

ANALYTIC PROCESS





1.   DATA TO COMPARE



1.1  Services Concerned with the Analytic Process:





	Besides the HRM/HRD Department, there are other services in the organization which are naturally concerned with the results of the manpower planning process and which can also contribute considerably to accuracy and effectiveness of these results.



	The FINANCE Department should provide the information on the probable changes in the budget for the forecasting period; or at least the most precise information possible concerning the budget for personnel for this period.



	The TECHNICAL services should validate the Base Indicators used and the scenarios chosen for the forecasting calculations.  They should also provide their proposals concerning the staff dimensioning.



	PERSONNEL Department should validate the parameters and their effect on the forecasts; and also comment on recruitment possibilities as a direct result of the personnel forecast results.



	The DECISION TEAM (Administrative Council, General Directorate, etc.) should also give their opinion on the scenarios chosen, and should provide an orientation on the way the personnel forecast analysis should be presented.





1.2  Data Comparisons:



		The data to be compared is:





RESULTS/DATA -------------> to compare with ----------------> ..........

��No. of persons to employ in each category of personnel each year of the forecasting period



Necessary staff budget in order to implement the personnel forecasts



The change of Base Indicators used for the forecast calculations



Recruitment possibilities and consequences as a result of the forecast�Summary of staff needs provided by the Technical Services





Staff budget possibilities provided by Finance Department



Validation carried out by the Technical Services



Information on recruitment possibilities provided by the Personnel Department��







2.   SIGNIFICANT PARAMETERS



	During the forecast process, a certain number of "bending parameters" were chosen in order to improve the precision of the results.  At the end of this process, and only after the calculations are completed, can one decide if the chosen parameters were significant or not.



	In order to make this decision, it is sometimes easier to identify the criteria which will make the parameter not significant.  For example:  you can imagine that if the parameter X is affecting the result of the forecast calculations by less than 1%, that this parameter should be considered as a non-significant parameter.



	As a matter of course, the criteria chosen depend on the size and number of employees of the organization; and the criteria could be different depending on the category of staff involved.



	The objective of determining the significant parameters is not to eliminate certain parameters, but to propose additional arguments for the decision-makers who have to define the most probable changes in personnel.





3.   PRESENTATION OF RESULTS



	The objective of designing the presentation of results and the analysis of the forecast process is to accelerate the decision-making process, and to improve the validity of the decisions taken.



	The presentation should suit the members of the decision team; the data presented should not introduce any misunderstanding; the consequences of each scenario should be explained clearly. 
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DECISION-MAKING PROCESS





1.   WHO WILL PARTICIPATE?         



	The DECISION TEAM's objective is to define the most probable change in personnel which is to become the Personnel Management Policy for the organization.  The Team must be conscious of the fact that this Policy will be revised regularly (normally once a year) on the basis of a revised Personnel Forecast Study. 



	The Decision Team should be made up of 5 "sub-teams":  



--	those whose task it is to make policy decisions for the organization;             

                                  

--	those who are responsible for the development of strategic plans;                 

                  

--	those who are responsible for the development of implementation plans;          

                         

--	those who are responsible for the organization of work in order to ensure the    

	attainment of objectives;          



--	a delegation of staff who are responsible for executing the work.   





2.   ATTRIBUTION OF PROBABILITIES

 

	The objective of this unit is not to discuss or analyze the decision process which is a combination of "individual" and "group" behaviour, but to try to facilitate the decision-making by being prepared and organized.  



	Naturally the highest risk in decision-making is error. A possible approach would be to quantify the "error risk" by making a statistical evaluation of each possible decision which could be taken.  



	Another solution would be to attribute a "weight" to each possible decision.  This weight should be related directly to the feasibility of each scenario considered.  The manner in which the weight would be attributed must be supported by specific and well-described symptoms.  The following form could be used to this purpose:  







STRATEGY

�QUANTITATIVE VALUE�SYMPTOMS��Description of the scenario or reference number of the scenario�1.  the least probable

2.  probable

3.  the most probable�Description of or reference to the event, or a gauge which can support the attribution of the proposed quantitative value.��







	This first approach should be completed by an evaluation of the feasibility of "combined scenarios", or scenarios made up of 2 or more simple scenarios.  



