'mrnalri1 resmtll';e _‘:;eiaj :gxgﬁaple Table 5.1 shows a fictional spreadsheet summarise forecasts without the need to spend time drawing up such documents separately
es — best illustrated with ¢ : ' different )
programmes The columns each represent a
icati ter software company.
application for a compu
variable.

) HR PLANNING AT CROSSRAIL
Table 5.1 Spreadsheet application -

et e — = | G |
eoite | A | B | € | D [ & [ F

Read the article by Anna Scott entitled

EXERCISE 5.4 .\\

described as being more complex ”
i I | == = ‘Skills on the line’ featured in People and potentially risky than those of i
i M 20 15% 20% | 60% Management (D b most organisations? |
anager 49 l 7350 gement (December 2011, pages ganisations!? |
0 . > .
| Administrator 28 | 15% _ZOO/L 3% e 44~7). This can be downloaded from 2 Why is there a strong business
i _12_|—10% oo 10% _.1_3_| 3, the People Management archive on the case here for undertaking detailed | ||I
Accountan e |_ = = 29,64 59.280 CIPD’s website (www.cipd.co.uk). HRP exercises? il
Sales executive l 0 i L =—=rzg |
. 1 6,555
“Software developer | 35 | 12% | 30% 20% | 546 | a3 555

This article presents an interesting case

|
3 What steps is the company takin
| | 12% | 30% | & - = 31 | 12510 of a large, high-profile, contemporary to plug the gaps it haspide‘:ltiﬁedg ‘\
Soaa;su_Pport ] 30 23%_| 0%% 8.97 | - | > organisation undertaking detailed HR
| s 5571 | 4999 | £96,145
TOTAL: [ I | — =

skills?
Ke '
A: Yl"otal number of whole-time equivalents in post at 1 January

i in its future demand and supply of ‘ |
| planning exercises.

(I
Questions ||
|
B: Turnover rate based on past trends X M{hat ways‘might ——
d Increased demand expected during the coming year Ity st oo | ‘
D.- Number of vacancies typically filled by internal promotion
E: Number of vacancies expected in the coming year

|
F: Number of posts to be filled externally in the coming year

|
THE USE |
F R et s job group for the coming year (€9 OF HR PLANNING IN PRACTICE ‘

The research evidence on the issue of how many emplove | _
. : i d as is seen fit, y employers currently carry out systematic
: d using analysis of past data, adjuste
Columns A, B, C and D are calculate

. o HR planning is unclear but tends to indicate that the majority of employers do not give
given environmental changes. Columns E and F are cal];l:ullateﬂcﬁ'lll’:gds:;?:t;&llef(;;mai; lt}.lekﬁ.llrcaction a higf:l profile. In e. ot }’ea{s oo i houslosed djliec};l i usfor
that include the variables A, B, C and D. In thl_S ctzlaj.e . 1se Ccalcﬁiated g et 15 I*':C_ . Ct)huse 2 sPac;ﬁc s pla{]mng o ey v kel decly o HI
o mumbers e cowth and expectd turmover ::es By contrast, F is calculated froib us necessary to make Lnferencfss about .the ex.tent to.whjch they are in fact used |
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different interpretations 1o allow us to reach firm conclusions about the type of HR
planning activity that is carried out. There is some evidence of renewed interest in
traditional approaches to HR planning in the public sector, fotably in the NHS where it
formed an explicit part of the ‘agenda for change’ programme, and in local government
(IRS 2003c). But no equivalent revival appears to be taking place in the private sector.

The overall picture painted by these and other research projects (see Rothwell 1995:
175-8: Liff 2000: 96-8 and Johnson and Brown 2004) strongly suggests that systematic
HR planning carried out in the manner advocated by writers in the 1960s and 1970s is
now rarely found in UK industry or elsewhere in the world. Its use is mainly restricted to
Jarge public-sector organisations and firms operating in reasonably stable, capital-
intensive industries. Others, if they use it at all, do so in a more casal and irregular way —
perhaps relying more on managerial judgement and intuition than on established
statistical approaches. The renewed interest in the USA mainly seems to be restricted to
the very largest firms (Smith 2012: 9-10), but experience tells us that these tend to be
among the most innovative organisations in the world as far as HR is concerned. Where
they lead the rest of the profession internationally tends to follow. So we should not be
surprised if interest in HRP starts to pick up again in the future.

