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3.0 LEARNING OUTCOME

After going through thisUnit, thelearnersshall be ableto:

e  Understand thesignificance of human resource planning at macro (national, state) and micro
levels(company, department);

e  Understand theacademic status of human resource planning asan integrated discipline; and

e  Understand the need for manpower planninginthecivil service.

3.1 INTRODUCTION

Thehuman resource (HR) sectionisin charge of securing needed integration in organisational
practice. Initsessentias, HR planning issimply theformal process of linking organisational
strategy with human resource practices. Itisabout perceiving organisationa practiceasawhole
and not piecemedl . In acompetitive climate, organisationsneed to use model sand approaches
that secure‘ uniqueness of operationsalong with enhancing * organisational capability” (Yake
and Ulrich, 1994). Unigueness may be defined asthe ability to transfer strategy to employee
action, align systemsand strategiesto make strategiesreal (Ulrich, 1994).

Implementation of HR planning can take different formsranging fromamere afterthought or an
appendix to the main organisationa plan, to adistinct and separate process, focusing distinctly
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ontheHR function. HR plan isdesigned to pay attention to shaping the prioritiesof the HR
function than on supporting activitiesrelating to the organi sation’ sfunctioning asawhole. In
extreme cases, HR plan could even beanisolated practicewith little or no input from managers
outsidetheHR function.

HR planning occursat severa levels: aggregated workforce planning at the strategic level;
career planning of homogenousgroup of employeesat thetactical level; posting and deployment
planning of individua sat theoperational level. At dl theselevels, technol ogy hasbeen harnessed
to provide HR managerswith sophisticated planning toolsto craft effective policies. Tool sthat
empower them to conduct amorethorough analysisof possible policy options, to evaluatethe
effectiveness of alternative schemes prior toimplementation and to apply & adjust personnel
plans(for example, deployment of scarce professional resources) inresponseto red-timebusiness
needs. It employstoolsthat allow HR managersto make plans quickly and morefrequently in
order to keep pace with the dynamic operating environment. (Ulrich, 1994) Thereisneed for a
unifying framework for strategic, tactical and operational HR policiesand plansto providefor
internal consistency and coherencein an organisation.

Strategic manpower planning is needed to counteract pulls and pressures of globalisation.
“Thestrategic manpower planning system ably exploitstheavail abletaent in an organisation and
determinesthe most appropriate sets of personnel policiesto devel op and retain theright mix of
peopleto achieve organisationa gods.”

Thetactical planning systemaddressesthe career planning and devel opment needs of personnel
inthe organisation. Career path ismapped out for individual employeesand required training
provided to maximiseindividua and organisationa capacitiesthe peculiaritiesand specific career
needsof professionswithin the organisation. Assuch, thekey output of tactica model isacareer
plan that systematically groomsthe right number of individualsto hold thevariousjobs. The
career planwill spell out the sequence of jobsto assume and thetrainingsto attend so that the
individuasgoing through the pacewill gainthe necessary exposureand experienceto discharge
thedutiesprofessiondly.

Findly, theoperational planning systemass ststhe HR managersto formul ate optima personnel
posting or deployment plan for the empl oyees. With the exceptions of very small companies,
wherejob changes (promotion or lateral move) are generally opportunistic in nature, most
companies (especialy themore structured institutionslike the Armed Forces) can orchestrate
job changesto ensurethat both theindividual’ s aspirations and the organi sation’ sobjectives (as
represented by the strategic and tactical goals) arewell aligned. (IDSC, 2005)

The purpose of HR Planning thereforeis optimising efficiency of the Human Resourcein an
organisation. Architectureor blueprint of an HR plan revealsthefollowing three different phases
(Ulrich, 1994)

According toWilliam Tracey (1994), theareascovered in HR planning are:

e Themissionandvisionof organisation, leadership style, objectives, corporateculture, ided
employeeprofile, highlighting, incorporating, and integrating organisationa and individual
philosophy for maximising welfare of both constituents viz. individual the group of
organisational effort for securing and maintaining internal organisationa equilibrium and
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b)

contributionsprocured or elicited from co-contributors' or employeesin an organisational
gtuation;

Rdating HR andwork plans, highlighting resources, indtituting cost-effective strategy, binding
strategieswith HR philosophy of the organisation, delineating organisational processesviz.
delegation, centralisation, decentraisation, span of control, etc.;

Articulating HR needsfor short-term and long-term purposes,

Designing HR structureinvolving written job descriptions, formal organisationa charts,
reporting and communi cation processes, etc;

Ddineating HR policiesviz. recruiting, compensation, benefits, eva uation and recognition
programmes, pension, employees’ devel opment, etc.;

Provisioning HR technology that is, software, HR management systems, workspace and
equipment; and;

HR management viz. selection, devel opment, advancement and succession planning,
redressing problems of employees, employeeintegration, teambuilding, motivation and
productivity.

