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CHAPTER 1 

THE NATURE AND EXTENT OF THE STUDY 

1.1 INTRODUCTION 

South Africa , according to De Waa l (1992 :14) has been in an economic 

recession for more than two years. Steenkamp ( 1992: 4 ) has 

emphasised that the South African economy weakened significantly in 

the second ha lf of 1991 . Falling domestic demand , poor agricul tural 

conditions and poor economic growth in the ma jor industrial 

economies have resulted in widespread recessionary conditions. 

During this period, few new investments in production assets have 

taken place, and as a result of a shrinking internal market , 

companies have had to retrench workers resulting in a high level of 

unemployment amongst the workforce of this country . 

Whereas the formal sector, according to De Waal (1992 :14 ) normally 

empl oys 12-million people, some 4-million are currently unemployed. 

There is the risk that with economic growth insufficient t o promote 

adequate employment opportunities , violent crime could escalate 

leading to a downward spiral of declining economic activity, growing 

unemployment, and still more violence . 

The economic recession has also given rise to a decrease in the real 

gross national product per capita . Private savi ngs have decreased 

to 1,5 per cent of the disposable income (De Waal, 1992:14 ) . 

The above statements emphasise the fact that economic growth is of 

paramount importance to South Africa. McRae ( 1992 : 4) has pointed 

out that the pi vot of all economic development is human resources 

management. In his view, people and how to match their needs with 

the imperatives of economic development wi 11 dominate the macro 

environment of commerce and industry for the foreseeable future. In 

South Africa, there are thus two requirements: 

(a) Business needs to develop an indigenous management system and 

corporate culture that fits our own unique situati on; 

J 
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( b) The need is for human resources professionals who understand 

economic development, and who wi 11 become masters of change 

management in order to assist 1 i ne management to respond to 

the changing demands of the marketplace. 

The key to economic development on the macro level is thus the 

optimal utilisation of human resources, and the establishment of a 

solid foundation of education and skills competence . South Africa 

faces the prospect of a severe shortage of skilled, professional and 

managerial manpower. On the micro level, business survival depends 

upon the availability of adequate manpower . According to Owens & 

Nema ( 1988: 45) the onus is thus on the private sector to meet the 

challenge of providing the training and developmental requirements 

to ensure an adequate supply of manpower. This wi 11 only be 

achieved through adequate and systematic planning and the efficient 

execution of those plans . An effective manpower plan, if it is to 

meet the organisation's long-term needs, should determine not only 

the future complement of personnel required to operate the business , 

but should also specify the knowledge, skills and competencies 

required. To achieve this goal, a human resources strategy should 

be integrated with the management strategy of the organisation. 

1.2 PROBLEM STATEMENT 

As stated in the previous section, the integration of a sound human 

resources s.trategy into the broad management strategy of a company 

has become a necessity. Key elements guiding the success of such a 

strategy indicate that , as a result of rapidly evolving change 

within South Africa, areas where business principles and employee 

interests converge rather than diverge, should be identified. Kalam 

( 1991: 5), has stated that political freedom is likely to create 

pressure in the workplace for a true industrial democracy. Companies 

can thus expect a period of intense readjustment by employees who 

will be seeking greater fulfilment both in their worklives and their 

political lives through participation in corporate decis ion 

making, particularly in those areas where it impacts substantially 
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on them . I n many organisations , however, despite the lip service 

given to the cliche of people being the most important asset, they 

are still viewed as an operating cost rather than a major corporate 

resource or investment (Nkomo , 1988 : 66) . The human resource 

dimension of planning has been largely treated as a short-term 

implementation issue rather than a driving force in the formulation 

of strategic plans . 

Invol ving employees in the life of the company should be tied to the 

overall desire to i mprove productivity through efficiency . It 

should be a goal within the company ' s objectives and should be 

managed to ensure that it forms part of internal forces aimed at 

producing cohesi on within the company (Negota , 1992 : 10) . 

In addition , the emerging South Africa is faced with the challenge 

to create more wealth if it is to offer secure shelter , health care , 

education and economical ly useful employment to all South Africans . 

The only way to achieve this is to use existing r esources more 

effectively . No where is th is more evident than in respect of human 

resources (Godsell, 1992 :11). 

The design and development of a strategic human resources plan for a 

company thus represents a unique marriage between the interests of 

management and employees . It is also vital that , before a plan can 

be designed and successfully implemented , the factor s impacting on 

the company , its employees , and consequently all management 

decisions , should be identified on both macro- and micro levels , and 

analysed in t he l ight of their infl uence on the company 's strategy . 

1.3 .PROBLEM SPECIFICATION 

The objective of thi s research is to design and develop a strategic 

human re s ources plan for Nedlloyd Lines SA , i n accordance with the 

overal l strategic busi ness plan of t he company. The purpose of thi s 

exerci se i s t o: 
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(a) Establish human resources objectives whic h support the 

business needs i dentified in the strategic business plan of 

Nedlloyd Lines SA (Pty) Ltd ; 

(b) Develop strategies for attaining these objectives ; 

( C) Identify policies and programmes for the acquisition , 

utilisation, development and maintenance of human resources in 

the organisation. 

1.4 CAUSAL FACTORS GIVING RISE TO THE RESEARCH 

1.4.l Company profile 

Nedlloyd Lines SA is part of the Dutch Roya l Group which is acti ve 

across the whole spectrum of transport by land , sea and air as well 

as forwarding , storage and distribution. The Rotterdam- based company 

acquired its present form in 1970 , following the amalgamation of 

four large Dutch shipping companies . Nedlloyd has si nce developed 

from a shipping company into one where the accent is placed on total 

logistics to an ever-increasing extent . The main activities of the 

Group consist of the following: 

container logis t ics on a world- wide scale , principally based on 

own shipping links ; 

storage, distribution and transport links on land , on a European 

scale ; 

customs, clearance and international forwarding; 

specialised transport , such as the transport of garments and 

chemicals , mostly on a European scale; 

strategic interests in the energy sector. 
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Nedlloyd Lines is the largest division of the Royal Nedlloyd Group 

with fifteen regi ons situated internationally. 

1.4.2 International change in strategy 

During 1990, f ollowing a worldwide survey, a new transport logistics 

strategy , designed to take Nedlloyd into the twenty-first century , 

was implemented. The Group now sees logistic services as an 

integrated and high quality package of added- value services . The 

new strategy calls for a plan geared to provide customers with a 

balanced structure of ocean- and land- based activities , interlocked 

in a worldwide logistic net~ork. 

In order to implement the new strategy successfully in this country , 

Nedlloyd rationalised its South African operation , which led to the 

merging of two separate organisations into a single company with a 

more practical and streamlined structure. 

1.4.3 Problem areas within the organisation in South Africa 

The following problem areas have been identified withi n the South 

African region where the research is to take place: 

(a) Lagging revenues in container shipping and in European road 

transport , a decline in the exchange rate of the dollar, and a 

strong increase in fuel prices led to a decline in Nedlloyd 

Lines net profit over 1990 . (Royal Nedlloyd Group, 1990:1) . 

The net Group result for 1990 amounted to a loss of fl48. 2 

million, against a profit in 1989 of f252.3 million (Royal 

Nedlloyd Group, 1991 : 13). As a result, staff reductions were 

implemented on a worldwide scale, and in the South African 

region, the staff complement was reduced by 20%. Employee 

morale was consequently low in the period following the 

re-organisation as i result of job insecurity and mistrust of 

management. 
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Although the international Nedlloyd Lines Division achieved a 

greatly improved result in 1991, the net Group result once 

again resulted in a loss . Consequently , no dividend was 

declared for 1991 . The organisation's attention in 1992 

remains directed towards achieving a reduction in costs per 

unit of service rendered , and the pursuance of a continuing 

quality improvement strategy (Royal Nedlloyd Group , 1992:12) . 

(b) During 1990i the South African operation which in the past had 

been traditionally split between two organisations was 

rationalised to form one operation , a move which resulted in a 

further loss of jobs as redundancies occurred . Thi s situation 

dealt a further blow to employee morale , and contributed to a 

heightened feeling of insecurity . 

During 1991 and 1992 no further retrenchment exercises were 

implemented . However, as a result of the continued pressure 

on results , the implementation of the new strategy was 

accelerated in 1992 . A further consequence of the 

organisation's drive to reduce costs has been that , in line 

with a formal directi ve from the Head Office Division in 

Rotterdam , no expansion of the region in terms of staff 

numbers is currently permitted. 

( c) The formal human resources funct ion within the company is a 

relatively new function , having been established during the 

l atter part of 1990. Al though personnel administration had 

been competently handled before that time , human resources 

policies such as recruitment, selection and placement 

policies , staff movements and transfers , motivational schemes , 

and remuneration and job grading systems had sti 11 to be 

structured ~ 
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(d) Training and development , although t radi t i onally supported by 

management , had previously never been implemented on a formal 

planned basis. In addition, the accelerated impl ementation of 

the new strategy , in wh i ch a greater emphasi s is placed on 

total logistics services than in the past, requires employees 

with new skills, and necessitates the implementation of formal 

training programmes to answer this need . 

(e) No formal career planning takes place. 

( f) No formal system of succession planning has ever existed in 

1.4.4 

• the company ; promotions have been dealt with on an ad- hoc 

basis, giving rise to the perception amongst empl oyees of 

management "favouritism" . 

Conclu,sions 

The objectives of Nedlloyd Lines on an international basis can thus 

be summarised as : 

(a) the accelerated implementation of t he new strategy; 

(b) the pursuance of a continued quali t y improvement strat egy , and 

(c) the striving to achieve a reduction ·of costs per unit of 

service . 

The implications of these objectives for the South African 

organisation are that managers and employees will be required to 

develop different, more specia l ised skills than those which were 

considered acceptable under the old company structure. In addition , 

restrictions placed on the local company preventing an increase in 

staff numbers in the foreseeable future will require close attention 

to planning to ensure an adequate supply of skilled manpower which 

will be able to cope wit~ increasing work volumes . 
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A formal , strategic human resources plan will be required to support 

the company strategy and business objectives , and to ensure that 

skilled employees wi l l be available in the right jobs at the right 

time. 

1.5 RESEARCH METHODOLOGY AND EXTENT 

1.5.1 Literature study 

A comprehensive literature study has been undertaken in order to 

attain in- depth theoretical knowledge of the field of study . 

1.5.2 Company records 

Internal records and documentation pertaining to the personnel 

practices of the South African Region of Nedlloyd Lines , as well as 

policy documents and internal news publications released by the 

Rotterdam- based head office have also been obtained and studied : 

these have provided a practical background to t he theoretical 

research , and a perspecti ve within which the s trategic human 

resources plan for Nedlloyd Lines SA could be developed . 

1.5.3 Questionnaires 

Questionnaires covering various aspects considered pertinent in the 

development and des i gn of a strategic human resource s plan were 

distributed to the following staff members: 

The Managing Director of Nedlloyd Lines SA ; 

Members of the executi ve management team (seven staff members , 

excluding the Managing Director and the Human Resources 

Manager) ; 

Office managers of the f ive branch off ices situated in 

J ohannesbur g, Durban, Cape Town, East London and Por t Elizabeth ; 



- 9 -

Department managers within the branch offices for the Customer 

Service and Logistics Departments respecti vely ; 

Two employees designated as management succession material 

within the South African organisation. 

Twenty questionnaires were distributed , and a 100% response rate wa s 

obtained. 

A copy o f the questionnaire is attached as Annexure A. 

1.6 LIMITATIONS OF THE STUDY 

I n thi s research , the de velopment and design of a strategic human 

resources plan for Nedlloyd Lines SA has been undertaken. The 

discussion of the results of the research conducted has been 

confined to recommendati on s for the design of such a plan. The 

actual implementati on phase of the plan in the company is beyond the 

scope of this document and has not been dealt with . 

The research has also been confined to the alignment of a strategic 

human resources plan with the s trategic plan and business objectives 

of the local organisation. The content and detail of planning 

guidelines issued annually to regions by the Rotterdam-based 

corporate head office have not been dealt with in this doc ument. 

While it is acknowledged that a strategic plan for the human 

resources qepartment i s influenced by planni ng conducted in the 

financial, operational and information systems departments , no 

in-depth detail of these plans has been provided. 

