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Advanced Diploma in Human Resource Management Level 5



Phillip McGowan -32871   - Assessment 2



What are the benefits of successful workforce planning?

The discussion of workforce planning is not a new topic. Workforce planning can be most simply defined as “the systematic process for identifying and addressing the gaps between the workforce of today and the human capital needs of tomorrow.”  

Having a workforce plan is no longer just a nice thing to have, it is a necessary factor on the road to organizational success. In the ever-changing modern workplace, it is vital that organizations implement a workforce plan to stay afloat.  A 5 Step Workforce Planning Model could be used as a great resource for organizations who are looking for more comprehensive knowledge of workforce planning.  

[image: Workforce Planning]

1. Set Strategic Direction

2. Analyse Workforce, Identify Skill Gaps, and Conduct Workforce Analysis

3. Develop Action Plan

4. Implement Action Plan

5. Monitor, Evaluate, and Revise

Strategic workforce planning can provide numerous benefits to your organization, including employee retention, talent identification, identifying skill gaps, and supporting your budget. Workforce planning can also help better prepare an organization for the future and to better forecast challenges they may come across. 





An effective workforce plan can truly be a guiding force for all areas of your organization.



Outline the advantages of external recruitment?

External recruitment sources and methods have following advantages:

1. Wider Choice

When an organization recruits externally, it opens the organization up to a larger pool of applicants, which increases its chance of finding the right person for the job. 

2. Qualified Personnel

With an external recruitment advertising, the company can find a variety of qualified candidates for the post offered. With the large pool of potential candidates, it introduces new blood in the organization. 

3. Fresh Talent

External recruitment facilitates the entry of fresh talents in an organization. Bringing in fresh talent from the outside can help motivate the current employees to produce and achieve more.

4. Competitive Spirit

In the external recruitment process, there will be a chance of facing a better competition in terms of hiring a new talent. External recruitment creates an environment for healthy competition.





5. Environmental Adaptation

Since external recruitment encourages the entry of new skills, knowledge, and ideas in the organization, it helps in accompanying environmental changes. 

6. Fairness

Being an open process, external recruitment provides the opportunity to all prospective candidates to apply for the vacant position in the organization. This, in turn, widens its options of selection.

Hiring an external candidate also opens up many opportunities to find experienced and highly-qualified and skilled candidates who will help a company meet its diversity requirements.

Explain why a business may choose to use internal recruitment over external recruitment

1 . Saves time and money

Advertising on job boards or in the press, pre-screening candidates and conducting interviews are all activities with a price tag attached to them. And for an organisation with a high staff turnover, this can be a very costly business indeed. It also consumes valuable HR time and resources which could be better spent focussing on improving morale and productivity among existing staff. If you decide to look internally, the position really only needs to be posted on a noticeboard or on a company intranet site and only a handful of suitable candidates need to be interviewed. There’s no need for extra reference checks, or extensive interviews since these would have been carried out when the staff members initially joined the organisation. An internal recruit is also less likely to demand a huge pay rise, which is another cost saving. A modest increase is often enough, when combined with the prestige of being promoted to a new position with new responsibilities.



2. Reduces training time

The average organisation spends over £1000 a year on training for each employee; a cost that includes the time spent by managers and experienced co-workers in teaching and demonstrating the requirements of the job.

An internal recruit would need no orientation and far less training, as they are already familiar with the company processes, goals, vision and ‘way of doing things’. They may even be familiar with and have performed some of the tasks in their previous role (i.e. an assistant manager being promoted to manager).

3. Improves productivity

Organisations with a policy of promoting from within tend to have more highly motivated staff. If a person feels they will be rewarded for dedication and hard work, they are far more likely to take ownership of their position and give it their best efforts.Internal recruits are also more likely to have previous knowledge of company policies and procedures. This means they will pick up the requirements of the new job more easily than someone brought in from the outside and thus will be more productive from the outset.

4. Improves morale

Rewarding talent and promoting from within engenders a culture of loyalty and stability. Staff absenteeism and retention rates are also likely to be better, which provides a greater return on the time and resources invested in each employee. Staff are more likely to stay with the organisation if they are encouraged to improve their skills through further training and can see that there is a definite career path for them.





5. Facilitates succession planning

As well as filling existing positions, internal opportunities can also be created for employees who demonstrate potential. By grooming talented employees to move into higher positions as they become available, the organisation can benefit from the skills and talent in its workforce.

Succession planning aims to ensure that the right people are in the right position at the right time to achieve the organisation’s business goals.

What are the three stages of work force planning?

