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In recent years the importance of an undertaking’s
human resources has become much more apparent as
employers look for competitive advantage through
improved service and because of the considerable costs
of labour and the growing staff shortages in some sec-
tors of the hospitality industry. The ‘demographic time
bomb’, i.e. the reduction in the number of young people
available for work in the new century, will contribute
to the scale of the problem for many employers. The
arrival too of new employers on the labour market will
create new demands on an evermore competitive labour
market.

In many other industries and organizations these
problems have led to much attention being paid to most
aspects of human resource management. It has led, in
particular, to accurate planning so that an employer has
the right resources available when required and also so
that labour costs are not unnecessarily high. Because of
this, well-conceived human resource policies are now
playing an increasingly important part in furthering
many undertakings’ business objectives. They translate
the overall business plan, normally concerned in the pri-
vate sector with competitiveness and profitability, into a
detailed plan. Such policies and plans may be summar-
ized in an enterprise’s mission statement.

Sound human resource policies can only be achieved
through a thorough understanding of the organization,
its objectives, its management, its operating style and
its social and political environment. Human resource
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planning can therefore be described as the process of interpreting the environment,
predicting its effects on the organization, evaluating these effects and planning and
controlling the appropriate measures in order that the right human resources are
available when required.

Human resource policies must play a positive and creative role in the plans,
developments and day-to-day activities of an undertaking. They must be designed
to provide competent human resources when required. The need to plan on a sound
basis of reliable information has been emphasized, and much of a manager’s work
revolves around certain basic and fundamental information; for example, precise
job or role descriptions have been shown to be vital not only to recruitment but also
to training, performance appraisal, job evaluation and salary administration.

Human resource planning is divided into two separate and distinct parts: stra-
tegic and operational. The strategic part of planning is concerned with ensuring that
the right people will be available in the longer term, for example for hotels that are
not even built.

Strategic human resource planning for larger organizations requires a thorough
understanding of the organization and its environment. Figure 17.1 shows a ‘systems
thinking’ diagram – how an organization’s plan can be affected by its environment.

At the operational level, management needs to know precisely what staffing ratios
are necessary. Each organization and each establishment will have its own, such as
one waiter for ten covers and one room attendant for fourteen rooms (Figure 17.2).

At the strategic level, management needs accurate statistics in order to develop the
undertaking’s long-term plans. This is best illustrated by a real example with which
one of the authors of this book was associated. A brewery company wanted to expand
its number of managed public houses by 100. It needed to recruit at least 100 new
husband-and-wife teams to run these public houses. In addition, if it had 100 managed
houses already it would have to anticipate finding replacements for some of these exist-
ing 100 managers. If wastage rates are unknown, it is not possible to calculate accurately
what numbers to recruit and train. On the other hand the company had kept records
and these showed that wastage among established managers was 20% per annum and
among trainees 30%. It was then simple to determine how many to recruit in a year.

Since 100 couples were required for new houses and 20 couples were required for
existing houses, this indicated that a total of 120 couples were needed to complete
training. However, as wastage during training is 30%, the number to be recruited
had to be increased to compensate for this loss.

The brewery, therefore, knew on the basis of past experience that it would need to
recruit about 172 couples to fill 120 vacancies likely to occur. The actual phasing of
this recruitment depended on other factors such as the length of training, the avail-
ability of new public houses, the policy for retiring or replacing tenants, etc. This
illustrates that plans for the future are difficult to implement effectively without
adequate records and statistics. However, as was said much earlier, the individual’s
needs, as well as the employer’s, have to be recognized – consequently any records
and statistical data must serve the individual as well as the employer.

Personnel information and records are required for several reasons:

1 To provide detailed operational information such as monthly strength returns
and payroll analyses.

2 To provide ratios or data such as wastage rates, age analyses and service analyses
for planning purposes.



Figure 17.1 A ‘systems thinking’ diagram
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3 To provide information on individuals for administration purposes such as salaries
and pensions and to provide information for career development purposes.

4 To provide information for statutory purposes such as National Insurance, redun-
dancy payment, minimum wage, maximum hours, etc.

5 To provide information for re-employment and reference purposes.
6 To provide information for discipline and possible employment litigation purposes.

The nature of records and statistics that may be maintained and produced by
employers varies considerably. The largest organizations in the UK require
highly sophisticated information using computer-based systems, whereas smaller
organizations need only minimal information. However, the following systems
are probably basic to most organizations employing more than a few people. It
has to be borne in mind that all records including manual records are subject to

Figure 17.2 Human resource planning – matching labour supply to demand
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data protection legislation (Data Protection Act 1984 and 1998) and may be
affected by the Freedom of Information Act to be implemented in 2005.