1.7 EVOLUTION OF DOCUMENT 

The research in this document has been dealt with as follows: 

Chapter s 2 and 3 contain the theoretical literature study conducted 

by the author on the concept of strategic human resources planning. 
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In Chapter 2 definitions of strategic planning as they appear in 

literature are examined . Thereafter , the concept of strategic human 

resources planning is defined , and the changing nature of 

organisational approaches to human resources planning practices is 

discussed . 

Chapter 3 contains details of theoretical models of strategic human 
' resources planning, followed by a practical framework for the design 

of strategic human resources planning in an organisation . The 

contrast between theoretical models and actual human resources 

planning activities within organisations i s stud ied , and conclusions 

drawn on the applicability of these findings in the design and 

development of a strategic human resources plan . 

In Chapter 4, the analysis and results of the research 

questionnaires is discuss ed , and the implications of these results 

for the design and development of a strategic human resources plan 

for Nedlloyd Lines SA are examined . 

In Chapter 5, the devel opment and design of a strategic human 

resources plan f or Nedlloyd Lines SA is undertaken . 

Chapter 6: Recommendations are made to assist the organisa ti on in 

the new focus on strategic human resources planning . 

1.8 DEFINITIONS 

In order to ensure common understanding of concepts , definitions of 

strategic planning and strategic human resources planning are given 

below : 

1.8.1 Strategic planning examines relevant external and internal 

factors in the business environment in relation to the 

current situation . Conclusions are then reached concerning 

business defini t~on, the mission and vision of the 

organisation, strategic objectives , performance targets and 

action plans. 
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Strategic human resources planning can be defined as the 

process required to: 

(i) Establish human resources objectives which support the 

business needs identified in the organisation 's 

business pl an ; 

(ii ) Develop strategies f or attaining t hese object i ves ; 

(iii) Identify policies and programmes for the acquisition, 

utilisation, devel opment and maintenance of human 

resources within the organisation. 

Other related definitions will be gi ven in the t ext of chap t er 2 . 

1.9 CONCLUDING REMARKS 

The most important function of the human resources pract i tioner is 

seen by the researcher to be that of pl anning on a strat egic level 

in order to facilitate the optimal utilisation of personnel within 

the organisation and ensure the timely avai labi li ty of skills and 

competence in the organisation . 

Through the research outlined above, an attempt has been made to 

achieve this objective for the organisation through the design of a 

strategic human resources plan which should provide line management 

with the required s upport in optimally dep l oying human resources to 

assist the company in attaining a competitive advantage in the 

industry. 
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CHAPTER 2 

STRATEGIC HUMAN RESOURCES PLANNING 

In the previous chapter, the point was made that , only through 

adequate and systematic planning, and the effective execution of 

those plans, will the private sector organisations be able to ensure 

an adequate supply of manpower in the future. 

The various concepts · of planning can now be examined, and the 

changing role of ~articipants in the planning process highlighted . 

2 . 1 PLANNING DEFINITIONS 

Management in the 1990's means the management of rapid change. Hahn 

(1991 :26) is of the opin ion that changing environments wil l create 

new challenges and threats, lead to new tasks, and require 

continuous changes within companies. In order to sustain 

competitive advantage for an organisation, appropriate management 

concepts wi 11 be required. One such issue is a meaningful shift 

from strategic planning towards strategic management. 

Strategic management has gained currency in all the major functional 

areas of organisations, with information being available on areas 

such as strategic marketing , strategic production management , 

strategic research and development, and more recently , strategic 

human resources management. 

Concomitantly, substantial attention has been focused on strategic 

human resources planning as a means of directly linking the 

attainment of strategic organisational goals to human resources 

objectives and goals . 

In order to fully understand the implications of designing a 

strategic human resources plan, it is necessary firstly to gain 

insight into the various concepts of planning as they are defined in 

literature. 
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2.1.1 Strategi c planning versus long range busi ness planning 

Long range business planning, according to Bur a ck ( 1985 : 134) is 

defined a s " forecasting for ( at least) three or more years in 

the future and identifying corporate opportunities and threats in 

the light of organisational strengths and weaknesses" . 

Strategic ( bus iness ) planning 

identification of activities and 

is defined 

alternative 

achievement o f the long range business plans". 

by him 

approaches 

as 

for 

"the 

the 

Strategic business planning and long range planning are closely 

related but not the same concept . Burack (1985 : 134) states that, 

whil e several organisations, in studi e s conducted by him , have based 

many of their interpretations and conclusions on the assumpti on that 

these two concepts were indistinguishable , the investigators 

recognised that an evolutionary process wa s in fact taking place, 

with the introduc tion and refinement of s trategic capabilities being 

an extension of long range business planning . 

The distinction , .:.n Burack's (1 985 : 135) opinion , between these two 

concepts entails more than forecasting the necessary inputs and 

outputs of the corporation . It involves a more active approach to 

planning. Strategic analysis requires an unders tanding of the way 

business works today and the establishment of feasible objectives 

for the future. Action plans are presented that , in turn, will play 

a central role in implementing long range plans, and which, in 

implementation, require considerable co-ordination and interaction 

between departments . These activities must also be tied in with 

comprehensive environmental scanning, internally and externally, and 

the interpretation of these developments. 
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2.1.2 Strategi c versus operational planning 

Walker ( 1990 : 230) distinguishes between operational and strategic 

planning as follows: "Operational planning optimises the trends 

evident today the continuities . Strategic planning aims to 

exploit new and different opportunit i es that are not yet evident . 

Strategic planning examines relevant external and internal factors 

in the business environment in relation to the current situation . 

Conclusions are then reached concerning business definition , mission 

and vision, strategic objecti ves, performance targets and action 
II 

plans . 

2.1.3 Strategic planning versus strategic management 

As stated at the beginning of this chapter , a further distinction 

can be drawn between strategic planning and strategic management. 

Strategic management invol ves more than strategic planning . It is 

based on t he fundamental ideas of "strategy" and "management " and 

includes a wide range of management processes such as the 

identification of critical issues, and the generation , evaluation , 

selection , implementation and supervision of strategi c alternatives . 

Strategic management involves the development and communication of 

the corporate goals , the strategic plans , the corporate philosophy 

and the corporate culture (Hahn , 1991:26) . 

2.1.4 Strategic human resources planning 

II Burack (1986 : 76) defines human resources planning as follows 

Planning for the corporation so as to have the r i ght number of 

people, at the right time , at the right place , and with the right 

skills" . 
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At the strategi c leve l of human resources planning, t he emphasis i s 

relatively long term ( three to five years) , and may be defined a s 

the process de s igned to prepare the organisa t i on fo r the future , and 

to ensure that decisions regarding the use of people contribute to 

the achievement of organi sational obj ectives (Nkomo, 1986 : 71) . 

In order to design an eff ective human resources plan and development 

process that wil l address the needs of comp l ex , modern organisat i ons 

with changing personnel needs , three fairly distinct kinds of 

planning must be accounted for . Al l three types of planning should 

be 1 inked at key . interfaces and jointly motivated as a single , 

integrated planning system . They are : 

Strategic planning whose purpose is nothing less than the 

survival of t he organisation in a competiti ve environment , and 

which provides the "long range" demand forecasts for human and 

other resources in the years ahead . 

Operational planning which represents "what we know for sure" 

about human resources demand and other work requirements of 

day- to- day operations , now and in the years ahead . 

Human resources planni ng which generates ~he availability 

forecast s of the quality and quantity of peopl e required to meet 

short- and long- term demand , and which incorporates human 

resources development programmes and policies (Manzini, 

1988 : 79) . 

These three kinds of planning are different in concept , perspective 

and techn i que; each requires fundamentally different kinds of data 

and analysi s. The purpose of an integrated sys tem i s not to 

eliminate these differences , or to homogenise the analytical 

framework s and s peciali s ed techniques in each area . Rather , the goal 

of integrati on i s to identify and incorporate planni ng fa ctors tha t 

are systemati ca lly 

1988: 79) . 

and consi s tentl y in t erdependent (Manz ini , 
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Nkomo (1988:67) , in a s ubsequent article, further de fines strategic 

human resources planning as follows: " An adequate definition of 

strategic human resources planning must use as a base the two 

essential elements of planning - objectives and means". Planning , 

according to her, can be conceptua lly viewed as consisting of three 

separate but inter-related acti vities: 

1 . establishing objectives ; 

2 . developing strategies; and 

3 . formulating specific plans and programme s to achieve objectives . 

Therefore , strategic human resources planning may be generally 

defined as t he process used to establish human resources objectives , 

t o develop strategies for attaining objectives , and to identify 

policies governing the acquisition , utilisation , de velopment and 

maintenance of human resources . At the strategic level of the human 

resources plan, the focus is relatively long term (three to fi ve 

years) and addresses two broad questions , namely which kind of 

people are needed t o manage the organi sation in the future in order 

to meet strategi t needs, and how human resource s programmes can be 

designed to deal effectively with environmental contingencies and 

pressures . 

2.1.5 Author's definition of strategic human resources planning 

Strategic human resources planning can t hus be defined as the 

process required to : 

(a) establish human resources objectives which support the 

business needs identified in the organisation's strategic 

business plan ; 

(b) develop strategies fqr attaining these objectives; 
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identify policies and programmes for the acquisition , 

utilisation, development and maintenance of human resources 

within an organisation. 

2.2 TRANSITIONS IN APPROACHES TO HUMAN RESOURCES PLANNING 
PRACTICES 

Human resources planning practices have undergone dramatic 

transitions over the last decade . Ulrich (1986:41) comments that , 

through the years , scholars and practitioners have called for 

tighter linkages between human resource practices and organisation 

strategies. Similarly, research and practice have indicated that 

matching managerial characteristics, reward systems, and development 

programmes with strategies increases the possibility that strategies 

will happen. This increased attention to human resources practices 

has , in Ulrich ' s opinion , increased awareness of , and aided in the 

development of, human resources planning concepts and techniques . 

Ulrich (1986 : 41) warns, however, that such increased interest may 

cause thi s linkage itself to become the end or goal , in that 

numerous projects have been initiated to integrate , bridge and 

connect human resource and strategic plans . In this process , the 

linkage is over- emphasised. 

integration should not occur. 

This does not imply that the 

More appropriately , linking human 

resources and strategic plans should serve as a means to the end of 

building more competitive organisations. 

To facilitate such a changed approach , new questions about human 

resources planning merit asking such as "why" and "how", as opposed 

to the traditional "what" approaches . Posing and responding to 

"why" questions explores the reasons that the bridge between 

strategy and human resources planning builds organisational 

effectiveness. "How" questions encourage the translation of 

frameworks into managerial behaviour (Ulrich, 1987:37). 
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Walker (1990:229) states that companies view planning for human 

resources to be more important than ever before, as competitive 

advantage is sought through superior service, quality, lower costs, 

and organisational effectiveness. Traditional human resources 

planning approaches are, however, yielding to more flexible forms of 

planning 

Amongst large companies informally surveyed by Walker , planning has 

typically varied i n approach, depth and quality amongst di visions 

and corporate uni t s. The challenge i s to develop an approach which 

best fits the organisation's position and managerial processes. 

In order to achieve th is fit, the following trends were observed: 

Traditional s t ra t egic planning processes were found to be 

increasingly cumbersome in t oday 's fast changing environment. 

They are thus be i ng streamlined and simplified . Ac cordingly , 

company approaches for addressing human resources planning are 

also becoming more flexible and more immediate. 

In the past, companies could rely on operational planning to be 

highly productive, since t hey could assume a continuation of 

trends withi n fairly narrow ranges, and thus project their 

present situation reliably into the future. As the pace of 

change qui ckened, companies adopted strategic planning as a 

means of ant i c i pating areas where the greatest changes would 

occur, and wh ich enabled them t o adopt strategies to take 

advantage of t hese circumstances. For the same reasons that 

originally gave rise to the increased need for strategic 

planning, companies are now again shifting attention to 

shorter-range, more operational planning, these being more 

suitable in times of rapid change and uncertainty in the 

external environment, divisionalisation and decentralisation, 

pressing near-term challenges, immediately evident threats and 

opportunities, and constraints on management time and planning 

resources. 
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Accordingly, approaches to human resources planning are becoming 

more pragmatic, involving tests such as perceived business need, 

cost-effectiveness, and potential impact on competitive advantage. 

Walker (1990:229) finds a trend amongst companies to shift to human 

resources planning techniques which are more appropriate for 

relatively short planning horisons; In addition, detailed 

quantitative forecasts of supply and demand for talent are less 

common. 