Formulation of Strategic Intent: Clear and specific division of labour and job designisthe
important requirement of this phase. For that purpose, organisational mission hasto be
articulated clearly and internaised by employees. | deol ogy of an organisation can beinferred
fromitsmission statement. For example, Avery India smissionisarticulated thus:

“True leadership and flexible approach can ensure customer satisfaction, internal
and external. The objective is to provide high quality of products and services to
customers’

o Reflectionswould bethat besidesthe organi sation being end-oriented, the systems
and processesand flexible.

e  Theinferencewould bethat since premiumisput onflexibility and end-orientation, the
organisationwill beinnovative, cregtive, and va ueadding (Sushil, 2005)

Human Resources | ntegration Phase— Four chief areasof activity intheintegration phase
areasfollows(Ulrich, 1994):

1. Thecompetence pillar, denoting the staffing and devel opment function, addressing
issueslikethe competence profileof personnd; skill enhancement techniquesthat can
be gainfully used for employee capacity building;

2. The performance management pillar, emphasising performance appraisal,
management and reward processes, norm setting, motivation and moral e of employees,

3. Thegovernancepillar, concerning, organisationdesigninvolving structura functional
postulates, job design, decision making, hierarchy, team work, accountability,
communication etc. the intent being to optimise organisational processes with a
suggestion of the“ Criticd theory”;
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4. Theleadershippillar focusing on coreand critical areastheleader choosesto stress,
imparting directionto theworking of theenterprise.

c) TheMakingit Happen Phase; involving prioritising action sequences, ‘dlocating values to
relative ends, thereby charting organisational course. Personnel planning arean ongoing
processinrapidly changing organisationswherefrequent revisionsof strategiesare needed.
An effective personnel planning involves systematic predi ction of human resource needs
and ensuring timely adjustments.

3.2 MANPOWER PLANNING

Human Resource planning isa so known asmanpower planning. Personngl managementinvolves
productive exploitation of manpower resources. Manpower management involveschoosing the
right personnel asand whentheneed arises. Asaforesaid, it dsoinvolvesupgrading quaitatively,
theexisting human resource.

Manpower is defined as the total knowledge, skills, creative abilities and aptitudes of an
organisation’swork force...the sumtotal of inherent abilities, acquired knowledge and skills
represented by the talents and aptitudes of the employed persons (Gupta,1988) Planningis
nothing but using the availabl e assetsfor the effectiveimplementation of production plans. After
the preparing the plans, peopl e are grouped together to achieve organi sationd objectives. Planning
isconcerned with coordinating, motivating and controlling of the various activitieswithin the
organisation.

Manpower planning isatechnique of correcting imbal ances between manpower demand and
supply inan organisation at amicro level andintheeconomy at themacrolevel. Suchimbaances
create either the problem of excess supply or shortage of manpower. It isnecessary to planfor
long-term growth.

Manpower planning hastwo aspects—(a) quantitative, and (b) qualitative. Theformer dedswith
thenumerical strength of employeesrequired or anticipated over aperiod of timewhilethelatter
dealswith qualificationsdesired of prospective employeesat different level sin an organisation.
Manpower planning hastwo major objectives:

1. Formulation of recruitment plansto avoid unexpected shortagesetc., and
2. Identification of training needsto avoid skill shortages

Narrowly defined thus, manpower planningisthe process by which an organisation forecaststhe
quantity and requisite qualificationsof personsrequired by the organisation at somefuture point
and ensuresthat right number and kind are employed at the right time to ensure unimpeded
functioning of theorganisation.

In the absence of such aplan, abusiness or an organisation would face exigencieslike sudden
shortages of labour consequent to diversification and expansion of business, retrenchments,
employeeturnover, costly processes, etc. A manpower plan coversup for such contingenciesby
providing for futurerequirementsin aplanned way. In statistical terms, itisaprocessof data
collection, analysisand projection to help management match manpower supply with demandin
accordancewith the requirements of the organi sation and makerelevant policiesinthearea.
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Manpower planning isnot anisolated paper exercisebut anintegral management function. Inside
an organisation, decisonsregarding selection, training, compensation, etc., aretakenintheprocess
of formulating amanpower plan. All activitiesareintegral toit and proceed from job analyses
and descriptions undertaken at each level. Human resource planning hasto bein keeping with
organisational objectives.

The scope of thefunction in different organi sationswould be different as per the needs of the
specific organisationin question. The scale of human resource or manpower planwould differ
with the scale and breadth of activity of an organisation. The processof manpower planningis
diagrammaticdly illustrated inthefollowing chart.