Personal record
This is the backbone of a good records system. If both the contents and the layout
are designed carefully, it can provide valuable information quickly and easily.
Whether this record is a simple index card, a visible edge card or a computer file
depends on the number of employees and the amount of detail required.

The record should contain concise information of a sort common to most employ-
ees, such as age, education, qualifications, training and marital status. It is used pri-
marily for statistical exercises or for the speedy retrieval of information; for example,
the record may be used to produce an age distribution of all management employees
in order to assist with management development plans, or, alternatively, the cards
may be used to discover French speakers or all those with ‘instructor’ training. The
personal record does not replace the need for a personal dossier for each employee.
The nature and purpose of personal information kept by employers now has to be
carefully considered for a number of reasons. For example, to keep information that
could be used in order to discriminate on grounds of sex or race may be illegal.
A typical personal record card will look like the one shown in Figure 17.3.

Personal dossier
This should contain all documents relating to an individual employee. These may
include

• copies of letters of offer and acceptance
• application form
• copy of engagement form
• various reports and correspondence
• performance appraisals
• changes of conditions, e.g. salary increases
• records of company property issued to the employee
• disciplinary measures.

The dossier is usually retained for a period of time (a year or two) after an employee
has left, to assist in case of queries.

Employment requisition
This is a document produced by the heads of departments (in larger organizations)
requesting authority to recruit a replacement or an addition to staff. The nature of
this form varies considerably and depends on the degree of authority of individual
heads of departments. In some cases, for example, heads of departments will need
no special authority so long as the person to be recruited will be within the laid-
down staff establishment or within authorized budget levels. On the other hand,
there are chief executives even in some large organizations who insist on personally
authorizing the recruitment of all new staff whether they are replacing leavers or
exceeding the staff establishment. A typical form is shown in Figure 17.4.



Figure 17.3 A personal record card
Source: Croner’s Personnel Records: reproduced with kind permission of Croner Publications.



Figure 17.3 continued
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Figure 17.4 Example of an employment requisition
Source: Reproduced by courtesy of Forte Hotels.
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In most of the larger well-organized undertakings, the personnel department also
have to authorize the salary or wage to be paid in order to ensure that anomalies are
not allowed to creep in.

Engagement form
This form should be completed when a new employee joins an employer. The pur-
pose is to inform all the relevant departments so that appropriate action is initiated.
These departments may include

• wages
• training
• pensions
• insurance
• personnel records.

The information contained on the form varies according to the system being used;
for example, some employers may be able to use one engagement form for all
departments and all levels of staff whereas other employers may need to use differ-
ent forms for each. It is of prime importance, however, to ensure that the employee
is paid and insured. Consequently information should include name, staff number,
address, department, date of starting, rate of pay and bank address. Figure 17.5
shows one typical example.

Termination form
This form is necessary in order to fulfil several purposes:

1 To initiate documentation and administration procedures such as preparation of
the P45 and the final wages payment.

2 To provide statistical information regarding labour turnover.
3 To provide information for reference or re-employment purposes.

Figure 17.4 continued
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Figure 17.5 Example of an engagement form
Source: Reproduced by courtesy of Choice Hotels.
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Other forms
There is a variety of other information that may have to be kept for contractual,
statutory or other purposes. This can include

• accident reports
• medical reports

Figure 17.5 continued
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• training reports
• absentee reports
• change of status, e.g. salary increases, promotions, transfers
• warnings.

From these various documents most of the statistical information required for the
satisfactory planning and control of most undertakings can be produced.

Strength returns
This shows the numbers employed by departments and should show changes in
numbers. It may also incorporate ‘establishment’ numbers, i.e. the agreed numbers to
be employed in each department. Any variation from establishment will be shown.

Payroll analysis
This information (a development of the strength return) may be produced by a
variety of departments including the wages department, the cost or management
accountant’s department and the personnel manager’s department. It will include a
breakdown, by departments, of labour costs. These may be shown in a great variety
of ways including various ratios and percentages. The figures should always
include a comparison of the actual and budget figures.

Both the strength return and the payroll analysis should be produced on a regu-
lar, periodic basis. Where there is strict control over wage and salary levels the
strength return will be sufficient for most day-to-day management purposes, since
cost variances will only arise where there are variances from the laid-down estab-
lishment. In any case the labour costs should show up elsewhere – in particular on
periodic operating statements.

Procedures
Staff/labour turnover analysis

This has been discussed in Chapter 14. However, it must be stressed that regular
production of this information can assist considerably in staff recruitment and
retention, by identifying problem areas.