	The first step is to classify the combined scenarios by number of simple scenarios; the first group being the scenarios with 2 simple scenarios, the second with 3, etc.  Then each group of combined scenarios should be presented in a diagonal matrix as follows:             







�

          



	This approach does not replace the decision-making, but should only act as supplementary information for the decision team.  As the attribution of weight of each simple scenario is also the work of the same decision team, this kind of information becomes a basis for their discussions.





3.   ANALYSIS OF THE CONSEQUENCES:



	The main purpose of the approach described on the previous page is to establish a hierarchical list of scenarios (and combined scenarios) by order of feasibility.



	The next and last step before the final decision is made is to imagine the immediate- and short-term consequences of the most probable scenarios (or combined scenarios).  Each consequence should be determined in terms of risks for the organization, specifying what the risk would be and for which sector of the organization.  





	The following form could be used for this purpose:  

�

SCENARIOS OR COMBINED SCENARIOS�DESCRIPTIONS OF THE IMMEDIATE- AND SHORT-TERM CONSEQUENCES�SECTOR OF THE ORGANIZATION CONCERNED��Description of the scenario (or combined scenarios) or reference number�Would this scenario (or combined scenario) be a disadvantage for a certain sector of the organization: in its functioning, its staff, etc.���

	At the end of this decision-making process, the decision team should have fairly complete and reliable information available to them in order to reduce the risk of making a bad decision.
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EVALUATION PROCESS



INTRODUCTION



	The evaluation process is nearly the same in any system, and its major objectives are to verify:



	(a)  if the methodology has been applied correctly; 



	(b)  if the real and expected results are the same or nearly the same;



	(c)  if the identified deficiencies could be rectified;



	(d)  if the impact is positive at all levels of the organization. 





PROCESS



	All these aspects of the evaluation process must be verified by means of indicators and by using a "monitoring system".  In other words, a set of significant indicators must be defined, as well as the means necessary to collect the values of these indicators.



	It is recommended that 2 types of indicators be used:  quantitative indicators related to the product evaluation, and qualitative indicators more related to the process evaluation.

 

	For each indicator chosen, a success criteria must be established in order to determine as precisely as possible if the manpower planning process has reached its objective or not.



	To summarize this process, the following major questions should be used:



			WHAT TO EVALUATE?



			WHERE TO EVALUATE?



			WHEN TO EVALUATE?



			HOW TO EVALUATE?



			WHO WILL EVALUATE?



			FOR WHOM THE EVALUATION?





1. 	WHAT TO EVALUATE? 



1.1   		Evaluation of results (Product Evaluation)



	1.2   	Evaluation of methods (Process Evaluation)





	1.3   	Evaluation of the impact



	1.4   	Evaluation of tools





2.   	WHERE TO EVALUATE?



2.1 	Participants



2.2 	Target Beneficiaries



2.3 	Direct Recipients



2.4 	Users





3.	WHEN TO EVALUATE?





4. 	HOW TO EVALUATE? 



4.1 	Determination of Indicators



4.1.1 Product Indicators



4.1.2 Process Indicators



4.1.3 Impact Indicators



4.1.4 Tools Indicators



4.2 	Establishment of a Monitoring System



	4.2.1 Product Monitoring System



	4.2.2 Process Monitoring System



	4.2.3 Impact Monitoring System



	4.2.4  Tools Monitoring System 



4.3 	Identification of Deficiencies



4.4 	Corrective Strategy



4.5 	Design of the Evaluation Report





5. 	WHO WILL EVALUATE?



�

6. 	FOR WHOM THE EVALUATION? 



6.1 	Policy Level



6.2 	Strategies Level



6.3 	Executive Level



6.4 	Implementation Level



6.5 	Individual Level
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