Manpower Planning Process: A Framewor k

Current Curre
Current Services
Developments \ i
Servicesin
Future Goals Immediate
—> \ Future
Future Services
Utilisation of B
> Staff \ v
Demand for v
Staff

3.2.1 Requirements of Manpower Planning

Built-inflexibility in HR plan structure hasto be provided for. Personnel demand-forecast and
supply requisition change over timewith changein technol ogy, job description, cost consderations,
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etc. The plan must be continuously monitored to carry out timely adjustments. Since objectives
of the organisation have to be modified in accordance with altering environmental factors,
manpower planning isacontinuous processand requiresreviewing fromtimeto time. People,
jobs, time, and money are the four basic ingredients of the planning process. Aspreviously
discussed, the processis contingent on the organi sation’s strategic management decisionsand
environmental uncertainties. Thesetwo factorsdeterminethelength of timefor which theplan
has been undertaken, itslimits, information availableto policy plannersand the nature of jobsto
befilled.

Onthebasisof empirica studiesconducted over the period of time, the measuresfor effective
manpower planning areenumerated asfollows:

1

To eliminate haphazard expansion of personnel, there should be adequate manpower
planning sothat thereislogical forecasting of manpower needsat |east ten yearsin advance.
Themicro plan (section wide) should then berel ated to the macro plan (organisation wide)
and the wider socio-economic policy of the country;

Itisessential for organisationsto have declared and consensual personnel policy which
reflectsthetota personnd situationinthe organisation rather than addressit piecemed,;

Personnel policy must be devel oped at the headquartersor comparableleve. It would be
good if academic guidanceis sought from academic and research ingtitutions,

Staffing section must be under the charge of aduly qudified and trained personnel officer. It
isnecessary that manpower plannersacquire speciaised skills, not only through experience
but also by academiclearning;

Manpower planning should involve proper-mix of different categoriesof workers. This
proper-mix should be determined by the policy and the socio-economic statusof the country;

Whileformulating personnel policy, al possbleinterna aswell asexterna resourcesshould
beexploredfor datacollection. To supplement internal data, the administration would need
to collect informationfrom externa sources, for example, associationsor unionsof employees,

Personnd department should lay down aclear policy and then superviseitsimplementation.
Obvioudy, it would becomeeasier to give moreresponsibility to unit chiefsat head offices
andinthefields. In other words, instead of dealing with countlessindividual cases, the
department of personne should confineitsdf tolaying down principlesand supervisng ther
application for economy and efficiency.

Thepersonnel department must dso design an effectivesystemfor eva uatingindividual and
staff performance. Standards of performance must be set up to measure the quality and
quantity of thework. Writing on politicsand public administration at the State and local
levelsintheU.S,, an astute participant and observer, Louis Brownlow concluded, “I have
become convinced that indl but extremely exceptional instances, thelevel of performance
onceraised, never dropsback al theway”;

The personnel department must carry out researchesinto various aspects of personnel
adminigtrationin collaboration with training institutionsand universitiesto identify future
requirementsand trends (futuristic approach);



10. Thegap between planning andimplementation must bebridged if plansareto be successtully
convertedintoredity;

11. Training programmes should be need-based, task-oriented and use practical smulations
wheretraineeswork and apply their kills;

12. Thereisneedfor roleclarity to avoid overlapping and role ambiguity. Ultimate aim of
manpower planningisto ensureoptimum utilisation of the capacity of theexisting personnd;

13. Manpower planningisacontinuous, networked cyclical processrequiring constant review
and adjustments.

A standard manpower plan examinesthe output of the sector in question up to someyear inthe
future, usually ten or twenty years. Manpower coefficient isapplied to the absoluteincreasein
productionto arrive at aforecast of the extralabor requirement. The main objective secured
thereby, ismoreeffective and efficient use of human resourcefor increased productivity.

3.2.2 Process of Manpower Planning

Manpower plan and obj ectivesof theor ganisation: Objectives of the organisation haveto
be stated objectively and personnel requirements settled in accordance with estimationsdrawn.
For exampl e, objectivesof ahedth research ingtitute and ahospita aredifferent. For theformer,
research personnd arerequired, for thelatter, personnel qualifiedinthe specific activity of patient
careare suitable. Within the broad parameter of objectives, priorities haveto be ordered and
performanceindicators specified in quantifiable or measurabletermsfor example, punctuality,
alotted work hoursetc. Efficiency should be measured by specific norms.

Assessment of the manpower situation: Manpower inventory hasto be prepared, which
involvescollectingdl possibleinformation regarding educationd qudifications, experience, ailities,
aptitudes, performance, date of joining, date of birth and date of retirement etc. of individual
employees. Thishel psassessbasic skillsof employees and the resource base of the organisation.

Organisationa effectivenessover aperiod of time can also be assessed by statisticsprepared. It
aso helpsgain perspectivefor thefutureintermsof how efficiency levelscan be enhanced, what
qualificationsneed to be prescribed at what level, what training to ingtitute, etc., in order toraise
efficiency to desired/optimum|evels.