2.2.1 A challenge to change 

Burack (1985 :1 39) states that a common dimension underlying many of 

the problems and issues in the movement towards more comprehensive 

planning systems can be interpreted as a "challenge to change". In 

the past, corporate planning, and more recently strategic planni ng 

were responsibilities freque ntly assigned to a group of specialists 

within the corporate planning function , or to separate planning 

units. Such plann ing was heavily oriented to finance and marketing. 

Human resources were frequently factored in only after the 

long-range plans were develope d, while top personnel and human 

resources officials were often absent from the basic conceptual or 

scenario stage of planning . In order to play a more pro-active 

role, the human resources professional should be included in the 

strategic planning process from the outset . 

2.2.2 Redefinition of the role of human resources planners 

According to Ulrich (1987 : 51) human resources planners should assume 

new roles as process planners when designing strategic human 

resources plans which build competitive advantage. Ulrich 

recommends that , rather than be a part of the strategic planning 

process, they become strategic partners in the planning process. The 

human resources practitioner's role as a strategic partner is to 

gain an understanding of the technical, organisational and strategic 

plans of the organisation; thereafter, more time is spent with the 

line and other staff executives, assessing critical human resources 
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issues and thei r relationship to strategy , and collecting and 

disseminating human resources information which may exert an 

influence on the organisation's competitiveness. 

2.2.3 Transition to action and strategi c partneri ng 

During the 1970's, strategic planners assumed that the compelling 

logic of their plans was such that strategic behaviour would flow 

inevitably from strategic planning . All too frequently, however, 

the plans remained intellectual exercises without translating into 

strategic behaviour and action . Henn ' s (1985:194) belief i s that 

the action "gap" between strategic planning and behaviour is human 

resources planning. A pre- requisite for the required behaviour is 

that human resources planners should have an understanding of 

strategy to enable them to play an active role in moving the 

organisation from strategic planning to strategic behaviour. 

According to Henn (1 985:195 ) , strategy consists of two main elements 

which should form the basis of understanding for human resources 

pl armers: 

i) St rategy is about competiti on; it demands a sense of gaining 

advantage over the enemy. Competitive intelligence can 

provide such an advantage. Human resources staff , with their 

knowledge of competitors' staffing patterns and organisational 

structures , are prime sources of the competitive advantage 

required to provide a business advantage . 

ii) St rategy is about the concentration of resources on selected 

opportuni ties ; it presumes an imbalance of resources and 

opportunities . I n a parallel to military tact i cs , Henn states 

that strategy must presume that superior resources will 

prevai l; the c l everness emerges in the dep l oyment of such 

resource s to gain superiority . The principle of competitive 

advantage · lies therein that organi s ations fore go certain 

opportunities and selec t others so that the avai lable 

resources can be concentrated to be competitively effective . 
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An understanding of this notion of strategy by human resources 

practitioners will highlight this function's role as that of 

creating the culture and attitudes in the company that give purpose, 

dignity and reward to those departments/units where resources will , 

of necessity, be thinly concentrated, while the necessary resources 

are channeled to high demand divisions. 

The challenge therefore for the human resources planner is t o 

engineer the climate and provide the human resources support systems 

that will take the organisation from strategic planning to stra tegic 

behaviour. 

Nakanishi (1991:108) supports this opinion with the view that , in a 

business-driven environment, the human resources division becomes an 

active participant in conceptualising corporate stra t egy and 

developing integrated plans that foc us on the future of the 

business. This moves human resources act ivities from the practice . 

of reacting to requests towards a more pro-active mode of operation . 

The distinction between operating in a request-driven versus 

business-driven environment is important to understand if human 

resources professionals are to contribute at the strategic­

partnership level. It shapes the nature of the contribution, the 

ability to effectively implement plans, and the integrated value to 

the business. To work as a strategic partner, human resources 

professional s must understand the business, 

financial statements, and understand how 

produced and sold. 

read meaning in to the 

the product line is 

According to Peters (1988:152) the concept of strategic partnering 

refers to the state in which the human resources professional is 

linked and a ligned with the line organisation for the design, 

development and implementation of organisational strategic 

objectives and initiatives. In this definition, an objective re fers 

t o a long range goal of the organisation, while initiative refers to 

the organisation achieving a competitive advantage through strategic 

actions. 
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The distinction between linkage and alignment is also worthy of 

note. Peters (1988:152) states that many of the existing human 

resources programmes that we work with are readily aligned with the 

needs of the organisation in that they fulfil the goals of retaining 

and motivating the workforce . However, all these programmes have 

typically been implemented on a reactive level in response to 

serious personnel problems , escalating costs , low productivity, or 

an executive dictum . As opposed to this state, linkage is the 

degree to which the human resources professional is pro- actively 

involved in the design and development of the organisation 's 

strategic initiatives and its attempt to achieve competitive 

advantage. In playing an active role in the formulation of the 

organisation ' s strategic objectives and initiatives , pro-active 

actions are ultimately achieved. 

2.2.4 Conclusion 

In this chapter , the definitions of various forms of planning have 

been examined . The changing role of the human resources 

practitioner has also been analysed in the light of the changing 

environment in which organisations must function, and the resultant 

demands on the human resources practitioner highlighted . 

It is within these parameters of a workable definition of strategic 

human resources planning and the pro-active role to be played by the 

human resources practitioner that a strategic human resources plan 

can be designed and implemented . 

To enable the human resources practitioner in Nedlloyd Lines SA to 

design and implement a s upportive , business-driven strategic human 

resources plan , a full understanding of the following issues should 

be gained: the company 's business today and in the future; the 

drivers of the company's economic success; strategies and plans in 

the areas of product, market and finance; and the organisation's 

strengths and weaknesses. 
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Gaining acceptance and the s t atus of strategic partner requires of 

the human resources practitioner the ability to get involved in the 

business , contribute value and continually demonstrate competence in 

all related human resources issues . 

I 
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CHAPTER 3 

DEVELOPMENT OF A FRAMEWORK FOR STRATEGIC HUMAN RESOURCES 
PLANNING 

3.1 I NTRODUCTION 

Writers have consistently pointed out that a human resources 

management system that is integrated with the strategic planning of 

the organisation and provides for a systematic deve lopment of 

personnel can be very beneficial to the overal l performance of the 

organisation (G a tewood & Rockmore , 1986:81) . 

In such a business- driven environment, the human resources function 

becomes an active participant in conceptualising corporate strategy 

and developing in t egrated plans that focus on the future of the 

business. This moves human resources activities from the practice 

of reacting to line management requests to a more pro- acti ve mode of 

operation . Organisational requests are identified and planned for 

as part of the corporate planning process . The human resources 

function can then clear ly identify and pierce through key issues 

facing business and provide constant , informed decisionmaking 

(Nakani shi , 1991 : 108 ) . 

The distinction between operating in a request- dri ven versus a 

business- driven environment is important to understand if human 

resources professionals are to contribute at the strategic partner 

level. It shapes the nature of their contribution , the ability to 

effectively implement plans and the ability to add integrated , well 

considered value to the business (Nakanishi, 1991:108) . 

Of the many actions required to shift towards a business-driven 

environment, the two most significant are the ability to develop 

human resources strategies and plans that support business success, 

and the capabi lity to implement these plans . 
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3.2 OBJECTIVES OF A HUMAN RESOURCES PLAN 

The objective of a human resources plan is to provide . focus and to 

support the direction of the business (Nakanishi , 1991 : 108). Three 

components are liste d as being critical to th is process : 

(i) The human resources plan must tie to the corporate strategies 

and address external factors that will affect business 

success . 

(ii) It must have concise goals and objectives that bring these 

human resources strategies to fruition. 

(iii) The human resources department must understand and plan 

implementation of these goals . 

Gatewood & Rockmore (1986:82 ) state that it is generally agreed 
1
by 

those working in this area that to accomplish the integration of 

human resources management with the strategic planning and general 

management of the business, the human resources programme must 

accomplish the following five objectives: 

( i) Link the strategic plans of the business , at the time of 

their development, to human resources plans . 

(ii) Assess the human resources demand created by the business 

plans in terms of types of jobs and numbers of indivi duals 

needed. 

(iii) Assess the human resources supply and the relevant skills 

levels currently available . 

( iv) Compare the findings of human resources demand and supp ly 

analyses to determine the discrepancy between them . 

(v) Provi de methods for systematically developing the needed 

skills in present employees to reduce the identified 

discrepancy. 
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Human resources specialists have, however, encountered problems in 

developing and implementing actual human resources programmes to 

accomplish these general object i ves . Complex technical and 

operational questions must be investigated such a s the capability of 

present employees to move into future job assignments , and the 

structure and desired content of training and development programmes 

to ensure necessary future work skills . 

3.3 THEORETICAL APPROACHES TO STRATEGIC HUMAN RESOURCES PLANNING 

3.3.l A market-oriented approach 

Cassell, et al (1985:16) state that , in order to accomplish a 

linkage between s trategic business plans and human resources plans, 

human resource s planners need a framework for understanding the 

interaction of'. the product market , economic condit ions, strategic 

planning and the economic use and allocation of the organisation's 

labour force . 

In order to understand this approach to human resources , it is 

instructive to review the history of the finance function. Today, 

the finance group's function is one of generating an array of 

investment alternatives , both internal and external, and a set of 

decision rules for guiding choice amongst t hose alternatives on the 

basis of cost effectiveness or net advantage . 

Historically , however, the finance function was reactive, real time, 

subordinate, and primarily accounting-oriented. The modern view of 

finance as a contributor to the bottom line owes much to the 

acceptance that money has time value, and that if one makes an 

improper allocation of funds, one incurs opportunity costs. 

Similarly, human resources are also economic resources, and the 

choi ce of a human resources strategy that is inappropriate to the 

needs of the organisatio0 can also generate opportunity costs. 

Therefore, just as investment opportunities can be arrayed on a 
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scale such as cost effectiveness or net advantage, so too can the 

human resources of the firm. 

The logic of strategically-oriented human resources management thus 

rests on four propositions: 

(i) The demand for labour is derived from the products or 

services of the organisation 

(ii) The organisation's strategic business plan forecasts market 

demand for products and services, and provides the 

information necessary to forecast the demand for labour, 

years in advance . 

( iii) This forecasted labour demand can be filled either by tapping 

the human resources currently employed in the organisation, 

or by resorting to the labour market external to the 

organisation. 

( iv) Forecasting demand from the strategic business plan provides 

the lead time necessary to produce an internal labour force 

competiti ve with external labour market options , and provides 

a wide array of choice to management. 

In this approach, strategic human resources planning is a 

market- oriented concept in which people and their skills are v iewed 

as economic aggregates for planning and development purposes, and 

simultaneously as small groups and individuals for purposes of 

reward, motivation and effective performance. This is consistent 

with a top management perspective that is accustomed to making 

decisions regarding the availability and allocation of physical and 

financial resources, while simultaneously taking note of the market 

and the bottom line of the business. 

In order to create a strategic plan for the human resources function 

on the basis of this framework, one should first identify the human 

resources issues that pose strategic choices for the firm. Such 

issues may be derived from the business plan through a process which 
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Cassell, et al (1985 :24) refer to as "translation" , or may be 

externally identified through the process of environmental scanning. 

3.3.1.1 From the strategic business plan to human resources 

Each of the strategic options of an organisation's business plan has 

implications with respect to such issues as the quality and quantity 

of manpower required, the geographic location of appropriate persons 

in the internal labour market, employee morale, motivation , labour 

relations and legal requirements, orgartisation design and 

productivity. Reading these implications from the strategic 

business plan constitutes the process of translation . 

3.3.1.2 From human resources to the strategic business plan 

Common to both strategic planning and human resources planning is 

the environmental scan. Typically, the business planner views the 

environment from the aspect of business opportunity as reflected in 

such factors as the cost of capital , inflation trends , changes in 

demographic characteristics , shifts in the balance of trade , 

political and social movements, and legal considerat ions. The human 

resources implications of these forecasts are rarely identified or 

reconcil ed wi th their bus iness implications. Timely access to the 

strategic planning process by human resources specialists with a 

human resources forecast for the same period would allow the 

opportunity for the correction of potential errors in the human 

resources assumptions in the business plans of the organisation. 