A variety of reasons have been put forward to explain the apparent abandonment of
HR planning techniques — as far as they were ever well established — by employers in the
UK (see Rothwell 1995 178-80; Marchington and Wilkinson 2002: 278-9; Johnson and
Brown 2004: 386-7). These include the following:

o a hostility to the use of statistical techniques in place of managerial judgement

» the belief that HR planning, while desirable, is not essential to organisational
effectiveness; funding therefore tends to be funnelled elsewhere

» the prevalence of a short-termist outlook in UK industry, the result being a belief that
individual managerial careers are unlikely to be enhanced by long-term activitics such as
HR planning

o practical problems associated with inadequate historical data on which to base forecasts

o ignorance of the existence of HR planning techniques and their potential advantages for
organisations

o a more general ignorance or fear of mathematical methods.

It can be further argued that HR planning, as traditionally practised, simply no longer ‘fits’
the approach to HRM which many employers now prefer. An example can be found in the
way that contemporary organisations, both in the public and private sectors, have moved
towards decentralised forms of structure. Responsibility for employment resourcing issues is
thus no longer held centrally, but by managers operating independent business units. Their
<mall size makes detailed HR planning impractical. Organisation structures themselves are
also increasingly impermanent 1nd are staffed by people who expect to move on after a
relatively short period. Time horizons, both individual and collective, are thus limited,
ensuring that long-term planning is a low priority. Moreover, flexibility among staff is
increasingly expected. The traditional model in which an organisation was made up of
clearly defined jobs occupied by people employed on standard contracts has begun to break
down. Instead organisational life is becoming more and more fluid. We are expected and
expect to be members of teams rather than occupants of defined jobs and we are employed
under a greater variety of contractual arrangements. None of these trends are compatible
with the systematic application of the techniques outlined above. This means that gaining
the co-operation of line managers is sometimes problematic, even when senior managers
and the HR function decide to embark on an HRP exercise:

Managers tend to see the process as being of limited value and complain loudly
about the amount of work involved. In addition, managers aré being measured and
rewarded for achieving short-term objectives, and this is inconsistent with the
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Many examples of discontinuities can be cited, some of which have had negative
consequences for organisations and whole industries. A prominent example is the fate of
few years. In 1998 and beyond the analysts confidently

the tourist industry over the past
predicted steady and strong growth in the number of tourists, in air ticket sales and

In October 2008 RBS announced a loss of
£28 billion, the largest ever recorded in
‘UK corporate history, leading to a drop in
its shares of 97% (66% in a single day).

It on}y survives because a great deal of
public money (£7 billion at least) has

writing (2013) the UK government still

receipts from tourism
anticipated to be capab
looked set to increase i

along, one after another, which have led to a substantial contracti
cted. First there was the rise in the value

the late 1990s and early 2000, making

an had been the case for many years. Then in
foot and mouth disease and then by the
bers following terrorist attacks in the USA and elsewhere.

analyst, hawever well-informed, could have predi

of the pound sterling vis-A-vis other currencies in

the UK a more expensive destination th
2001 the industry was hit first by the outbreak of
fll in air passenger num

Thousands of jobs were lost, while the industry contra
hit hard after 2008 with the onset of the

ther factors that have made it grow much
ected include the rise of low-cost, ‘o frills’ airlines offering the
ensive overseas holidays in warmer places and a
d-be visitors from overseas from holidaying

recovered and grew strongly again, before being
deepest economic recession in living memory. O
more sluggishly than exp
UK population the prospect of inexp
restrictive visa regime that can deter woul

for many years in the future. The Millennium Dome was widely
le of attracting 12 million visitors, and the UK tourist industry
s size and wealth considerably. A number of factors then came

on on a scale that no

cted in size by 20%. It then

here. On the other hand, the industry was given a major boost by the favourable
Jubilee and the London

international publicity that followed the Queen’s Diamond

Olympic Games in 2012.