Pr oj ection of manpower requirements: Thereisneed to anticipatefuturetrendsin personnel
availability and requirements. A pplication of Satistica methodsranging from smpleextrgpolation,
regression, or correlation anaysisto complex econometric model s help the management analyse
past and present trends and estimate future requirementsrel atively accurately. . A manpower
plan hastwo components: 1) Manpower Demand Plan, and (2) Manpower Supply Plan. The
supply plan dealswith the source of proposed manpower. A personnel inventory is prepared
which helpsin determining the desired ratio in which direct and indirect recruitmentswill be
combined. Personnd placementsfrominside and outside sourcesare separately catalogued. A
manpower plan should spell out the manpower requirementsof an organisationintotality. It
should havetemporal, locationd, and job positional dimensions(in caseof field offices) besides
qualitativeand quantitative (Dwivedi, 1990). The process of manpower planning involvesuse of
techniques such asquantitativeanayss, multivariate skillsanalys's, operationsresearch, PERT
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& CPM, orthogona polynomids, etc. Outsourcing, multi-skill training of workersand downsizing
aresome of the activitiesundertaken. In smaller organisations, departmenta headsthemselves
haveto assess manpower requirementson the basisof their own judgment and experience.

Classification and inter pretation of infor mation: Information collected must beclassifiedto
facilitate analysis. Datahaveto beread properly and inferences drawn accurately to derive
correct conclusionsand formul ate objective policy based upon such conclusions.

Developing work standardsand performancenorms: A serious drawback in personnel
administrationisunder- utilisation of capacity expressed asunderemployment, lay offsand generd
below par performance of employees. Thishappenswhen work normsare not standardised and
laid down objectively. Thereisno measuring rod to judge performance by or examine causatives
behind perceived inadequate or insufficient performance. To improve objectivity, work norms
need to be devel oped and should beframed realistically in that thelimitations or constraints of
‘bounded rationality’ should be provided for. Standards must be developed inthelight of all
availableinformation, in conformity with therequirementsat specificlevels. Objectivesshould be
laid down clearly inthat they should beintelligibleto the ordinary worker and should not inany
way resultinambiguity or lack of rolespecificity. Thereferenceisto haveeffective communication.
Besides, necessary flexibility should be built-into them so that changing requirements could be
providedfor. Precisely, sandard laid down should be(i) realidtic, (i) provisional, (iii) appropriate,
(iv) flexibleand (v) clearly defined. Hencetheorder in manpower planning isto set up hierarchy
of objectives, stipulate qualificationsfor each level, set up amanpower plan, assign weightsto
performanceindicators, work- out plan, judgeefficiency by performanceindicators, review plan,
etc.,

Anticipatingmanpower problems: Comparison of current and future manpower needsreveds
the quantitative and qualitative gapsin performance of personndl. Theinformationisuseful in
writing job descriptionsand specificationsand dso plugging ‘ gaps  to reducetheefficiency ‘lag’
by discovering requirementsat different |levelsand making provisonfor thesame.

Costing I nventory: For manpower planning, informationisaso needed regarding:
a Mateidsavailableintheorganisation;

b) Buildingsinuse,

c) Availability of computers,

Supply of Personnel: Entire exercisewould befutileif ultimately personnel with requisite
qudificationscannot bemadeavailableintime. Policy plannersneed towork in close co-operation
with educational and training institutesto ensure adequate supply of personnel. Besides, policy
should be sustainablein that the organi sation must have sufficient fundsto pay for new and added
services. To meet resource constraints, lessexpensive alternatives need to be tried. Oneway
could beto avoid employing highly trained personnel for tasksthat can be accomplished by less
qudified staff. The Thai ministry of public health, for example, employed trained mid wivesin
family planning programmesto reduce costsand free doctorswho werein short supply for more
skilled tasks. The measure reduced costs and pilot studiesreveal ed that performance of nurse-
midwiveswasasgood asqualified doctors .
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Resear ch Studies: Research studiesareimportant to monitor and eval uate amanpower plan.
Itisonly onthebasisof empirica sudiesthat future changes can beadvised. Policy hasto befact
based and as obj ective aspossibleto maximiserationality and avoid ‘ satisficing’ solutionsor a
priori judgmentsin decisonmaking. Theeconomicdimensonof policy makingandimplementation
isincreasingly infocus. Research isneeded to assessthe effectiveness of training programsby
application of toolslike post training surveys. Sophisticated analysisis needed to examine
discrimination clamsand complaints.

Manpower Planning and the Budget

Manpower planning and itsintegration withthe PPBSarevita to secure consistent effectiveness

right through, till the feedback stage. Manpower needs and i mplementation costs haveto be
documented under appropriate activity headsor cost centers (management accounting system)
and integrated at each stage with objectivesof other sectionsto build coherent policy. Monitoring
and evaluation mechanismsal so haveto beintegrated to get the‘ big picture’ and ensure cost
effectivenessat succeeding stages. Knowledge of the principlesof budget and manpower planning
isparticularly critical at the formulation and monitoring stages.