A primary requirement for strategic human resources planning using 

this framework is the existence of a strong business planning 

process in the organisation. This implies that the organisation is 

already sensitive to the need for forecasting opportunities and 

obstacles in product markets , and is accustomed to allocating 

resources in a manner that will capitilise on that knowledge. 

Strategic human resources planning then is an extension of that 

process, whereby another capital resource is allocated, and the 

mismanagement of which may also lead to opportunity costs. 
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3.3.2 A strategic theory of human resources managemen_t growth and 
development 

As organisations grow and develop, their human resources management 

needs change. If human resources management is to be effective, it 

must respond to and grow with the organisation; an external fit of 

human resources management systems to the organisation must be 

maintained . Simultaneously, the internal components of human 

resources management programmes, systems and practices must be 

efficiently organised so that they support each other. The approach 

of Meshoulam & Baird (1987:485) is built on the concepts of both 

external and i nternal fit. 

It is generally agreed that organisations grow and develop in 

predictable stages. Me shoulam & Baird ( 1987: 485) have identified 

five stages of organisational development. 

these s t ages is presented in figure 3 . 1 . 

A brief description of 

Maintaining a fit between human resource s management and the 

organisation stage of development is the first requirement for 

success. The second requirement is that the many internal 

components should s upport and "fit" each other . These authors have 

identified six internal , strategic components of human resources 

management which must support each other : management awareness, 

management of the human resources function, portfolio of programmes, 

information technology , personnel skills, and awareness of the 

internal and externa l environment. The second fit is achieved when 

these internal strat egic components are all in the same stage of 

development. 

In order for human resources management to be responsive to business 

strategy, these internal and external components must be aligned 

with and support each other. 

If human resources professionals are to successfully meet the modern 

day challenges of their function, they have to acquire the dual 

skills of doing things right, and doing the right things. They can 

no longer afford t o be reactive in terms of their organisation's 

needs, but require an understanding of the direction and future 



- 30 -

FIGURE 3.1 STAGES OF HUMAN RESOURCES MANAGEMENT 

STAGE I INITIATION 

Stage One is characterised by start up, entrepre­
neurship, and founder management. To manage human 
resources , the organisation will need to develop 
systems for general recordkeeping , recruiting and 
compensation . 

STAGE II FUNCTIONAL GROWTH 

Stage Two is characterised by technical specialisation, 
growth in functional areas, expanded product lines and 
markets, and added formality in structure and process. 
At this stage, human resources management must be 
proficient in finding the right people to sustain 
growth and training them to do the emerging jobs in t~e 
organisation. 

STAGE III CONTROLLED GROWTH 

Stage Three i s characterised by professional 
management, scarce resources , new acquisitions , and 
diversified product 1 ines. Competition for resources 
grows stiffer and pressure increases on all areas, 
including human resources, to control investment. 

STAGE IV FUNCTIONAL INTEGRATION 

Stage Four is characterised by diversification , decen­
tralisation , product groups or di visions, and project 
management . The focus is on decentralisation and inte­
gration within functions. The organisation needs to 
develop effective planning systems and integrating 
methods for its various activities . Human resources 
management at this phase is oriented towards co­
ordinat_ing and integrating the subfunctions of 
personnel such as training, compensation, and recruit­
ing. 

STAGE V STRATEGIC INTEGRATION 

In this stage the focus is on flexibility , adaptability 
and cross functional integration . It is characterised 
by team action, strategic management, highly developed 
moni taring capabilities, and increased responsiveness 
to the environment . 

I 
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needs of the organisation. They therefore require new perspectives , 

starting with an understanding of the organisation . Meshoulam & 

Baird (1987 :486) have the following recommendations in terms of 

their model of internal and external fit: 

3.3.2.1 Doing the right things - the external fit 

( i) Human resources professionals should understand the current 

and anticipated future organisation stages of development, and 

respond with appropriate human resources management 

techni ques . . This re qui res that the organisation ' s needs be 

proactively identified and anticipated , and that appropriate 

management systems be implemented . Human resources 

professionals should also recognise that different units 

withi n an organisation may be at different stages of 

development , and that a flexible approach may be required. 

(ii) Human resources management should be developed through the 

stages , with each stage being built on the foundation of the 

previous stages. While there may be pressure to develop 

sophisticated strategic programmes, appropriate to higher 

development stages, these will not be successful if the 

earlier stages are not in place . Ideally, human resources 

management should proactively lead the organisation into 

higher stages at the appropriate level of development . 

( iii) The basics should be reviewed. Once implemented, the basic 

systems do not always remain useful , and may need revision to 

match market conditions . In addition , the basics needed for 

organisations at the latter stages of development differ from 

those originally implemented , and are viewed from a different 

perspective. In this respect , systems and programmes such as 

compensation , job grading and classification , and career 

planning are pertinent examples. 
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3.3.2 .2 Doing thi ngs right - managi ng t he i nternal fit 

Once the appropriate human resources management response to busi ness 

strategy is identified, efficient results must be delivered: 

(i) A balanced profile must be maintained . It is not enough that 

human resources programmes are based on business needs . All 

of the strategic components must support each other. 

( ii ) All components of the system should be managed , rather than 

just the programmes . Human resources management entails the 

management of many components to produce business results. 

The failure of any si ngl e programme to produce the desired 

results may not be the fault of the programme itself, but 

rather it may have been developed for a stage beyond the 

ability of the managers to use it or the information system's 

ability to support it. The focus should thus be on all 

relevant components and their interrelationships. 

( iii) Most human resources profes~ionals are more competent i n one 

area of expertise than another . Therefore, faced with 

failure or inefficiency due to an unbalanced human resources 

management profile, the tendency is to improve what is 

already done well , rather than assessing the areas of 

weakness and investing in the critical components wh ich are 

lagging and acting as constraints. 

In this ap·proach, we see that as organisations develop, and our 

economy shifts from being industrially based, to being service , 

technology , and information based , so the contribution of the human 

resources specialist must change . Responding retroactively to 

business pressures will not suffice; human resources management 

must understand the changing organisation , and anticipate and 

pr epare for the future needs of management. 
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a key link in business and human 

Peters (1988 :152) refers to the concept of strategic partnering as 

the state in which the human resources professional is linked and 

aligned with the line organisation for the design, development and 

implementation of organisational strategic objectives and ini ti a -

tives . In this stage , the human resour ces professional is not 

reacting to problems or executive dictums , but is instead playing an 

active role in the formulation of the organisation's strategic and 

tactical planning . As a result , proactive acti ans are achieved , 

focussed on achievi ng a state where human resources programmes are 

fully congruent with the organisation 's strategic objectives and 

initiatives. 

The human resources profession has created a number of models to 

graphically portray the human resources planning process . None , 

according t o Peters ( 1988 : 155) indicate the primacy of staffing as 

the principal lever for the human resources professional to 

establish a strategic partnership with line management. To this 

end , he proposes an open model system , which views all organisa­

tional form s as having basic dimensions that include input , 

throughput, output and feedba ck . 

In this organisational paradigm, the input mechanism is composed of 

the Mckinsey 7S mode l which comprises strategy, skil ls , shared 

values, systems , staffing , structure and style. These character-

istics ar~ inputted in all organisations to achieve specific 

strategic objectives . In the throughput dimension of the model , to 

transform the energy provided by the 7S's , the organisation will 

perform specific activities necessary to compete in their industry . 

These activities include inbound logistics , operations functions , 

outbound logistics, marketing and sales, and service functions. By 

performing the throughput acti vi ti es adequately , the organisa tion 

wi 11 produce a positive margin, which serves as feedback to the 

input dimension. Dep~nding on the degree of margin, the 

organisation will re-energise, adapt to its environment, and 

continue or d iscontinue the cycle (Peters, 1988:156). 
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Using this approach, the primary input function of human resources 

management is staffing , such that the organisation has the right 

people for the right jobs at the right time . Given this input, 

human resources management is then responsible for the design and 

implementation of development, appraisal and reward systems to 

transform this input according to the needs of the organisation . To 

measure the degree to which the objectives are accomplished, an 

array of feedback mechanisms are employed , and are referred to as 

human resources accounting . 

This framework of the human resources management function 

illustrates the primacy of the staffing dimension, and establishes a 

set of implications: 

(i) St affing precedes developme nt: 

The most sophisticated, comprehensive development sys tem is 

useless unless the people being developed are the right 

people. 

(ii) Staffi ng pr e c edes rewards : 

A reward system that doe s not allow the organisai:ion to 

attract and retain the right people, in terms of its 

needs, will relegate the organisation to strategic 

mediocrity. The s taffing configuration that is s upporti ve 

and congruent with the strategic needs of the organisation 

should de termine the reward system employed . 

(iii) Staffi ng pre cedes appraisal : 

Many organisations go through continuous evaluations and 

changes in the appraisal process . Most of these changes are 

in response to the organisation's dissatisfaction with the 

process , or the system's inability to drive the organisation 

to greater levels of productivity. Rather than consistently 

change the system, the prime efforts of the human resources 

profess ional would be better devote d to staffing the organi­

sation , initially , with the appropriate level of staff . 
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3.4 PRACTICAL FRAMEWORK FOR IMPLEMENTATION OF STRATEGIC HUMAN 
RESOURCES PLANNING 

Al though many theoretical models of human resources planning have 

been develope d and proposed, there is less empirical knowl edge about 

the actual practices of organisations , the extent to which the 

prescriptive models are used , or the benefits of such planning 

(Nkomo, 1986:71). Many ideas about the best practices in human re­

sources management have often met the fate of either being adopted 

by only a small proportion of organisations ; being discontinued 

after a few years ' us e; or being adopted merely as a "paper 

phenomenon" . 

In actual case s tudie s encountered in literature , the practical 

approaches followed in the implementation of a strategic human 

resources planning proces s in several organisations were studied . 

Angle , et al (1985:60) describe the process as implemented in 3M . An 

attempt was made to cr eate a strategic partnership between line 

management and the human resources 'management , since it was realised 

that specific changes were needed if human re s ources management was 

to be more than an afterthought in the strategic planning process . 

The strategy employed can be summe d up with two statements : Getting 

human re s ources manage r s to think more l i ke line managers , and 

getting line managers to think more like human resources practi ­

tioners . The overall programme consisted of four main thrusts: 

(i) Professionalisation within human resources management: 

Seminar and reading programmes were initiated to expose human 

re s ources managers to a wide range of functional skills 

across the human resources field , in order to give them a 

view of human resources i n its total ity r ather than as a 

narrow speciali sation . 
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(ii) Development of line managers: 

(iii) 

A concerted effort was made to educate 1 ine managers in 

human resources skills . The input materi a l for . these 

trai ning sessions was obtained through the studies of an 

ad- hoc task force . 

Integration of line and human resources management: 

An attempt was made to achieve better integration of line 

and human resources management , in part by sensitising 

managers to the changes taking place around them in the 

workplace. To this end , regular employee surveys were 

conducted to discern important differences i n employees in 

different divisions and income levels , and to highlight any 

special concerns of employee groups . 

(iv) Reconfi guration of the human resources organisation: 

Finally organisational changes were made in human resources 

management , in that the centralised structure was altered 

and human resources staff became members of the operating 

units at divisional level . Simultaneously , they remained a 

part of the human resources organisation , thus also enabling 

the organisation to provide a comprehensive career path 

within the human resources field . 

At the Lockheed Corporation , human resources planning , as described 

i n the article by Marshall - Mies , et al (1985 : 38) , is viewed as a 

functional planning process, and human resources needs and 

strategies are measured against business objectives . Corporate 

management provides an outline for developing f unctional plans to 

the operating companies, which may include missions and ob j ect i ves , 

situational assessment , staffing issues , major iss ue s fa c ing the 

company, implementati on of strategies , r esources required , and 

cont i ngency plans. Inf ormation i s then provided from the var ious 

operating companie s t o corporate management f or overall planni ng for 

t he entire company . 
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The objectives of human resources planning at Lockheed Corporation 

include the following : 

( i) To create a meaningful dialogue between the human resource 

organisation and general management . 

(ii ) To create an understanding and appreciation of the 

interrelationship between pla~ned business activities and 

•· support requirements . 

(iii) To evaluate functional plans against strategic directions . 

Human resources planning , in this context , is considered effective 

to the extent that general management uses and requires the 

information gathered at both corporate and company levels. The 

success of human resources planning , which is more content- than 

format-oriented, can be measured by the extent to which it accom­

plishes the alignment and s upport of business requirements , thus 

enabling companies to meet their strategic plans. 