D

-

REFLECTIVE QU ESTION

Consider what discontinuities have occurred
in your arganisation’s business enviranment
over the past two or three years. How far were

@ THE RBS GROUP

A good example of an industry that has
recently been hit by a major discontinuity
is the UK’s banking industry. Take the
example of the Royal Bank of Scotland
(RES). In 2005 it was the second largest
banking group in Europe and one of the
largest companies in the world. Until
2009 it was the second largest
shareholder in the Bank of China, owning
several other subsidiary companies
across the banking and insurance
sectors. It won many awards for its
activities and was generally regarded
both in Scotland and across the world as
a major success story. There was a
corporate jet warth £17.5 million, a new

CASE STUDY 5.2

these predicted? Would it have been possible
to predict them?

|
J

HQ campus opened by the Queen in 2005
and huge bonus payments for its senior
managers.

All these achievements were thrown into
reverse when the financial crisis of 2008-9
occurred. RBS was left particularly
exposed as it had just paid £10 billion for
a major share of a Dutch Bank (ABN
AMRO) — an institution which soon
proved to have been massively
overvalued. The bank had also been
heavily involved in trading sub-prime
securities which caused it to lose a huge
amount of money when their value
collapsed.

Sn:nce then RBS has lost its chairman, its
chief executive and over 20,000 staff
Several subsidiary companies have been

been used to prop it up. At the time of [

owns §4% of RBS and is preparing to
break it up and sell it off as two or more
separate banking institutions.

sold, as was its share of the bank of China

WEMBLEY STADIUM

Read the arti itled ¢

e a_rrti|cl2ent|tled Underneath the that discontinuities will always

) y Tim Smedley, featured in occur, rendering HR planni Y
ople Management (26 July, 2007, useless? el

pages 28~31). This can be downloaded
from the People Management archive on
the CIPD’s website (www.cipd.co.uk)

2 How far could the problems have
been alleviated with more

- . effective huma
This article describes some of the planning? i

problems that faced the HR team at
Wembley Stadium during the period
w.hen it was supposed to open, but
didn't, and some of the key threats to
s'mooth operations that have appeared
since the opening occurred.

EXERCISE 5.5 @

3 What future developments in the
stadium’s HR business

environment need to be taken into
account when undertaking

workforce planning for the coming
few years?

Questions

1 To what extent does this episode
support Henry Mintzberg’s view

THE CASE FOR HR PLANNING
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for major capital investment

to be met. When making long-term plans
t into new technologies etc.),

projects (building new plants, research and developmen
he time-horizons for HR

discontinuities potentially interfere far more dramatically. T
practitioners are not so long, except in the case of the development of highly-skilled
employees. A great deal more can be adapted and changed in six months in the HR field

than is the case for capital investment in new plant and machinery. It thus follows that
Mintzberg's arguments, while valid from a general management perspective, may have less

relevance to HRM.

implications

ORE ATTENTION TO PLANNING
Linked to the first argument is the idea that because the business environment is
on account of the threat from

becoming increasingly turbulent and unpredictable
potential discontinuities there is an even greater need for organisations to develop the
capacity to plan accurately. Bramham (1988: 7) puts the case as follows:

It is of course a paradox that as it becomes more difficult to predict and select, so it
becomes more necessary to do so. The 19th-century businessman would have found
his 20th-century counterpart’s obsession with planning strange. But, of course, the
environment is now changing more rapidly and the conflicting pressures. are
greater. The modern manager must develop the systems and controls which
increase the likelihood of the environment being controlled to a reasonable extent.
Without an accurate awareness of his position, a manager will quickly lose his way

in this rapidly changing environment.

In effect, what is being argued for is that it is both possible and desirable to plan for

uncertainty. When faced with an unpredictable environment, employers have two basic
- reacting swiftly

choices: they can abandon formal planning activity and rely on intuition
and decisively at the point at which a clear picture of the future comes into view — or they

can plan their HR policies so as to enable them to meet the future with a variety of

different responses. If the second course is taken, the emphasis in HR planning will be on

maximum future flexibility. In theory, the organisation will then have the capability to

respond even more quickly than rivals who pursue the first approach.