Theneed for careful budget and manpower planningiscrucial for the successof any project,
programmeor policy. Poor formulation and monitoring of budget and manpower needscan, for
example, resultinthefollowing problems:

e Thergection of projects, programmes or policies because of over-stated budget and
manpower requirementsat theformulation stage.

e  Non- orincompleteimplementation of projectsdueto understated costs and manpower
needs, |eading to chronic shortages of human and physical resources.

e Atendency for personnd coststorisewithtime, “ squeezing out” other important project
cost itemsand preventing effectiveimplementation.

Indeve oping countries, budget and manpower planning areatended to only at theimplementation
stage. Plan implementation consequently losesway. Thereisneed to continually adjust plan
prioritiesto changing requirements. The central problem of budget and manpower planningin
devel oping countriesishow to deal with contingencies. Careful formulation and monitoring are
imminent to minimise uncertai nties, which are exacerbated by financid, and manpower shortages
atcrucid times

Four important cons derationsin budget and manpower planning areidentified thus:

— Understand relationshi ps between recurrent and capital costs, and personnel costsand
non-personnel costs;

—  |dentify resourcescritica to project successand find out the poss bility of project modification
incaseof non-availability of theseresources,

—  Understand therel ationship betweeninputs; and
—  Includecontingency measuresfor al project inputs.

Thefollowing issuesneed to be considered by manpower planners:
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Capital expenditureincursfuturerecurrent costs. Likewise, staff costsbreed non-staff costs
(managing revenueexpenditure);

During formulation, itisimportant toidentify whichinputsarecrucia for the successof the
project and to negotiateto securethem. (assigning val ues);

When ng thefuture availability of manpower, alow for wastage and for thetime
required to train replacementsand additions. ( avoiding waste);

If crucia resourcesarenot available, modify the project (adjusting end to meansadopting a
pragmatic approach);

Think about phasing inputs. Bar charts can be auseful tool for scheduling operations (
managing time; securing leadtime);

Asasafety measure, include contingency alowancesin budget projections. Contingency
measures are of two types: physical contingencies (inventory) and price contingencies
(demandfluctuations); and

Effectivetime management isachieved through awell documented pre- prepared plan.
Planning the labour isan important part of accomplishing servicework profitably. The
manpower section of thetasking software can hep to streamlinethework ass gnment process
for themanager.

3.2.3 Agpects of Manpower Planning

Having discussed thevarious steps and requirementsessential for human resource planning, the
question arises, what strategy should be employed to make theworkforce creative, innovative
and dynamic? Mentioned herein brief are the aspects of manpower planning.
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Organisational Planning and Development
i)  Egablishing organisationa objectives, goalsand targets.
i)  Redesigningorganisationd structure.

i) Building inter-personal relationshipsintraand inter agenciesand thereby inthetota
system.

Career Development
8 Safing
)  Recruitmentand selection
i)  Placementandtransfer
i)  Promotion
b) Traning
) Traning

i)  Refresher courses



VI.

VII.

i)  Briefing

Iv) Sabbatical leave
Termsof Employment
i) Sdayadminigration
i) Incentive
i) Fringebenefits
iv)  Retirement benefits
EmployeeWelfare
i)  Medica Facilities

i) Leave
iil)  Recrestion
iv) Housng

V) Leavetravel concesson

vi) Children’seducation

Personnel Records

i) Personnd files

i)  Personnel datafor decision-making
i) Performanceappraisa

Moraleand Motivation

i)  Fnancid and non-financia incentives
i) Conductanddiscipline

iil)  Professona standards

iv) Satisfaction of socia and psychological needs.
Management Staff Relations

i)  Professiond associationsandunion
i) Participativemanagement

i)  Effectivejoint professona association

V1. Personnel Resear ch and Review (PER)

i)  Planningand determining programmeareas
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i)  Andyssandinterpretation
i)  Development of more appropriate personnel programmesand policies
Iv) Development and integrated personnel approach
v)  Follow-upimprovement action: and;
IX. EffectiveCommunication

Thedepartment of personnel must providefor effective communication between the staff and the
management. Proposed organisationa change may actualy give counter resultsif personnd are
suspiciousor resentful of contemplated change. Itisnot officid queriesor satementsof confidentid
reportsthat earn staff loyalty. It isthe extent to which the average staff member appreciatesand
understands the objectives and purposes of communication, especially regarding proposed
changes, that solidarity isachieved.

The administrator must encourage employeesto participatein devel oping solutions. To quote
Ted R. Brannen, (1998) “Only by an understanding of theindividual, hishabits, expectations,
and beliefs, can theadministrator know what isneeded to induce his spontaneous co-operation
for the benefit of theorganisation.”