At People's Bank (Co leman, et al . , 1986:40) , changes in the business 

environment required the institution to become market-dr iven rather 

than product-driven. Management realised that developing new 

business objectives was, in itself, not enough . Although a 

carefully developed strategic and tactical bu$iness planning process 

was in place , without the right people to implement business plans 

the most we ll -conceived strategy would fail . People's Bank used 

human resources planning to align all of its human resources and 

organisational elements in support of its business objectives. 

As a first step , it analysed its current situation to determine what 

changes were needed in structure , management process, people , and 

culture of the bank in order to support its growth and its market-

driven approach . 

implemented . 

To this end , a human resources planning audit was 
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Following the audit, the bank generated a series of action plans to 

address specific needs that were identified. The organisational 

structure was decentralised, reducing the number of organisational 

levels, creating new management positions, and enabling greater 

delegation of authority . 

Strategies were developed for identifying internal management 

talent, with i ndi vidual biographies and work records being reviewed 

by a group consisting of members of top management. A human 

resources management audit was performed , and from the results , 

areas that required at ten ti on , such as performance management and 

appraisal systems, received action plans . Whenever possible, 

individual performance goals were linked to corporate and business 

objectives. 

The most important outcome of the audit was a framework for linking 

human resources planning with business planning . The linki ng of 

human resources planning to the bank's corporate planning process 

wa s accomplished by closely synchronising human resources 

information gathering and input , with the corporate planning 

calendar . In addition , both human resources and department managers 

are account able for various components of the human resources 

planning process . 

3.5 HUMAN RESOURCES PLANNING MODELS VERSUS REALITY 

It has been found in literature that the human resources activities 

implemented in organisations varied considerably from theoretical 

frameworks and from one another in terms of their scope and 

specificity (Marshall-Mies, 1985: 40). These findings suggest that 

there is no single best or comprehensive approach to human resources 

planning . In addition , these discrepancies may be attributed to 

such factors as the highly individualistic orientation of each 

organisation, and the diversity in their goals, ob j ectives and 

structural composition. 



- 39 -

3.6 DEVELOPMENT OF A STRATEGIC HUMAN RESOURCES PLANNING 
FRAMEWORK 

Human resources planning at the strategic level must actively define 

the people requirements and organisational implications of business 

strategies (Nakanishi , 1991:109). However, specific steps should be 

followed if human resources planning is to be effectively 

implemented within an organisation. 

framework has been developed: 

(a) Testing the waters 

To this end, the following 

One of the first critical steps in human resources planning is to 

assess t he company's prevailing practices and attitudes towards such 

planning (Hennecke, 1984:25 ) . 

taken: 

(i) Top management s uppor t : 

The following soundings should be 

Securing the commitment of high- level decisionmakers should 

be the first order of business . Since the typical human 

resources department has too little influence to drive a 

comprehensive planning effort alone, a "people-planning" 

system wi ll be doomed without the support of top management. 

(ii) Corporate strategy and strategic business objectives: 

As the business develops its future plans and direction, each 

business function should design plans and objectives to 

support thi s direction . The human resources plan should 

understand and identify those issues that will re-inforce, or 

detract from, the attainment of both the corporate and 

functional strategies. 

Without an understanding of the organisation's strategic 

plans on both corporate and functional level, a system 

designed to predict and satisfy the company's human resources 

needs will ultimately be unsuccessful . At the same time , the 
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strategic choices of an organisation will be constrained by 

the quality and quantity of its current human resources or 

those available in the external labour market (Nkomo, 

1988: 68). The human resources forecast may reveal factors 

that influence the desirability or feasibility of certain 

corporate goals and the probability of achieving those goals . 

(iii) Life- cycle diagnosis: 

An organis~tional assessment should include a life-cycle 

diagnosis of the organisation. The challenge is to relate 

human resources needs to the appropriate development phase of 

the organisation (Hennecke , 1984:29). If the organisation 

is expected to move into a different phase of development 

within the next several years, the people and skills required 

for that period should be developed at an early stage . 

(b) Envi ronmental analysis 

This step entails the systematic identification and analysis of the 

key trends and forces in the external environment which have a 

potential impact on the management of an organisation's human 

resources . Changes taking place in the technological , economic , 

sociocultural , legal / regulatory and labour market environment must 

be monitored for thei r impact on human resources policies and 

programmes. If strategic human resources planning is to play a 

proactive role i n the pl anning process, a human resource- oriented 

environmental scanning system becomes essential (Nkomo , 1988:68) . 

In order to effectively link the results of the analysis to 

strategic human resources 

regarding the potential 

planning, questions shoul d be addre s sed 

impact of the environmental changes 

identified on human resources policies and on current and proposed 

organisation objectives and strategies. 
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(c) I nternal human resources analysis 

This step involves a micro analysis of the current number of 

employees, their job- related skills , demographic composition , 

performance levels, potential performance and work attitudes. Such 

an analysi s can help to identify current human resources strengths 

and weaknesses, and forms a baseline of human resources capabilities 

which would be available for future organisational requirements 

(Nkomo, 1988:69) . 

The analysis should also include historical trends and other data , 

such as patterns of attrition in the organisation; average 

retirement ages; and the projected losses of criti ca l management 

talent to competitors . 

(d) Strategic human resources i ssues 

The results of the environmental analysis will provide an indication 

of human resources t hreats and opportunities for the organisation . 

Similarly, the internal human resources analysis provides insight 

into the human resources strengths and weaknesses of the company . 

These findings should now be considered in conjunction with the 

analysis of business objectives and strategies to generate strategic 

human resources objectives and strategies. 

(e) Determini ng personnel requirements 

Several factors should be considered when determining human 

resources requirements. The demand for the organisation's product 

or service is paramount. Thus a factor such as the sales output of 

the organisation is projected first, whereafter the manpower 

required to maintain this volume of output must be determined. In 

addition to this basic projection , several other fa ctors shoul d be 

considered , such as the projected turnover of personnel , the qua l ity 

and nature of the organisation ' s employees, decisions to upgrade the 

quality of products and services, and t he fina ncial re s ources 

available for staffing requirements (Dessler , 1984 : 113). 
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Strategic planning leads to production and sales objectives: 

determining the demand created by those objectives is largely a 

matter of forecasting (Scarpello & Ledvinka, 1988 : 22 5) Forecasting 

methods may range from subjective technique s such as the De lphi 

method to mathematical models such as regression analysis and time 

series analysis (Scarpello & Le dvinka , 1988:237). 

(f) Projecting the shortfall 

At this point, the future gaps in the company 's management structure . 

and workforce requirement s can be project ed. 

The design of a human resources planning system should reflect the 

organisation's fu t ure management and s t affing needs as well as its 

current requirements. A typical approach , however , is to design t he 

sys t em first and t hereaft er attempt to impose its constraints , upon 

the organisation . This approach has become a leading contributor to 

t he failure of many planning efforts (Hennecke , 1984 : 30 ) . 

{g) Planning and implementing human resources strategies and 
programmes 

In order to implement human resources strategies, a set of specific 

goals and acti ons must be i dentified . These goals shoul d i nc l ude 

all major activities and should i ncorporate answers to the following 

issues: 

The actions which should be taken to achieve each strat egy; 

Those who wi l l be involved in and accountable for each action; 

A time frame for the completion of each goal; 

The priorities for accomplishing each goal. 

After specific goals are established for each strategy, a further 

key issue to be addressed is whether the strategy will be 

implemented in a manner that supports the business direction if each 

of the goals were achieved . 

Human resources functional programmes which require attention in the 

implementat ion of strateg·ic human resources planning include the 

following: 
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(i) Recruitment: 

While developing lower level managers is one way to overcome a 

projected management shortfall in the plans of the 

organisation, recruitment of required talent is also a 

necessity. Most human resources strategists recognise the 

need to de velop talented individuals internally , and to 

recruit externally . Although there is a tendency in companies 

to view external recruiting as a sign of poor human resources 

planning , organisations should be willing t o bring new ideas 

into the management "mix" through the recruitment of outside 

talent (Hennecke, 1984 : 32). 

(ii) Training and development: 

One of the primary purposes of human resources planning is to 

develop people in accordance with the objectives and 

requiremen t s of the organisation . A number of approaches to 

management development can be utilised . These include: 

university-sponsored executive development programmes; 

cross- functional mobility , whereby individuals are rotated 

through s everal different positions to gain exposure to a 

wide array of organisational functions; and 

the cul tivat ion of mentoring relationships between older 

executi ve s and rising stars, the latter being recognised as 

a _good ,;ay to t ap into the "collective knowledge" of the 

company (Hennecke, 1984:31). 

(iii) As development and recruitment efforts come to fruition, the 

organisation may consider the formation of a "talent pool". 

Managing a talent pool presents a challenge, and inevitably 

questions arise regarding the visibility which should be 

given the talent pool in the organisation; selection 

criteria for its members when suitable vacanci es occur; and 

the optimal utilisation of talent pool members in the interim 

between their development and placement in a position in the 

organisation. 
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Such questions should be addressed at an early stage in the 

human resources planning process, and appropriate policies 

and procedures should be determined . 

The result of human resources planning activities , 

projections and efforts to recruit and develop high potential 

employees is a succession plan, whereby qualifi ed individuals 

wi ll be ready and available to occupy vacancies as they 

occur , or as new posit ions are created . Succession planning 

differs from replacement planning in that t he latter merely 

tries to identify potential replacements for people in jobs 

that already exist in the organisation. Succession planning 

goes a step further by considering the organisa- tion's 

overal l strategic plans and trying to anticipate its future 

needs . The result is that some individuals may be groomed for 

certain potential positions before those positions actually 

exist (Hennecke , 1984:25). 

{ i } Evaluation of the system 

Evalua ting and revising the stra tegic human resources planning 

effort i s the final formal step in the process . However, the 

process should be evaluated continually in order that adjustments 

can be made timeously if weaknesses are uncovered in systems and 

policies . 

Measures which can be employed to evaluate a planning scheme are the 

following : 

(i) The number of qualified back-ups and replacements which are 

available for each key position in the organisation; 

(ii) Ratio of internal to external successor s: 

Once a human resources planning system is in pl ace , a drop can 

be expected in the riumber of positions filled from outside the 

organi s ation . However , as stated previously , the complete 

elimina tion of external recruitment should not become a goal . 
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(iii) Time required to f ill key positions : 

If suitably qualified can di dates cannot readily be found to 

fill key positions in the organisation , the assumption can be 

made that development programmes have not been designed 

according to organisational requirements , or that projections 

of future needs have been erroneous . 

(iv) If affirmative acti on issues were ini ti ally addressed as 

goals of the planning effort , the achievement of these goals 

become s another guage of the human resources plan's success. 

The major components of the strategic human resources 

planning process are shown in figure 3 . 2. 

3.7 CONCLUSION 

Paying close attention to all aspects of an "ideal" human resources 

planning system will ass ist the organisation in formulating a 

comprehensive approach to the utilisation of its human resources by 

integrating the three principle components of the workplace : the 

organisation , the work and the employees. 
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CHAPTER 4 

ANALYSIS AND RESULTS OF RESEARCH QUESTIONNAIRES 

4.1 INTRODUCTION 

In previous chapters of this document, several pertinent aspects of 

s t rategic human resources planning were discussed. The most 

important issues raised were the following: 

The strategic . human resources practitioner should play a more 

pro-active role in the plans and functioning of the 

organisation , and should be included in the strategic planning 

process from the outset ; 

Human resources management should be responsive to the business 

needs of the organisation . An external "fit" with the 

organisation should therefore be maintained. Simultaneously , 

the internal components of human resources management should 

support each other. 

The human resources practitioner should become 

partner to line management this implies the 

a strategic 

linkage and 

alignment of human resources to line management in the design, 

development and implementation of strategic objectives . 

Before a strategic human resources plan for Nedlloyd Lines SA was 

designed and developed , a questionnaire (Annexure A) was drawn up to 

investigate various aspects of planning within the organisation . 

In accordance with the issues discussed above , the questionnaire was 

designed to examine the following areas: 

the effectiveness of strategic planning activities in the 

organisation; 
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the role of human resources management in strategy formulation 

and strategy implementation; 

the s enior line management's view of the human re sources 

function; 

the degree to which respondents felt line management should be 

involved in strategic human resources planning; and 

the status of strategic human resources planning in Nedlloyd 

Lines SA. 