Dyer and Ericksen (2007) propose that organisations operating in turbulent
environments should aim for ‘workforce scalability’, a concept that combines a form of
HR planning labelled ‘workforce alignment’ with a very different idea labelled ‘workforce
fluidity’. Workforce alignment is concerned with ensuring that an organisation ‘has the
right number of the right types of people in the right places at the right times doing the
right things right’ (Dyer and Erickson 2007: 268), but both managers and employees
accept that no one configuration will last for long if competitive advantage is to be
maintained. Regular re-alignments ar¢ necessary, but these should be planned strategically

and are best achieved if the impetus for them comes ‘from the bottom up’ rather than
agers and then imposed ‘from the top down'. HR

being solely determined by senior man

planning is thus effectively carried out by the employees themselves ‘initiating salient
moves on their own’. This will happen, it is argued, if the leaders in organisations ensure
“workforce fluidity’, which essentially means a flexible mindset on the part of employees,
and combine this with clear and inspirational direction from the top about the
business model. The authors illustrate how the approach can
by Yahoo in establishing itself as a leading internet
asted with the failure of a rival organisation called

TURBULENCE REQUIRES M

organisation’s vision and its
work by describing its successful use
search portal. Yahoo's success is contr
‘Excite’, which no longer exists.
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? REFLECTIVE QUESTION
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deals are being negotiated to improve productivity and efficiency. In such situations, the
information provided by HR forecasts enables calculations to be made concerning how
great an increase in pay or how great a reduction in hours might be conceded in exchange

for more productive working methods and processes.

vi) Accommodation

A final practical advantage
concerning the future need for office space,
Such considerations are of most importance when organisations expect fast expansion or
contraction of key operations. As with the other objectives described above; the basic
rationale is that planning enhances cost control over the long term because it helps avoid
the need to respond suddenly to unforeseen circum

anning is the information it provides

associated with HR pl
car parking and other workplace facilities.

stances.
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and strategies. The purpose of contingency planning in the HR field is thus the provision
of information on which decisions about the future direction the organisation takes are
made.

The development of IT applications that permit ‘what if analyses greatly assists the
contingency planning process. They are particularly useful in their capability to calculate
very rapidly the cost implications of certain courses of action or shifts in environmental
conditions, a basic spreadsheet program being all that is necessary to undertake these
activities. Once developed, it is a very straightforward process to alter one or more sets of
figures or assumptions to forecast what would happen in HR terms were certain scenarios
to unfold or be pursued.

A straightforward example would be a retailer who decides whether to open a new
store and what size it should be. A spreadsheet could be constructed in which
assumptions were made about the number and type of staff that would be required, the
likely turnover rate in the first year and the cost of recruiting and training the new
employees required to fill the posts. Different figures could then be plugged into the
program representing different scenarios in terms of costs, training times, difficulty in
recruiting staff, turnover, wage rates, business levels etc. Particularly useful is the
capacity such approaches have for calculating, in cost terms, potential best and worst
scenarios. In the case of the retail company, such analysis would produce estimates of
the highest and lowest possible costs associated with opening the new store. In addition,
a range of other estimates could be generated, given a variety of different potential
outcomes. Senior managers, charged with making the decision about whether or not to
invest in a new store, would then base this partly on information provided by the HR
planner.
|| CONTINGENCY PLANNING N A MANUFACTURING COMPANY

| An example known to the author of the effective use of contingency planning occurred recently |

| ina major manufacturing organisation. The company produces two distinct household products
under a well-known brand name, and until 1995 did so in three plants located respectively in |

| Italy, Germany and the UK. At that time it was decided to rationalise the company’s operations
and concentrate the manufacturing of each item on one site, a decision that necessitated the |
| closure of one of the three plants. The question was, which should close? |

| While many considerations were taken into account in making the decision, HR issues |
played their part. Plans were thus drawn up looking at the outcomes in cost terms of

different contingencies: closing the UK plant and focusing production of one product in Italy |
| and one in Germany, closing the Italian plant and producing the products in Germany and

| the UK, and so on. In the event the decision was taken to close the German factory and to |
produce one of the two principal products in the UK and the other in Italy. The cost in HR
terms of each scenario was a significant factor in the final decision and was informed by the

| HR planning programme.

In the following year, managers at the UK plant had to retrain large numbers of employees in
new production processes, made some redundant and hired others with particular skills.
However, as a result of the contingency planning process, they had a very good idea of when
each stage of the restructuring programme had to take place (ie what staff the plant needed in
what jobs at what time) and a good estimate of the programme’s cost in terms of recruitment,
redundancy and retraining.

| " LI s
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LONG-TERM SCENARIO PLANNING

Read .the article entitled ‘The generation
/g;me by Anat Arkin, featured in People Questions

anagement (29 November, 2007, pages
24~7). This can be downloaded from the
People Management archive on the
CIPD’s website (www.cipd.co.uk).