X. Motivation through Decentralisation Delegation and Job Enlar gement

Thereisneed to induce proper motivation to optimize output and thereby productivity. This
would requirejudicious decentralisation, del egation, and job enlargement and performance
appraisal. Employees or unions or associations should be dealt with sternly in case of non
compliance or alleged insolence on the part of any worker.

Bottom up policiesandincreased involvement of lower leve staff intheaffairsof the organisation
istheonly way toingtill confidenceamong staff workersand increased commitment ontheir part
towardsthe organisation. Thiscan only be achieved through sound human resource management.

MacroManpower Planning

Broadly, manpower planning representsa’ systems approach’ to personnel administration with
the emphasis on integration of personnel policies and programmes framed at micro levels
(organisations) into macrolevel (state, nationa level) policies. Such progression continuestill the
wider socio- economic planning of the country whereinall such micro plansareintegrated and
providedfor. Therearemacro plansfor the state, country, and micro plansfor smaller units, viz.
adepartment or asection. Themagjor plan comprisesand evolvesout of micro plans. The process
can be envisioned asone progressi ng through aseries of concentric circleswiththelarger circle
(macro level) moving outwards, encompassing smaller ones (planning at microlevel). Logical
culmination of the processisin the socio-economic plan of the country, annua or fiveyear, asin
the case of India. Manpower planning is concerned not only with the balancing demand and
supply of different categoriesof personnd but also with overall devel opment and utilisation of the
human resourcein the country. Devel opment administration isnot amechanical process. Itisa
human enterprise and its success dependson the skill, quality and motivation of peopleinvolved
init. Manpower planningissignificant for development administration.
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Inthethirdfiveyear plan, theplanning commission observed, “ of dl theresourcesfor devel opment,
perhapsthemost fundamental at the present timeistrained manpower .. .the extent of manpower
available and thetraining facilitiesestablished constitute amajor determinant of the measure of
advancewhich can beachieved indifferent directions...in eachfield, personnel requirements
haveto beestimated carefully and over along period. Thiscalsfor improved statistica information
and devel opment of techniquesof manpower assessment so that the necessary estimates can be
made with reasonable accuracy and acomprehensive picture built up for the economy asa
whole...manpower planningisthusanintegral part of the economic plansformulated by the
central and state governmentsand their agenciesand within their own specificfiedsby industrial
associationsand other organisationsrepresenting different activitiesor interestsaswell asby
individua undertakingsand ingtitutionssetup”.

Thelngituteof Applied Manpower Researchamsat providing abroad perspectiveof requirements
of trained manpower for economic development indifferent fidsin India. It arrangesfor facilities
for training and building up theexisting workforceto evolve methodsof identifying and developing
talented personsand generally to secure the most effective utilisation of the country’shuman
resource.

3.2.4 Advantages of Human Resource Planning

Human capital transforms passive resourcesinto active agents of production. Most developing
countriesconfront theimmensetask of reforming their personnd administrationsto ensure better
implementation of devel opment programmes. The moreimportant task istheimprovement of
policymaking and implementation capabilitiesof personned units. Organisationsthat fail todoan
adequatejob of personnd planning takeincorrect decisonsregarding personnd functionsinvolving
hiring, promotion, transfer, and other rel ated issues. Thereare specidist and professond agencies
involved in providing expert technical ass stancein formulating, implementing and evauating HR
plans.

Frictiona processlikeorganisationa change and development (OD) are made cogent through
concerted human resource planning with HR department at the helm of affairs.

Hence, Human Resource Planning:

e Isessentia tooptimisehuman capital utilisation;

e Isstientificinnature;

e Involvestracking supply of personnel to match with estimated demand,;

e Hasorganisation- wideimpact. Theresultisimprovementin al spheresof administration;

e Furthers employee motivation. Employees apply themselvesto their task and remain
innovative and activethroughout their work lives. Their activitiesare constantly monitored
and supervised. According to Merle Fainsod improvementsin devel opment administration
depend onthequdity and training of public servantsrunning it and onthesocia and political
environment, which emanci pateslatent energies. Structura adjustmentswill not ddliver results
unless complemented with effectively administered personnel policy, more specificaly, a
manpower plan since growthistheresult of human efforts.
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e  Human resource planning avoidsinter-personal tensions, role-conflictsand overlapping.
Job descriptionsand specificationsareclearly laid down. Job designisinnovativeand ensures
fulfillment at job for workers

e  Cost cuttingisapplied through human resource planning. Adversefeaturessignaling the
need for ahuman resource plan would be“ high employeeturnover, difficultiesattracting
competent Saff, difficultiesin delegating or interna communications, procedura bottlenecks,
“problem” departments, and inconsistent productivity”.(Price, 2002)

e |t helpsmanagement forecast long-term manpower supply and demand. It also helpsin
formulating succession plansand provides|ead-timefor theidentification and devel opment
of suitablepersonnel to move up the organi sation ladder. At thelevel of individua employees,
it hel psthem attai n their maximum potentia with effective career planning and devel opment
policies. From the point of view of management, desired motivation packages for
reinforcement of desired organisational behaviour on the part of employees can be
adminigtered.