4.2 DISCUSSION OF FINDINGS 

4.2.l Prevalence of strategic planning activities and their overall 
effectiveness 

Seventy percent of the respondents indicated on points 1 and 2 of 

the scale that formal strategic planning acti vities are used to a 

great extent in the company. Seventy-fi ve percent judged it to be a 

satisfactory instrument for setting the direction of the local 

organisation . Respondents were equally divided in their reactions 

in rating the contribution of the strategic planning process to the 

overall performance of the organisation , with forty percent rating 

the contribution as more than moderately effective, and forty 

percent rating it as moderately effective. 

All twenty respondents agreed unanimously that strategic planning is 

required in the organisation. 

In question 4, nine points were listed as reasons for companies to 

become involved in a strategic planning process. When requested to 

prioritise the five most important reasons for Nedlloyd Lines SA to 

be involved in a strategic planning process, the results were as 

indicated in table 4.1: 
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TABLE 4.1 REASONS FOR STRATEGIC PLANNING 

ALTERNATIVES PRIORITY % 

The company has experienced rapid internal 
change . 

A turbulent , external environment 
necessitates strategic planning . 2 14 , 95 

Strategic planning is performed , 
on instruction , from Head Office . 

Increasing competition between (shipping) 
companies necessitates a form of strategic 
planning . 4 13,3 

The strategic planning process contributes 
towards a more participative management 
style withi n the company. 

Strategic planning will promote the growth 
and performance of the company. l 16 , 95 

A better informed and educated generation 
of management is emerging and exerting 
pressure for a more professional 
management approach. 5 2,65 

Strategic planning optimally allocates 
resources,in order to attain the business 
objectives of the organisation. 3 14 ,7 

Strategic planning focuses the attention of 
management on external threats and oppor-
tunities , and the internal strengths 
and weaknesses of the organisation, and 
promotes a satisfactory course of action . 
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Comments made by respondents supported the priori ties assigned to 

these points, and indicate that the strategic planning process is 

vital to the organisation , since it can promote the growth and 

performance of the company, ensure its survival i n a turbulent , 

competitive environment, and enable the optimal allocation of 

resources. 

The conclusion drawn from this section of the questionnaire i s that 

the strategic planning process in Nedlloyd Lines SA is considered to 

be a satisfactory direction-setting tool which i s well utilised by 

management . It woul d appear that certain steps should be taken to 

increase its effectiveness in contributing t o the overall 

performance of the organisation . In this regard, the comment should 

be made that restrictions are placed on the structure of the 

planning process by the Rotterdam-based Head Office this is 

considered by many managers to decrease the effectiveness of the 

planning activity for the local organisation. It also curtails 

involvement in the planning process to local head office managers 

only . 

The implications of these findings for thi s research are that a 

sound, satisfactory strategi c planning process exists in the 

organisation . A s t rategic human resources plan can thus be readily 

linked and a l igned to the overall strategic plan . 

4.2.2 The role of strategi c human resources management i n strategy 
formulation 

The respondents were requested to indicate whether five categories 

of human resources data are readily available , and the extent to 

which this data is used in strategy formu l ation. 

The results show that three types of data are available to strategy 

planners: 
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studies of manpower data in the externa l environment; 

an inventory of managerial talent and skills; and 

an inventory of specialist "shipping" skills . 

According to fifty - five percent of the respondents , the s e are not 

used to a great extent in strategy formulation . 

Fifty- three percent of the respondents indicated that forecast s of 

the inventory of future t alent , and succession plans for key 

management positions, are not available for use . 

Fifty-five percent of the respondents indicated that human resources 

data should be used to a great extent in strategy formulation, while 

thirty percent indicated tha t it should be utilised from a moderate 

to a great extent. 

These results indicate t hat there are more human resources data 

available than are actually utilised in the planning process. 

Comments made by respondents also indicate that not all of them are 

aware of the human resources data which could be utilised in the 

strategy formulation process . 

This implies that the design and development of a strategic human · 

resources plan for the organisation should encompass sound 

communication activities to ensure the understanding , acceptance and 

commitment of all levels of management to the process . Steps should 

also be taken to inform managers of the types of data available and 

the optimal utilisation of such data in their management functions. 

4.2 . 3 The role of human resources management in s t rategy 
i mplementati on 

In the third section of the questionnaire , respondents were 

requeste d to i ndicate t he extent to which human resources activities 

are used in t he strategy implementation phase in the organisat ion . 

Seven activities were evaluated. Respondents indicated that two of 

these activities are used readily: 
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(i) Identi fication of managerial characteristics to manage the 

organisation in the long term (60%); 

(ii) Doing performance appraisals to assess the ability of key 

personnel in carrying out strategic plans ( 50%). 

Four activities are not used to a great extent: 

( i) Modifying the reward system to drive managers towards long 

term strategic objectives: Forty-fi ve percent of the 

respondents indicated that this activity is not used at all in 

strategy implementation, while thirty percent reported a low 

utilisation rate. 

(ii ) Changing staffing patterns to help implement s trategies: 

Sixty-five percent of respondents indicated low usage of this 

activity. 

( iii ) Conducting de velopmen t programmes designed to support 

strategic changes: Sixty- five percent of the respondents rated 

thi s acti vity under points 1 and 2, indicating a very low 

level of utilisation. 

(iv) Conducting career plann i ng t o develop key personnel in line 

with strategic plan requirements: Eighty percent of the 

respondents rated the utilisa t ion of this activity to be low. 

Respondents were unanimous in their views on the matching of 

executives to strategic plans in order to implement strategy in the 

organisation. In this regard, the comment should be made, once 

again, that several respondents indicated their ignorance of the 

functions of the human resources department. 
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There was a large difference between the actual use of human 

resources activities, and the extent to which respondents felt they 

should be used in implementing strategies. Eighty percent of 

respondents indicated that all t he human resources activities should 

be greatly used in strategy implementation. 

As was the case with the section on the use of human resources data 

in strategy formulation , comments were made by some respondents that 

they are unaware of the functi ons and acti vities of the human 

resources department . 

In the design and development of a strategic human resources plan 

for the organisation , attention will therefore have to be given to 

making line management aware of the functions and activities of the 

human resources department . 

In addition, human resources programmes currently in use do not 

appear to be optimally implemented . As stated in an earlier 

chapter, the accelerated implementation of the new Nedlloyd 

strategy , and the continued quest for quality in the organisation 

requires employees with new, specialised skills. Human resources 

programmes should therefore be designed to attract , develop and 

motivate employees in accordance with s trategic objectives. The 

individual programme s should support one another internally. 

4.2.4 Senior line management's view of the human resources function 

Fifty perc~nt of the respondents saw the human resources 

practitioner as providing mostly operational services, while fifteen 

percent considered the human resources practitioner to be a provider 

of operational and strategic services. 

There was a large difference between these results, and the 

responses to the question on how line managers woul d wish to see the 

human resources practitioner utilised. On the latter question, 

sixty percent of the ~espondents felt that human resources 

practitioner should be used occasionally for operational services, 
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but more frequently for strategic services . Thirty- five percent of 

respondents felt that the human resources practitioner shoul d be 

used totally for strategic services . On the basis of these 

findings, the conclusion can be made that , until steps are taken to 

involve the human resources practitioner to a greater extent in 

strategic activities , the necessary linkage between human resources 

management and line management cannot be achieved. 

4.2.5 Involvement of line management in s t rategic human resources 
pl?-IlJling 

Sixty percent of the respondents indicated that line managers should 

be involved more than moderately in the formula tion and 

implementation of strategic human resources planning . 

percent felt they should be totally involved in thi s process. 

Thirty 

The implications of these findings are twofold: firstly , since no 

strategic human resources plan currently exists in the organisation , 

line managers will require awareness training to enable them to 

"think like human resources practitioners". Secondly , very little 

human resources- related training has been done in the organisation. 

Line managers have therefore had no forma l training in this area of 

management, and have obtained these skills through a process of 

trial and error . The latter point will also be clearly noted in the 

findings of a later s ection of the questionnaire . 

In order to implement a strategic human resources plan s uccessfully 

in the organisation, training and development programmes will have 

to be designed to cul tivate the required level of formal human 

resources skil ls in the l ine managers of the company . 
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4.2.6 Strategic human resources planning in Nedlloyd Lines SA 

In the final section of the questionnaire, questions were designed 

to test the following issues: 

the "fit" between the human resources practices and procedures 

in the organisation and t he growth and development of the 

company; 

the internal "fit" between t he human resources practices and 

procedures; 

the support of the Nedlloyd company culture for a strategic 

human resources plan ; 

the feasi bi 1 i ty of conducting an audit of the human resources 

management system ; 

whether the need exists to integrate the expectations of 

management and t he workforce in , the organisation; 

the perceived professionalism of the human resources function 

within the organisation ; 

the line management skills level in respect of their potential 

involvement in strategic human resources planning; 

whether 'the need exists to integrate line and human resources 

management more closely in order to implement strategic human 

resources planning. 

The results can be summarised as follows: 

Fifty-five percent of the responses indicated that the human 

resources practices and procedures are not in line with the 

growth and development of the company. Comments once again 

indicated that certain members of line management have 

insufficient knowledge of the human resources practices in the 

company. 
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Forty percent of the respondents indicated t hat the human 

resources practices do support one another internally , while 

forty percent indicated the contrary . In addition, one 

respondent formed a new "MAYBE" category , indicating that if he , 

as an office manager , was uncertain as to how to answer this 

question , the negative reflection on his knowledge of the 

procedures was a clear inditement of such procedures . 

Pertinent comments indicated that training and development 

programmes are inadequate due to insuffici ent allocation of 

financial resources . Compensation and fringe benefit programmes 

are also considered to be too poorly developed to attract and 

retain promising employees . 

Sixty percent of the respondents considered the company culture 

to be supporti ve of strategic human resources planning. One 

respondent indicat ed uncertainty in this regard , while the 

remaining thirty- five percent of respondents indicated that the 

company culture is not supportive of such planning activities. 

Ninety percent of respondents agreed that an audit of t he human 

resources management system should be performed to provide 

feedback on the component s thereof. In the analysis of these 

data, it was enlightening to find that the two respondents who 

felt strongly that such an audit was unnecessary comprised senior 

members of the management team. The implications of these 

findings · are , once again, that senior members of the management 

team have participated fully in the design and implementation of 

the original human resources procedures , and are familiar with 

all aspects of the practices. Less senior management team 

members and members of middle management are lacking in this 

knowledge . As stated previously, this factor requires attention 

in the design and development of a strategi c human resources 

plan. 
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All respondents felt the need to integrate the expectations of 

management and the workforce . Reasons given in individual 

comments were that the plans and objectives of the organisation 

would have a greater chance of being successfully implemented if 

the employees are fully aware of them, and have participated in a 

bottom-up approach towards the formulation of company plans and 

objectives. Methods suggested to achieve such integration are 

as the Nominal Group participative management 

Technique, and greater 

practices such 

communication between management and 

employees through internal company communication media. 

Seventy-five percent of the respondents rated the human resources 

department as sufficiently professional to institute strategic 

human resources planning. 

the following comments: 

Negative responses were supported by 

( i ) The human resources function was newly implemented in the 

company as recently as two years ago. As such, there is 

appreciation for the fact that human resources issues are 

receiving attention, but that the process is a slow one; 

( ii ) Human resources policies are controlled centrally from the 

local head office department. The function is not formally 

represented on a decentralised level at the branch offices; 

( iii) The human resources manager is considered to have too 

little discretion and freedom to act in terms of policies 

which are considered satisfactory by a few senior members 

of the management team , out irrelevant by the majority of 

line management. Comments indicate that respondents 

consider this to be an unsatisfactory situation and that 

the human resources practitioner should be given greater 

discretionary decisionmaking authority. 

(iv) The human resources manager is considered to have 

relatively little knowledge of the organisation's line of 

business. 
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The implications of these findings for the development and design of 

a strategic human resources plan are the following: 

(i) The human resources manager requires training and development 

in shipping-related issues to enable this manager to act as a 

strategic partner to line management; 

(ii) As stated in chapter 1, no expansion of the company in terms 

of staff numbers is currently permitted. Recruiting staff to 

act in the capacity of human resources administrators at 

branch office level is thus not a feasible option. An 

alternative manner in wh ich to decentralise human resources 

activities is to expose line management to training in human 

resources skills, and implement awareness programmes to 

communicate pertinent aspects of human resources policies and 

programmes to line management . 