An effective workforce planning process will focus on the following three areas:

· Market & corporate strategy awareness in order to better see emerging trends

· Systems-level Workforce planning focused on identifying and filling key positions by integrating employee development, internal mobility, as well as recruiting

· Scenario planning and dynamic modelling to help focus activity and justify investments in a variety of approaches

Step 1: Market & Corporate Awareness 

Workforce planners need to be aware of business, economic, political, demographic and social changes, and trends. They also need to keep up-to-date on emerging skills needs within their organizations as well as the industry.

Keeping tabs on who has critical skills and where they are located will be a differentiator in how successful your sourcing will be. It will also provide the inputs you need to calculate whether a development program would be more cost-effective than a recruiting approach or what combination would be most economical and effective for your organization.

 

Step 2: Systems Integration Approach

In a market where certain skills may not exist at all or where they are very scarce, recruiting is inadequate. It may make more sense to find the skills needed internally or make more sense to develop internal or external people to meet the needs.

If workforce planning is made the highest-level activity – integrating employee development, internal mobility, recruiting, retention activities, and succession planning within – organizations can make a start on acquiring above-average talent. 

Step 3: Scenario Planning and Dynamic Modelling.

Although scenario planning is no longer new, HR can use it to look at various potential talent-demand situations.

Scenario planning, sometimes simplistically referred to as what-if planning, looks at a variety of economic and business trends, as well as other factors that have been identified as possibly impacting the supply of talent. Using different sets of factors, scenario planners develop recommended responses to meet the supply challenge.

[bookmark: _Hlk9498005]Define the term ‘micro planning’

Micro-level HRP uses three basic tools – demand forecasting, manpower supply analysis and manpower planning. Demand forecasting uses historical and current operations' data to identify future needs. It involves analysing the current workforce to identify potential shortages and surpluses in various job categories. Manpower supply analysis involves scanning the current labour market to determine the workforce available and analysing any gaps between the kind of workforce needed with what is available. Manpower planning uses this information to set priorities and develop plans for employee recruitment, retention and development, and workforce reductions, if necessary.





What are the main drivers for human resource planning in any organisation?

Human resource planning (HRP) is the continuous process of systematic planning ahead to achieve optimum use of an organization's most valuable asset—quality employees. Human resources planning ensures the best fit between employees and jobs while avoiding manpower shortages or surpluses.

There are four key steps of the HRP process. They include: -

Organisational Directions (looking at plans, budgets, forecasts, new technology)

 Internal Labour (looking at the current workforce identifying gaps, potential vulnerabilities and processes around retention)

External Labour (Localised demographics, competition for workforce)

Business Changes (Workforce competencies, technology developments)

HRP helps companies, it is an important investment for any business as it allows companies to remain both productive and profitable.



What are the various Techniques of forecasting work force needs?

Forecasting is a systematic process of predicting demand and supply. Human resources forecasting seeks to secure the necessary number and quality of employees for a business to achieve strategic goals. Although forecasting techniques can be complex and full of statistical calculations, a more practical approach is just as effective and less difficult for a small business to implement. Demand and supply forecasting techniques use sales or production projections for the coming year as well as quantitative and qualitative assessments. Quantitative assessments identify “how many” and “when,” while qualitative assessments identify desired personal qualities and role-related qualifications. Some examples of forecast methods are:-

Trend Analysis

Trend analysis is more appropriate for an existing business because it requires historical staffing data to make future staffing predictions. This creates a relationship between past and future staffing needs by linking the two using a performance or financial metric called an operational index. 

Ratio Analysis

A new businesses, or one having less than five years of historical staffing data, often uses a ratio analysis forecasting technique. Ratio analysis uses elements called causal factors that can be linked to and help predict future staffing needs. A business might identify production or sales volume as a causal factor and estimate, for example, that it needs one customer service representative for every five clients or one production line worker for every 5,000 items 

Supply Forecasting

Supply forecasting techniques often start internally for human resources. Replacement charts are a visual tool for identifying internal candidates available and qualified to fill demand estimations. Replacement charts include both a hierarchical diagram and information relating to current employee performance, education and an assessment of how ready the employee is to move into upward or lateral position. External supply side forecasting typically involves a labour market analysis that also considers hiring practice legislation to avoid the possibility of facing a discrimination case. Market analysis information such as employment and wage trends help the business undertake a strength and weakness profile 

Other methods of forecast can be used such as Nominal Group Technique, Delphi Technique and Group Think but the central qualitative approach needs to be around the main three in order to analyse the organisational needs and growth potential.











Evaluate the policy of cutting labour numbers in recession

Just as the goods, service, financial, credit, and housing markets were all affected by the Great Recession so was the labour market. The sharp contraction in demand generated massive layoffs and a sharp drop in employment and a rise in unemployment. While employment has been growing steadily recently, driven largely by private sector job creation, the loss of jobs was so great that the economy only recently recovered the private sector jobs it lost during the recession. 