e Acrucid factor inimproving coverage and quality of servicesrendered by an organisation
isadequate number of personnel with task-oriented training. Requirementsof training and
theresourcesrequired are engineered through the manpower plan (WHO Chronicle, 2005).

e Many organisationsare either over-staffed or under-staffed as public sector unitshardly
practice manpower planning. Most investmentsin devel opment programmesnot generate
expected results because human capital isnot harnessed optimally. Manpower planning
hel ps management avoid manpower shortage/ surplus provision by ensuring advance
preparation for future personnel requirements.

e  Manpower planningincorporatestheideaof performance budgeting in that theemphasisin
either caseison specifying objectivesin measurableterms, breaking up broad objectives
into sub- sectiong/partstill the minutest classification isreached, all ocating resources,
establishing/tracing there ationship betweeninputs/ and outputs, physica andfinancid targets,
monitoring implementationwhileproviding for in-built flexibility/contingenciesand finaly
periodrevisions. Infact, amanpower planinitsoperationa aspect isintegra to theplanning,
programming, budgeting (PPBS) processto providefor personnel requirements, present /
futureto ensure optimal resource alocation and cost effectivenessinimplementation.

e  Manpower planning hel psorgani sationsdevel op uniformity and consistency in personnel
policy, in consonance with socio- economic plan of the country. It isconcerned with
organigng, inasystematicfashion, thegodss, objectives, prioritiesand activitiesof manpower
development. It helps organisations design tools of personnel appraisal and avoid
contingenciesor ad-hocismin personne functions.

3.3 SHORTCOMINGS OF MANPOWER PLANNING

Diane Stedl (2005) discussesthe shortcomings of manpower planning and the emerging areaof
labour market. It has been stated that:

Manpower planning stresses more on quantification techniquesthan education requirements,
and socid study makingit lessuseful to devel oping countrieswhereidedlistic workforce, more
than merenumbersissgnificant
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It relieson manpower input- output normsthat are never static. Traditional manpower planningis
being replaced by abetter technique of labor market analysis considered far morerelevant to
policy planning. Labour market analysts, instead of committing themsel vesto an uncertain future,
try to bemorerespons veto changing economic conditions. Thereismore stresson quality. The
emphasisislessin defining training needsand morein defining training priorities. Assessing the
relative prioritiesfor training investments can lead to atraining strategy more conduciveto long-
term sustained devel opment.

Thefocusof manpower planningison the number of peoplewith desired skills. 1t aso addresses
theimperative of equity by changing focusto thework force, amuch wider concept, which
includesthosewith no skillsand the unempl oyed.

Rather than counting the number of bodiesrequired tofill some projected need, labour market
analystsmeasurethewagesin both the public and private sectors. Theremay bework shortages
inthe public sector because wages offered for smilar positionsinthe private sector are higher or
moreflexible. Manpower planning typicaly usesdataonly from theforma employment sector of
theeconomy. Thisisnot very relevant in devel oping countrieswherethemgjority of thesteff is
engaged inagricultureandinforma activities. Labor market analysis, onthe other hand, isbased
on household surveyswhich capture the characteristics of the entirelabor force, including the
unemployed.

In addition, the analysts rely more on statistical information than speculations of the skills
entrepreneurs are going to want, often without asking at what price such skills cease to be
wanted. Such effort aidsthewider purposesof socia engineering. Hencelabour market andysis
has more spatial coverage and also operatesat amoremacro level.

Focusing on the educational profileof workers, rather than their occupation resultsin analyses
using education asaclassfication criterion and leadsdirectly to policieson schoolsand universities.
An occupationa taxonomy, asused by manpower planners, isredundant from the point of view
of policy athoughitisuseful for other purposes(e.g. mae-femaedissmilaritiesin employment).

Whilemanpower plannersstresstechnical efficiency, that is, the best technica way of producing
aparticular product, labor market anaysts stress economic efficiency. In some casesit may be
more economically efficient to have moreor different individualsto provideagivenlevel of
servicewhilefrom atechnical efficiency perspective, fewer individuasarerequired.

Manpower planning typically recommendsincreasesin the supply of workerswith specific
vocationd or technical qudifications, but generd training, which enhancestheoveral competencies
of thetrainee, might be more cost-effectiveand safer inthelong run.

34 MANPOWER PLANNING IN THE CIVIL SERVICE

Thereisanimminent need toright sizecivil services. TheWorld Bank hasenjoined on Indiathe
need to curbitsfisca deficit. Theimportant thingis, however, planned reduction and unthinking
phase out which may actually beinimical to Stateinterests. Fundamental questionssuch asthe
number of ministriesand interna cohes on and theintegration of functionswithin each ministry
haveto belooked into. Although limited guidelinesexist on the appropriate size and structure of
aminigerid adminigration, itispossbleto make sometentativerecommendations. (Satish, 2005)
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Thenumber of ministriesshould be kept low so asto contain administrative costs. Evenif
political considerationswarrant the appointment of new ministers, they should bekept as
ministerswithamaor portfoliowithin anexisting ministry.