( iii) The human resources manager should negotiate a new mandate to 

perform the necessary du t ies with more discretionary authority 

and independence . A possible solution to this problem is the 

formation of joint committees between line management and 

human resources management, whose function it would be to make 

mutuall y acceptable decisions on human resources policies , 

object ives and programmes. Parti ci pati on in such committees 

would increase line management commitment to the strategic 

human resouces planning process, and promote their knowledge 

and awareness of human resources programmes and activities. 

This analysis is closely related to the result of question 8 in 

which eighty-five percent of the respondents support closer 

integration of line and human resources management. 

Finally, eighty-five percent of the respondents considered line 

management to be insufficiently skilled in human resources issues to 

become successfully involved in strategic human resources planning . 

However, as stated earlier , they do support such involvement. This 

implies that formal training of line managers in human resources 
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skills is imperative. In addition, while the line managers are 

skilled in the industry-related skills and knowledge pertaining to 

their functions , management development training has not been done 

on a formal basis in the company . Management skills have therefore 

been acquired by tria l and error . An accelerated middle management 

development programme is recommended as solution to this situation . 

4.3 CONCLUSION 

Whether the human re sources component survives as a valuable and 

essential contribution to effective management will depend largely 

on the degree to wh ich it is integrated as a vital part of the 

planning sys tem in the Nedlloyd Lines organisation. The management 

of human resources should become an indispensable consideration in 

both strategy formulation and strategy implementation, in 

partnership with line management members . 
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CHAPTER 5 

5.1 THE DEVELOPMENT AND DESIGN OF A STRATEGIC HUMAN 
RESOURCES PLAN 

The analysis of the questionnaire , discussed in chapter 4, 

highlighted areas requiring attention in the design and development 

of a strategic human resources plan. 

These areas can be briefly summarised as follows: 

the need for strategic human resources planning was identified; 

there is a low level of awareness and knowledge of human 

resources functions and activities in the company ; 

a low rate of utilisation of human resources data in strategy 

formulation and implementation ; 

the human resources pract itioner is perceived to have inadequate 

knowledge of shippi ng processes and procedures; 

the human resources practitioner delivers services of an 

operational rather than strategic nature ; 

the greater involvement of line management in strategic human 

resource s planning was indicated as a requirement in the 

organisation; 

the training and development of human resources management 

skills in line management is vital; 

the expectations of line management and human resources 

management s houl d be integrated; 

t he nee d f or an audit of human resources management practices 

was i dentifi ed. 
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Therefore , i n order to implement strategic human resources plann ing 

successfully in the organisation , management of a change process 

will be require d. 

Hill (1987 : 6) s tates that any improvement process or change effort 

in an organisation can be broken into three distinct segments: 

(i) A diagnosis of the present state; 

(ii) A clear statement of the desired future state; 

(iii) A strategy for managing the transition from the present to 

the desired state . 

5.2 A STRATEGIC HUMAN RESOURCES PLAN FOR NEDLLOYD LINES SA 

In order to achieve this transition from the present to the desired 

state, the following actions should be executed: 

Action Step I Assess the current human resources status within 
the organi sation 

This is best achieved by means of a human resources management 

audit, undertaken to address the following areas of enquiry : 

The match between the human resources function and its internal 

and exter na l environment. 

The f it between the structures and policies of the human 

resource s f unction , and its tasks at the operational, managerial 

and strategic leve l . 

The fit between t he organisationa l processes of the human 

resource s funct ion (decisionmaking; 

tasks at the above l evels . 

communication) and its 
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How well the characteristics of the people who curr ently conduct 

the human resources function match the tasks , organisation 

design , processes, and emergent communication networks at the 

operational, management and strategic l evels respectively. 

The match between the human resources structure and other 

organisational components . 

Action Step II Develop a clear statement of changes required 
The desired future state 

The human resources audit will identify areas where the human 

resources function is not playing a sufficiently effective role in 

the strategic plan of the company , and where change is required. The 

desired future state should be clearly defined , and the three types 

of change which should be managed , identified: 

Technical changes 

The structural, process , and people changes required to ensure that 

the human resources function wi ll fit with the organisational goals. 

Political changes 

By moving into the strategic arena, the human resources practitioner 

must now bargain with senior members of the management team about 

new balances of influence and power: technical changes often result 

in the power bases of some people being decreased, while others are 

increased. There is thus inevitable potential political conflict 

which should be confronted and pro-acti vely planned for as a change 

component . 

Cultural changes 

The perception of the human resources function as a purely 

specialist domain will no longer carry the same val ue if technical 

changes towards a more strategic role do take place. New norms will 

emerge that tend to reinforce, and place a greater value on, a 

generalist, greater line management orientation within the human 

resources function, which focuses on managerial and strategic 

issues. 
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Develop a strategy for managing the . transition to 
new state of human resource management 

The first task will be for the human resources department t o clarify 

its own priorities on the basis of the audit's findings. 

Thereafter , on the basi s of the technical , political and cultural 

assessment of the whole organisation, the department will have to 

set its priorities for change, and develop a set of strategies for 

managing the transition . 

2. Obtain a mandate from senior management 

A new mandate should now be obtained from senior management team 

members concerning the human resources practitioner ' s role in the 

organisation . Clearly the support of top management is vital, as it 

would be political ly destructive for the human resources department 

to undertake a major change without a broad management mandate. 

The key here is to bring the need for change to top management' s 

attention, using the audit as the information base supporting the 

need for change . This data will highlight the problems of the 

"current state" and thus the need to move to the "desired state" . 

3. Obtain line management commitment and undertake required 
development programmes 

Once the scope of senior management 's mandate has been defined, the 

human resources practitioner should develop ways in which to manage 

the transition. It is suggested that to obtain line management 

commitment and involvement , task forces should be set up to deal 

with the different areas of change required. 
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4. Develop structures for working with line management in order to 
implement required changes 

Groundwork should be l a id with 1 i ne management who would have to 

deal with any changes in the human resources organisation 's 

operation . The following approaches are recommended : 

( i) Provide line management with summary feedback on the audit 

res ults; 

(ii) Provide feedback on plans to improve the human resources 

department's service to its users and upgrade communication 

on its activities to all line managers and staff members ; 

(iii) Design formal training and awareness programmes to develop 

and cu l tivate the human resources management skills of line 

management member s; 

(iv) Design accelerated on- the- job training sessions to expose the 

human resources prac t itioner to relevant business areas and 

upgrade this manager's knowledge and skills with regard to 

line management areas of expertise. 

In this manner integration of the line management and human 

resources department wil l be achieved. 

5. Implement a development plan for the human resources department 

To assist the human resources practitioner during the transition to 

f unct i oning on a strategic level , the pl an should follow the 

s equence indicated below : 

( i ) Define the human resources mission and ensuing strategies : 

An envi ronmental s canning and analysi s exercise a s described 

in chapter 3 should :be performed. An i nternal human resources 
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analysis should also be initiated utilising the skills and 

assistance of line management. The future gaps in the 

company 's management and workforce requirements can now be 

projected. 

The human resources practitioner should tie into the business 

strategic plan by providing the organisation's decisionmakers 

with quantitative data , obtained from environmental scanning 

and an internal analysis , on the current and fut ure human 

resources needs of the organisation . Thi s data should be 

provided to coincide with the relevant s tage of the business 

strategic plan . Human resource planning must therefore be 

implemented concurrently with the strategic planning cycle . 

The human resources department should maintain a strong 

market ing orientation to the multiple client and user groups 

within line management and among employee groups. A 

sensi ti vi ty should be cultivated on how best to meet client 

needs in the area of human r esources programmes . 

In the event of future expansion of the human resources 

department , key human resources staff should be involved at 

various levels of the strategic decisionmaking process in 

order to obtain their commitment to the process. Training 

should also be undertaken to ensure a balanced skills "mix" 

between human resources and business competencies . 

(ii) Define tasks and objectives: 

Data obtained from the environmental analysis and internal human 

resources analysis should now be considered in conjunction with the 

strategic business objectives and strategies to generate strategic 

human resources objectives. 
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A set of specific goals and actions can now be ident i fied i n or der 

to implement business and functional strategies in ter ms of staffing 

requirements , organisation design, processes and communication 

networks . 

Relevant human resources programmes which should be considered are 

recruitment, training and development programmes , performance 

appraisal and performance management, career planning and succession 

planning. 

(iii) Re - design formal structures: 

Human resources structures should be re- designed to form a structure 

that integrates and co- ordinates organisational resources and 

accomplishe s priority tasks . 

Action Step IV Design and 
measure the 
effort 

implement 
strategic 

an evaluation system to 
human resources planning 

Measures which can be used to achieve this goal are the following : 

the number of qualified replacements available for key 

positions; 

the ratio of internal to external successors ; 

time required to fill key positions; 

the achievement of affirmative action goals . 

The process described above is i 11 ustrated in figure 5 . 1. The 

description of the strategic human resources plan has been based on 

the recommendations of Hill (1987 :6-9). 
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FIGURE 5.1 THE DEVELOPMENT AND DESIGN OF A STRATEGIC 
HUMAN RESOURCES PLAN 
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- Provide feedback of audit results 
- Provide information on H.R. prograrrrres/activities 
- H.R. skills training for line managers 
- Industry skills training for H.R. practitioner 

- Environmental seaming 
- Internal H.R. analysis 
- Input fran business plan and strategic objectives 
- Input to strategic planning process 
- Project future staffing requirements 
- Formulate strategic H.R. objectives 
- Define tasks and action plans 
- Market H. R. services and prograrrrnes 

- Organisational structu."'e 
- Reward system 
- Staffing programres 
- Training and development prograrrrres 
- Fringe benefit programres 
- Career planning system 
- Succession planning 

- Qualified replacerrents 
- Ratio: internal/external successors 
- Achievement of training/developrent objectives 
- Attainment of affirmative action goals 
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5.3 CONCLUSION 

By implementing the steps proposed in thi s chapter , the needs 

identified in the research questionnaire , and summarised at the 

beginning of this chapter will be achieved. The main advantages 

envisaged as a result of implementation of this plan are the 

achievement of a strategic partnership between the line and human 

resources management functions and the implementation of strategic 

human resources planning to achieve a competitive advantage for the 

organisation . 
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CHAPTER 6 

RECOMMENDATIONS PERTAINING TO THE NEIii FOCUS ON STRATEGIC 
HUMAN RESOURCES PLANNING 

In this document , the design and development of a strategic human 

resources plan for Nedlloyd Lines SA was examined , and re'levant 

proposal s made . 

In conclusion , the foilowing recommendations are offered : 

1 . The organisation should shift its focus from quanti t ative 

thinking to more fundamental qualitati ve thinking . Much of the 

planning currently in operation can be described as extended 

budgeting . It is vital that the importance of changing 

demographic , technological and competitive trends , and the 

ensuing need for competent , effective and innovative people , 

which determine the long- term viability of the business , be 

recognised . 

2 . The organisation should re - examine the invo l vement of all 

levels of management in the planning process . Although senior 

management has recognised the importance and desirability of 

planning , the necessary action and involvement to complete the 

process and ensure its success is lacking. 

3. The organisation should extend its views on t he manpower 

planning process beyond the confines of balancing the supply 

and demand of business resources , and quantitative planning. 

The focus of attention should shift t o a more comprehensive 

view of the process , encompassing both the need t o forecast 

pers onne l r equirements, and t he pr ogr amme s t o deve lop and more 

effectively utili s e : human r esources t o the bes t long- term 

advant age of t he organisati on. 
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4. Greater attention should be payed to the impact of strategic 

human resources planning on the cost economics of the company. 

The tendency to focus management attention on financial 

management, cash flow analysis, and information system issues 

in order to marshall all corporate resources into optimising 

profits, is prevalent. In assessing all these areas, however, 

one of the most important and costly issues that has been 

overlooked is the controlling , effective utilisation and 

motivation of corporate human assets . Since salary costs , and 

the cost of .staff fringe benefit programmes are the heaviest 

contributor to company expenses, this area of planning deserves 

greater management attention. 