1 How plausible do you consider
some of the long-term business
scenarios described here? Why?

EXERCISE 5.6 @

2 What unexpected advantages
accrued to the organisations
carrying out these exercises?

This article describes some examples of
organisations thinking about different
future scenarios. The organisations

include PricewaterhouseCoopers, BUPA o eh SIS i =yl
e el the decline of traditional HR

planning since 1990?
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objectives. Torrington et al use the label to give meaning to 2 distinct range of HR
activities which are similar to hard HR planning in approach, but which focus on
forecasting the likely supply of and demand for particular attitudes and behaviours rather
than people and skills. Soft HR planning can thus be seen as a broadening of the
objectives associated with the traditional approaches described above.

Like skills planning, soft HR planning accepts that for organisations to succeed in the
current environment they need more than the right people in the right place at the right
time; they also need to ensure that those people have an appropriate outlook and set of
attitudes to contribute to the creation of a successful organisational culture. More
importantly, undertaking systematic soft HR planning can alert organisations to long-term
shifts in attitudes to work among the Jabour force in general, allowing them to build these
considerations into their general planning processes. An example might be a need on the
part of an employer for sales staff who are not just appropriately trained, but who alse
exhibit the behaviours required to interact successfully with customers. There is thus a
requirement for staff with a particular set of attitudes, so that an effective customer-
focused culture develops. Traditional, hard HR planning takes no account of such issues, a
deficiency corrected with the addition of a soft dimension.

Techniques for assessing the internal supply or availability of people with desired
attitudes and behaviours are described by Torrington €t al (2014; 74-7). They include the
use of staff surveys, questionnaires and focus groups o establish the nature of employee
motivation, the general level of job satisfaction and commitment and the extent fo which
certain behaviours are exhibited. In recent years considerable attention has been given 1o
societal attitudinal change and its implications for future needs of organisations. Published
surveys are the main source of external data, We considered the work of Twenge et al on
the expectations of Generation Y in Chapter 2. That is relevant here too as employers
consider how their approach to recruiting, retaining and engaging the future workforce
may have to change in order to compete effectively. In a book called Managing the New
Workforce (Ng et al 2012) contributors from across the world consider the research
evidence on the question of how attitudes to work are changing as more young workers
enter the labour market to replace retiring members of the baby-boom generation. Their

conclusions vary and some are keen 1o stress the lack of evidence for profound changes.
Nonetheless there are some significant trends that appear to be present across much of the

world:

e Employees are less loyal to their employers, moving from organisation to organisation

more frequently than previous generations tended to.

e Younger workers have considerably less trust in and respect for authority than their
older counterparts. /

o Younger workers tend to look for work that is fun, enjoyable and fulfilling, whereas
older workers are more likely sec it as ‘a duty and a vehicle for financial support’.

« Younger workers have a different conception of ‘fairness’ in the work context than older
colleagues. They see it as involving being tolerant towards minorities and allowing
people to be different, while older workers define it as ‘treating people equally’.

» Younger workers appear to be more impatient for personal achievement than their older
contemporaries, more inclined to have strong levels of self-belief and generally more

hungry to get on in the world.

Advocates of soft HR planning argue that such matters can and should be considered
when forecasting future needs in addition to data concerning the numbers of staff and

skills that are likely to be available.
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? REFLECTIVE QUESTION
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et ek I aditional HRP is most relevant for your organisation? Which is

PLANNING FOR UNEXPECTED EVENTS

Read the article entitled ‘Tales of the 2
unexpected’ featured in People
Management (February 2012, pages

To vi/hat extent do you agree that
the ideas in this article represent a
further way of redefining human
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The globalisatio
n of organisations h
planning function, raisi as a number of distinct implicati
, raising fundamental questions about the extent {’Olzt’l;lf I}lls'tf(')r th(;ﬂHR
ch 1t 1s usetud to