The turnover rate for each department and for the undertaking as a whole
will make up part of this report. This can be arrived at roughly by the following
formula:

Such data must be prepared and considered carefully, however. One company, for
example, found that all in-company transfers had been included, thus distorting the
turnover rate.

In itself the turnover rate may be of little value, since it gives no indication, for
example, of turnover among long-serving employees, i.e. the ‘retention’ rate. This is
a measure of the proportion of employees who have stayed for a specified period,
e.g. one year. It may, therefore, be necessary to supplement labour turnover figures

Number of employees who left during the period
Average number employed during the period

� 100
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with further breakdowns. This may be done in a variety of ways including showing
numbers of leavers by length of service, as shown in Figure 17.6.

Age and service analyses

For human resource planning and management development purposes it is import-
ant in the medium- and larger-sized organizations from time to time to look at the
make-up of the labour force and in particular at the age profile of the workforce and
management team. If this is not done, an unanticipated spate of retirements and res-
ignations can leave an undertaking without the necessary trained personnel. It is
useful, therefore, to produce an annual age profile of management, headed by those
due to retire. In some cases it may be desirable to link this with service as shown
above (Figure 17.7).

Figure 17.6 An analysis of leavers by length of service, 2005

Analysis of leavers for 12 months ending 31 December 2005

Length of service (years) Number of leavers Percentage

More than 5 4 5.0
More than 2 less than 5 8 10.0
More than 1 less than 2 10 12.5
Up to 1 58 72.5

Total 80 100.0

Figure 17.7 An age and service analysis

Age Service

Under 1–5 6–10 11–15 16–20 21–25 26–30 31–35 36–40 41�

1 year

61–65 1 2 2
56–60 1
50–55 6 3 3 1
46–50 3 2
41–45 1
36–40 1 1 2
31–35 2 8 1
26–30 8 7
21–25 2 3
under
21 1 2
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In examining the type of chart shown in Figure 17.7 one would hope to see the
bulk of managers distributed fairly evenly through the chart, preferably slightly
weighted towards the younger end. Where this is not the case, the management
team may not have the necessary combination of age, experience and inbuilt
continuity. Consequently senior management may wish to take steps to put this
right by promotion, transfers, recruitment and appropriate training. However,
because of age discrimination legislation this may be legally constrained.

Human resource audit

Some of the largest employers conduct detailed studies periodically which provide
a complete breakdown of the labour force into various sections including job
grades, age and service. They may also report on the quality of staff, their qualifica-
tions, performance and potential. The training plan, management development
programme and manpower plan may be part of, or may be linked with, this audit.

Some organizations, the most sophisticated, may also set out to determine the
‘economic’ value of their human resources by placing values on the costs of recruit-
ment, induction, training, development, wastage, etc. This is sometimes referred to
as human asset accounting (HAA).

Apart from the records and data discussed here, there are many more that may be
necessary for effective planning and control. However, it is important to bear in
mind that although the production and interpretation of information and statistics
can in itself be an attractive occupation, only those data that serve a useful purpose
should be produced. They should clearly be aids to line management in providing
an effective service. If they do not satisfy this requirement, the information being
produced is almost certainly unwanted and consequently it is a waste of resources
that could be employed more fruitfully elsewhere.

Computers and the personnel function
Computers have been used to a great extent for many years in business. Within the
human resource or personnel function there are now many systems available, often
known as computerized personnel information systems (CPISs). Major uses now
include employee records, payroll, management reports, absence and holiday
records and Statutory Sick Pay/Statutory Maternity pay (SSP/SMP) records. There
are also software programmes for succession planning and management develop-
ment purposes. CPISs will be integrated into the total management information sys-
tem and accessed directly by line management. Line managers will not have their
information filtered by personnel staff. Instead, personnel people will be more
involved in designing CPISs. These predictions were made at the International
Hotels Association (IHA) conference held in Tel Aviv in 1995. At this conference a
speaker described the Federal Express personnel records system, which was already
largely paperless and which was accessible to management and staff alike. Staff, for
example, were able to search for internal transfer and promotion opportunities
whilst supervisors and managers were able to access data instantly which previ-
ously was filtered by personnel staff. Another system reported at the IHA Human
Resource Think Tank held in The Netherlands in 1999 described a system of self-
rostering which, using a computer-based system, allowed (or empowered) staff to
make decisions about where and on what shifts they worked.
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Questions

1 Describe the objectives of human resource planning and the various elements of an effective
process.

2 Discuss what external factors influence the nature of human resource planning.

3 Evaluate the approach to human resource planning used by an employer you know well.