5. The centralised "top down" approach to human resources issues 

should be re-examined. One of the foundations of sound 

corporate planning is a s trong system of operational planning. 

Thus , once the broad parameters have been set, the managers of 

the branch offices should be allowed to demonstrate how they 

intend to go about prov iding their share of the action which 

wi 11 a chi eve the company's human resources objectives . It is 

recommended that the achievement of human resources goals be 

evaluated as a target output in the assessment of line 

managers' performance. 

6. Finally , the company should take a long, hard look at the 

status of human resources management in the company. An 

organlsation comprises a number of varying dimensions and 

systems. Every organisational dimension and system should be 

consistent with the strategy and all other organisational 

systems and dimensions. The integrity of the human resources 

function is at stake if it is not included in the formulation 

of overall corporate goals and objectives , and the strategy to 

be utilised in achieving such goals and objectives. 
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ANNEXURE A . 

Dear Respondent 

DISSERTATION: THE DESIGN AND DEVELOPMENT OF A STRATEGIC 
HUMAN RESOURCES PLAN FOR NEDLLOYD LINES SA 

Economic growth is of paramount importance to South Africa, and the 
pivot of al 1 economic development is human resources management. 
People, and how to match their needs with the imperatives of 
economic development , will dominate the macro environment of 
commerce and industry for the forseeable future . 

South Africa faces the prospect of a severe shortage of skilled , 
professional and managerial manpower. The key to economic develop­
ment on the macro level is thus the optimal utilisation of human 
resources and the establishment of a solid foundation of education 
and skills competence . On the micro level, business survival 
depends upon the availability of adequately trained, skilled 
manpower. 

The onus is thus on the private sector to meet the challenge of 
providing the training and developmental requirements to ensure an 
adequate supply of human resources to meet the goals of the 
organisation . This can only be achieved through systematic planning 
and the efficient execution of those plans . 

An effective human resources plan, if it is to meet the 
organisation 's long-term needs, should determine not only the future 
complement of personnel required to operate the business , but should 
also specify the knowledge , skills and competence needed to enable 
the organisation to meet its planning requirements, and programmes 
whereby such skills can be obtained. To achieve this goal , an 
effective human resources strategy should be integrated with the 
management strategy of the organisation. 

The Human Resources Manager is currently busy with a dissertation as 
the final requirement toward the finalisation of an MBA-degree . The 
purpose of ·this dissertation is to design and develop a strategic 
human resources plan for Nedlloyd Lines SA, in accordance with the 
overall strategic business plan of the company. As such , this plan 
is not intended solely as an academic project , but as a working 
document which can be put to use in the service of the organisation. 

The elements of the plan are: 

(a) The establishment of human resources objectives which support 
the business needs identified in the strategic business plan 
of the organisation; 

(b) The development of strategies for attaining these objectives; 
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' (c) The identification of policies a nd progr a mme s for the 
acquisition , utilisation , development and maintenance of human 
resources in the organisation . 

To assist us in the design of this plan , the input of managers 
within the organisation is valuable since we can then determine 
those elements of the plan which are vita l to this organisation. We 
therefore request your assistance with the completion of the 
attached questionnaire. To assist you in the completion of the 
questionnaire , an Appendix has been added in which definitions of 
"Strategic Planning" and "Strategic Human Planning" are given as 
guidance . 

Please return completed questionnaires to this department by 21 
October 1992. 

Thank you for your co-operation . 

Yours faithfully , 

S. WESSELS 
HUMAN RESOURCES MANAGER 
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BIOGRAPHICAL INFORMATION 

The following information is needed to help us with the statist i cal 
analysis of the data. All your responses wil l be treated 
confidentially. 

NAME 

DEPARTMENT/ 
BRANCH OFFICE 

DESIGNATION 
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QUESTIONNAIRE ON THE DEVELOPMENT AND DESIGN OF STRATEGIC 
HUMAN RESOURCES PLAN 

I. PREVALENCE OF STRATEGIC PLANNING ACTIVITIES AND THEIR 
OVERALL EFFECTIVENESS 

Please read the following questions and indicate your answer with a 
cross (x) in the appropri a te column . 

1 . Formal strategic pl anning activities are used to a great extent 
in NEDLLOYD LINES SA. 

l = strongly agree ; 2 = agree; 3 = di s agree ; 
4 = strongly disagree 

1 2 3 4 

2 . The business planning process employed in NEDLLOYD LINES SA 
is a satisfactory instrument for setting the di r ection of the 
loca l organisation . 

3. 

l = strongly agree; 2 = agree ; 3 = di s agree ; 
4 = strongly disagree 

1 2 3 4 

The s tra tegic planning process is effective in making a 
positive contribution to the overall performance of the (SAF) 
organi sat i on. 

l = more than moderately effect ive ; 2 = modera t e ly effec tive ; 
3 = less than moderately effective 

1 2 3 
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that companie s are 
Please prioritise 
LINES SA to be 

Listed · below are some of the reasons 
involved in a strategic planning process . 
the 5 most important reasons fo r NEDLLOYD 
involved in a strategic planning process. 

(i) The company has experienced rapi d internal 
change 

(ii) A turbulent , external environment necessitates 
strategic planning 

•iii) Strategic planning is performed, on instruction, 
from Head Office 

(iv) Increasing competition between (shipping) 
companies necessitates a form of strategic 
planning 

(v) The strategic planning process contributes 
towards a more participative management style 
within the company 

(v i ) Strategic planning will promote the growth and 
performance of the company 

(vii ) A better informed and educated generation of 
management is emerging and exerting pressure 
for a more profess ional management approach 

(viii) Strategic planni ng optimally allocate s 
resources in order to attain the business 
objectives of the organisation 

(ix) Strategic planning focuses the attention of 
management on ex ternal threats/opportunities , 
and the internal strengths and weaknesses of 
the organisation, and promotes a satisfactory 
course of action 

(x) Other 

--
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5. Is there a need for strategic planning in the organisation? 

YES NO 

5 .1 If your answer is "YES " please state your reasons in 
order of priority 

5 . 2 If your answer to the above is "NO" please sta t e your 
reasons in order of priority 
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II . THE ROLE OF HUMAN RESOURCES MANAGEMENT IN STRATEGY 
FORMULATION 

Listed below are five categories of human resources da t a which can 
be used as information t o assist planners in strategy formulation : 

1 . Please rate the extent to which these elements of human 
resources data are available and used by planners in NEDLLOYD 
in strategy formulation 

( i) Studies of manpower data 
in the environment exter-
nal to the organisation 

(ii) Inventory of managerial 
talent and skills 

(iii) Forecasts of inventory 
of future talent 

( i V) Inventory of specialist 
"shipping" skills 

(v) Succession plans for 
key management positions 

2 . Pleas e r ate the extent to 
which human resources 
data s houl d be util ised 
in stra tegy formu l a tion 

NOT 
AVAIL-
ABLE 

TO 
LITTLE/ 
NO EXTENT 

l 2 

AVAIL- NOT 
ABLE USED 

TO A 
MODERATE 
EXTENT 

3 4 

GREATLY 
USED 

TO A 
GREAT 
EXTENT 

5 
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III. THE ROLE OF HUMAN RESOURCES MANAGEMENT IN STRATEGY 
I MPLEMENTATION 

Listed below are seven types of human resource s activities 
considered potentially useful for the strategy implementation phase 
of planning 

1 . Please rate to what extent human resources activities are used 
in strategy implementation 

( i ) Matching executives to 
strategic plans 

(ii ) Identification of managerial 
characteristics to manage the 
organ i sation in the long term 

(iii) Modifying the reward system to 
dri ve managers towards long 
term s trategic objectives 

(iv) Changing staffing pat t erns to 
help implement strategies 

( V) Doing performance appraisal s 
t o assess the ability of key 
personne l in car rying out 
strategic plans 

(vi) Conduct i ng deve l opment 
programme s designed to support 
strategi c changes 

(vii) Conducting career planning to 
deve l op key personnel in line 
with stra tegic plan require-
ments 

NOT 
USED 

1 2 3 

GREATLY 
USED 

4 
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2 . Please rate to what ex t ent human resources activities should be 
use d i n strategy i mpl ementation 

( i ) Matching executives to 
strategic plans 

(ii) Identification of managerial 
characterist ic s to manage the 
organisation in the long term 

(ii i ) Modifying the reward system 
to drive managers towards 
long te:-m s trategi c 
objectives 

( i V) Changing staffing pa tterns 
to help implement s trategies 

( V) Doing performance appraisals 
to ass ess the ability of key 
personnel in carrying out 
strategic plans 

(vi) Conducting development 
programmes designed to support 
strategic changes 

(vii) Con~ucting career planning to 
develop key pers onnel in l i ne 
with s trategic plan re qui re-
ments 

SHOULD 
NOT BE 
USED 

1 2 3 

SHOULD 
BE 
GREATLY 
USED 

4 

2 .1 Pleas e motivate the reasons f or your responses under categor i es 
1 and 2 : 
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IV. SENIOR LINE MANAGEMENT VIEW OF HUMAN RESOURCES FUNCTION 

Please rate, on a scale of l to 5, your answers to the following 
questions . 

The exact descriptions of the scale numbers are given below the 
questions. 

1. To what extent do senior line managers in the 
organisation use the human resources practitioner 
for operational and strategic services 

2. Please rate the role you, as senior line 
management , believe human resources practitioner 
should play in t he organisation 

KEY 

l = Human Resources practitioner is only looked to for operational, 
day-to-day, services. 

2 = Human Resources practitioner is mostly looked to for operational 
services, but occasionally for strategic services 

3 = Human Resources practit i oner is l ooked to for operational and 
strategic services 

4 = Human Resources practitioner is looked to occasionally for 
operational but more frequently for strategic services 

5 = Human Resources practitioner is looked to totally for strategic 
services 
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v. INVOLVEMENT OF LINE MANAGEMENT 
RESOURCES PLANNING 

1. Please rate the extent to which 
you believe line managers should 
be involved in formulation and 
implementation of the human 
resources plan which emanates 
from the strategic business plan 
of the organisation 

IN STRATEGIC 

NOT 
INVOLVED 
AT ALL 

1 2 3 

HUMAN 

TOTALLY 
INVOLVED 

4 
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VI. STRATEGIC HUMAN RESOURCES PLANNI NG IN NEDLLOYD LINES SA 

1. Are the current NLL Human Resources pract i ces and pr ocedure s in 
line with the growth and development of the company? 

YES NO 

Please motivate your response 

2 . Do the Human Resources practices support one another internally 
(e . g . staffing , development , training , compensat i on , etc . ) 

YES NO 

Please motivate your answer 

3 . Is the NED LLOYD company culture supportive of strategic Human 
Resources management and planning? 

YES NO 
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4. Should an audit of the Human Resources management system be 
performed in order to provide data on the various components 
thereof? 

YES NO 

5 . Is there, in your opinion, a need to integrate the expectations 
of management and the workforce in the organisation? 

YES NO 

If YES , please comment on possible means to achieve this 

6 . Is there suffi c ient professionalism within the Human Resources 
Department to institute strategic Human Resources planning? 

YES NO 

Please motivate your answer 
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7 . Are line managers sufficiently skilled in human resources issues 
to become involved in strategic human resources planning? 

YES NO 

Please motivate your response 

8 . Is closer integration of line and human resources management 
needed in order to implement strategic human resources planning? 

YES NO 

If "YES" please comment on means to achieve th is : 

THANK YOU FOR YOUR TIME AND CO-OPERATION! 
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APPENDIX A 

In order to ensure common understanding of concepts by re_spondents 
while completing the questionnaire , definitions of strategic pl anning 
and strategic human resources planning are given below : 

1. DEFINITION OF STRATEGIC PLANNING 

Strategic planning examines relevant external and internal factors in 
the btusiness environment in relation to the current s ituation . 

Conclusions are then reached concerning business definition , 
and vision , strategic objectives , performance tar gets and 
plans . 

2. DEFINITION OF STRATEGIC HUMAN RESOURCES PLANNING 

mission 
action 

Strategic human resources planning can be defined as the process 
required to : 

(a) Establish human ~esources objectives which support the business 
needs identified in the organisation ' s strategic business plan; 

(b) Develop strategies for attaining these objectives ; 

(c) Identify policies and programme s for the acqu i sition , utilisa­
tion , development and maintenance of human re s ources within an 
organi s ation . 
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