Thecritical pointistoretaintheviability andintegrity of aministry by keeping all theclosdy
related activitiesinthecontext of agovernment’sprioritieswithin oneadminigrativestructure.
Thisenablesministry officiasto carry out their responsibilitiesefficiently and to be held
accountablefor their performance.

Theadministrative reformsmust look into therol e clarification, core governanceissues so
that optimum number of functionariesareavailablefor effective service ddivery without any
spillageor leakage.

In several departments, thereisaneed to induct more officersfor servicedelivery rather
than for supervision. Thelocation of field staff and the number of employeesin many
departments are skewed. In many cases, more officersarelocated in the state or district
headquarters, when theneed isto have officersat the actual implementation or cutting edge
levels. Aneffective system of panchayatscan helpin combining thefunctionsof severd field
departmentsinasingleindividua, whosework can be supervised by the higher functionaries
of thepanchayati raj system (Meenakshi, Sundaram, 2005).

Withthe changing roleof government, thesizeand scaeof civil service should dso change.
Effortsmust be madeto identify surplusstaff, set up an effective redeployment plan and
devisealiberal systemfor exit. For thetime being, recruitment should belimited only to
functional postswhilevacanciesat the secretariat and clerical levelsshould not befilled
(ibid).

Lateral entry into thecivil service, on acontract basis, can also be considered to enhance
mobility. There hasto be aconsciouseffort to prunethe size of bureaucracy especialy at
theclerical levels. Reducing the number of general holidays asrecommended by the Fifth
Pay Commission should help in better utilisation of the existing staff. Officers must be
encouraged to join voluntary organisationsof repute aswell aseducationa and research
institutions during mid-career. Besidesreducing the size of the bureaucracy, thiswill so
hel p in widening the knowledge base of the officersconcerned (ibid).

A malaise afflicting civil service hasbeen theinstability of tenure, leading to reduced
involvement and respect for authority. If anincumbent isnot sure how long hewill stay ina
particular position, hewill never beableto pay attention to detailsor master the Situation at
hiswork place. Whileemployees such asteachers, village accountants, ANMsetc., need
not betransferred at al, except on promotion, there hasto beaminimum tenure prescribed
for other field level functionarieslikedistrict collectors, superintendentsof police, project
officersetc. For higher ranksin civil service, like secretariesto government, the posting can
be contractua for afixed period and systems evolved to ensurethat they are not removed
beforetheir period of contract expireswithout their consent or explanation. (ibid). The
Indian civil serviceinitspresent formiscorrupt and unwieldy and redundant initsorientation
and mode of operation. It isthrough manpower planning that specialist development
administratorscan bebredinthecivil services.



3.5 CONCLUSON

To summarise, Manpower Planningisrequiredto:

e Attract and retain the best employees;

e Increased employee commitment and satisfaction,

e  Improvecommunications, teambuilding, productivity, and integration;

e Loweremployeeturnover;

e  Edablishshort- andlong-term HR policiesand organisationa structureto match your growth;

and

e  Maintain comptitive, industry-standard compensation & benefits

3.6 KEY CONCEPTS

Human Resour ce

Human Resour ce Planning

Planning

M odern approach to personnel management involves
treating people as ‘resource’, which needs to be
deployed effectively, in order to gain maximum utility
for theenterprise. Theanaogy offerediseconomic, in
that resource needs to be developed and then
productively deployed to exploit other material and
physical resources optimally in organisations. The
perspective has a positive implication in that the
purposes of both theindividual and the organisation
are served effectively, though the term has been
employed with adisparaging connotation.

. Itisthe process of continuing supply of internal and

externa human resource by advance planning to secure
lead timeinrecruitments. Human Resource Planning is
bothaninterna and an externa process, since personnel
inventory isprepared of available personned from both
internal and external sources and proper placement
policy devised accordingly. It is aso known as

manpower planning.

Panningisaninteractive processinvolving sieving and
sfting myriad interests, wherefrom, an alternativeis
selected, foregoing other possibilities. Planningimparts
directionto an organisation and totheeconomy at large.
Themagorissuein planningisachieving strategic ‘fit’
between policies and resources. In macro terms,
planning representsthe political economy school of
thought, which believesin governmental regulation of
thefree market.
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3.8 ACTIVITIES

1.  Whatishumanresourceplanning? Discussitsrolein economising organisationa process.

2. Discuss the process of manpower planning; highlight its importance in civil service
restructuring.

3. What arethe shortcomings of amanpower plan? How can youimproveuponit? Give
concrete suggestions.
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