CaIIy it out alld about the leVel at Wthh SUCh aCthlty Shou-ld be uI]deI ta—ken- In PIaCthal
ms, cre ar twe J:I 1[ cations f inter ation $ gzl sations: ¢ Eq rement
fOI language Skllls and the Ileed to move Sk].ued elllployees and I11allagers fIOI'Il CouIltIy to
C la ni g SS and Im: reca. ng S marn

count: B()th CO. ll ate the NIn. roce: a d ake 10 ecasti U 1 and de a d

for key grou
: ps of employees a consid
instabili . : siderably harder task. S E, !
ity associated with much international businessS acg\(fii(ti;dctgmtgf . e H;herent
s nies are Ought,

reorganised and resold
: regularly, production i i
economic conditions change, and srt)rate liances are o Counry to iy alor o

company’s HR planning needs overnight.glc alliances are formed that can easily alter a

In forecasting the de
d for and
has a potentiall man supply of language skills, the H
> R i H
communication b);tvszgxcllzlm;?(l)i, to . Plg‘yff so fundamental is the nl;le?innf}:rg fl;:.tflct:.o o
so ahead is not - ees in different countries. Forecasti erective
arises in eStimat?nrgn?ilc;r g:t(;blearln; norlis forecasting likely mterC;:}H;ﬁpii;n a*?}? : yeabi or
different countrie external supply by accessing data ¢ proviem
s proficient in diff on the number of people i
forecasting of the ifferent languages at different | peopee 'n
amount of language traini nt levels. As a result, accurate
problematic. However, the i guage training that needs to be ided is n
- , the importance of the i provided is necessaril
eopl : e issue and - y
people to acquire reasonable proficiency in a newn latil;u lae;zgtx}rll ::ntl?}l,e tn?eded for most
at factoring such




112 Resourcing and Talent Management

considerations in to the HR planning process is an important potential source of increased
organisational effectiveness.

It is hard enough, as was {llustrated above, to generate accurate forecasts for the supply
of and demand for employees in one country; doing so across several countries renders
the process a great deal more complicated. Not only do basic labour market conditions
vary considerably between countries over time, there are also, as Hofstede (1980) and
others have shown, substantial differences between the attitudes and expectations of
different national workforces towards their jobs, their careers and their employers. When
the problems associated with obtaining access to robust external labour market data in
different countries are added to the equation, it becomes clear that the operation of a
single HQ-based HR planning function is unlikely to be a practical option for
international companies. Instead, what is required, if HR planning is to be carried out in
any meaningful way, i separate regional or national HR planning functions, each focusing
on developments in their own labour markets and reporting to a central co-ordinating
department. This will ensure that HR planning is carried out for each key labour market
and that information is provided from each in a similar format. Planning data can then be
used to inform decision-making about future investment and downsizing programmes.

» The best general introduction to the practice of human resource planning is John
Bramham'’s well-established text Practical manpower planning (1988). Other
books which cover the topics include The handbook of human resource planning
by Gordon McBeath (1992), Human resource planning: A pragmatic approach to
manpower staffing and development by Elmer Burack and Nick Mathys (1996),
Human resource planning, an introduction by Peter Reilly (1996) and Strategic
staffing by Thomas Bechet (2008).

o The specific issue of the case for and against HR planning in the current
environment has rarely been addressed In a balanced way in the literature. Itis
thus necessary to look in different places for the arguments on either side. The
case against is best articulated by Henry Mintzberg (994) in The rise and fall of
strategic planning, but is also covered more briefly by Flood et al (1996) in
Managing without traditional methods, and by Micklethwait and Wooldridge
(1996) in The witch doctors. The counter-arguments in favour of HR planning are
best articulated in Bramham (1988), Marchington and Wilkinson (2012) and
Torrington et al (2014). The chapter by Dyer and Ericksen (z007) in John Storey's
HRM: A critical text is an excellent contribution to the debate, as is the chapter on
HRP by Zsuzsa Kispal-Vitai and Geoffrey Wood (2009) in Human resource
management: A critical approach edited by Collings and Wood. Tracey Smith
(2012) also puts a strong case for a strategic and well-targeted approach to HRP.
# Up-to-date case studies focusing on the aims and outcomes of HR planning are
also relatively rare. However, Terry Hercus (1992) describes the approaches taken
in eight organisations based in the UK, and Jackson and Schuler (19g0) include
good examples from the USA in their article entitled ‘Human resource planning:
Challenges for industrial/organisational psychaologists', as does Thomas Bechet
(2008). Public sector examples are summarised by the IRS (zoo30).

EXPLORE FURTHER