Much of the rise in unemployment can be explained by people losing their jobs but also by the inability of people to exit unemployment, as employers were not creating enough new jobs. The vast majority of these were the result of mass layoffs. At the height of the recession, up to 90% of all dismissals were due to mass layoffs. Yet, there were also many experiencing individual layoffs during this period. Since then, employers have substantially reduced mass and individual layoffs and these are currently reducing due to Human Resource planning and a change in strategic development and policy. 

The 2.2 million jobless count is serious enough but does not take account of the growing number of workers who are now working part-time or reduced hours as a result of falling business demand. This trend is also reflected in the March ONS statistics that showed the number of part-timers increasing as the people in full-time employment fell. In the three months to January 2009, the number of people in part-time employment was 7.55 million, up 50,000 from the three months to October 2008. The proportion of part-time workers now accounts for a quarter of the workforce. A survey by the EEF found that a quarter of manufacturing firms have reduced working hours since the start of the recession, and many more are considering this course of action. In this context, part-time work is viewed as a short-term measure rather than a long-term solution. But such an approach can be a cheaper, creative and more flexible alternative to firms laying off workers permanently. It also means that the organisation does not immediately lose valuable skills that will only have to be re-recruited after the recession. The trend of moving people onto part-time hours during the recession is not restricted to manufacturing; there are examples of this approach across a range of industries. KPMG, one of the ‘big four’ accountancy firms, for example, has introduced a new flexible working scheme that includes a four-day working week or a sabbatical of between one and three months on 30% pay in a bid to avoid redundancies and to also save costs

While part-time hours may be a far preferable alternative to redundancy for most people, part-time work does not come without its own impact on the working lives of those affected. Some people may welcome the opportunity to improve their work/life balance, if only temporarily, but others already struggling financially may find themselves a lot worse off as a result of the unexpected drop in income. Some could also fear that a reduced working week is the prelude to losing their job completely.

Another type of employment status is also having a significant impact on many people during the recession. Agency and temporary workers are particularly 6 6 vulnerable as they do not have the same employment rights, including unfair dismissal protection, as employees on permanent employment contracts with their employers. This vulnerability and the implications it can have for employment relations were highlighted recently at BMW’s mini Cowley plant in Oxford. The company announced 850 job cuts, predominantly agency workers. Some of these agency workers had worked for several years at the plant and were not entitled to any redundancy notice or payment. As a result, there were angry scenes following the announcement at the Cowley plant.

It is evident through this evaluation that neither pathway is ideal. One of redundancies leaves individuals without any income while one of reduced work leaves many with a reduced income. The main benefit of the reduction policy is that when and if the recession in that area of work improves you have maintained the skilled workforce to immediately increase productivity and wages rather than commencing an employment programme.



“KPMG staff back four-day week in bid to save jobs”, Personnel Today 12 February 2009, www.personneltoday.com

 Manufacturing pay settlements fall further to 1.7%”, EEF survey, 25 March 2009, www.eef.org.uk

Internal labour supply

Human resources planning uses forecasts about product and service demand and insights about internal labour fluctuations to measure the appropriate supply of labour for a firm's operations. Being able to correctly approximate labour availability and needs is crucial. Labour surplus or shortage can be realized if the workforce does not match up with present infrastructure and needs.

Most human resources departments rely on external metrics to gauge the demand for labour, since the ultimate cause of demand comes from consumer preferences. When consumers demand more of a product or service, firms have an incentive to increase their output to maximize profits. This can lead to hiring more employees and innovating to realize economies of scale.

Labour supply, on the other hand, comes from internal movements as much as external factors. Transitional matrices can be used to spot employee movements over time. Businesses need to track turnover – not just when it happens, but when it might happen.

The effective supply of labour doesn't just depend on having healthy bodies. It also requires having the requisite skills to create and deliver the business's products and services to customers. When skills are not available internally, they must be sought externally. 

Internal labour supply ideology can be summarised in the table below:-
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External labour Supply

When the organisation grows rapidly, diversifies into newer areas of operations or when it is not able to find the people internally to fill the vacancies, it has to look into outside sources. To the extent an organisation is able to anticipate its outside recruitment needs and looks into the possible sources of supply keeping the market trends in mind, its problem in finding the right personnel with appropriate skills at the required time would become easier. 

By using an external labour recruitment campaign, you are affected by the economic conditions of the local areas and the localised unemployment rate. In addition, the skills level of the potential candidates is a high determinant. By using this method of recruitment, you are employing the unknown and the additional training costs and possible negatives of leaving, or incorrect job match apply.

In conclusion the company must determine in step 1 the best method for recruitment, this is central to the HRP and shown below.
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