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Abstract: Human resources strategic management concept has developed widely in the last couple of years, especially because of the impact that human resources have over the competitiveness of organisations. The development of human resources strategies involves taking into account their multiple mutual dependences and the fact that they must be vertically integrated with the business strategy. These strategies define intentions and plans related to overall organisational considerations, such as organisational competitiveness, effectiveness or image, and to more specific aspects of human resources management, such as resourcing, motivating, valuating, learning and development, reward and employee relations. 

Human resources strategic management supplies a large perspective on the way critical issues or success factors related to people can be addressed and different concepts of strategic decisions are made, with long-term impact on the behaviour and success of the organisation.  The fundamental objective of human resources strategic management is to generate strategic capability by ensuring that the organisation has the high-qualified, committed and well-motivated employees it needs to achieve and sustain competitive advantage.  
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1. INTRODUCTION

One of the most important components of strategic human resource management is the strategic planning of the workforce. The human resources specialists of an organisation must anticipate, as well as possible, the employment level and establish the number of employees required for a couple of years. They must be able to use efficiently the human resource adapting the number of employees to the development of the organisation.


The strategic human resource management is more current as the reality shows that in many organisations, the attention paid to strategic human resource planning are almost absent. The organisations maintain the previous situations regarding the number of employees and that generate a number of disparities like: 
· too many employees related to the work volume;

· the lack of qualified people in certain activities;

· large fluctuations regarding the age structure of employees, etc.
All these instabilities related to the workforce generate immediate consequences over the global activity of the organisation. They are shaped in bigger costs of production according to unjustified employment costs, the impossibility to fabricate some products or accomplish services because of the short of qualified people, the absence of human motivation generated by an uncertain workplace or professional perspective. 
2. STRATEGIC HUMAN RESOURCE PLANNING 

Strategic human resource planning is a crucial factor in the fulfilment of the fundamental strategic objectives of any organisation. It is based on the idea that the human resource is the most important strategic resource considered inside the organisation. 
Any human resources strategy sets out to achieve a number of objectives and seek to prove the efficiency of its programmes. Armstrong  (2006) identified the main criteria any human resource strategy should be based on are:

· the strategy must contribute to the development of the business and to satisfy its needs;

· be founded on detailed analysis and studies, not just assumptions;

· can be turned into actionable programmes that anticipate implementation requirements and problems;

· is coherent and integrated, being composed of components that fit with and support each other;

· takes account of the needs of all employees and, in the same time of the other stakeholders’ needs.

The specialists (Gallagher, 2000) in human resources make a distinction between “hard” and “soft” human resource planning. The former is based on quantitative analysis in order to ensure that the right number of the right qualified sort of people is available when needed. The “soft” human resource planning is more explicitly focused on creating and shaping the culture of the organisation so that there is a clear integration between corporate goals and employee values, beliefs and behaviours. But, as it is point out, the soft version becomes virtually synonymous with the whole subject of human resource management.

Strategic human resource planning is generally concerned with matching resources to business needs in the longer term. It addresses human resource needs both in quantitative and in qualitative terms. This means that human resource policies must answer two basic questions: What will be the number of required employees? and what sort of qualification will we need? Human resources planning also looks at broader issues relating to the ways in which people are employed and developed in order to improve organisational effectiveness. It can therefore play an important part in strategic human resource management. 
Strategic human resource planning must analyse elements regarding job description, the number of employees in an organisation, the predictions about human resource need, the shorter and longer term organisational objectives. 
In the process of planning the necessary human resource we must take into consideration a series of issues regarding the evolution of the competition and markets, the changes in the technologies for the production process, the cyclicism of economic activities, etc. More or less predictable, all these restrictions are fundamental characteristics of strategic human resource management that must take into account issues regarding: 

· the predictions about the progress of the economic branches and sectors of activity in which the organisation and its clients activate;

· the position of the competitors regarding: the manufactured production, the types of technologies they use, selling prices, market share, etc. 

· the selling policies - the companies plans of selling on shorter, middle and longer term;
· the uncertainty level regarding the sales evolution and the selling environment;

· the investments policies and the technologies which are to be implemented in the future;
· the production policy the company will adopt in the future;

· the consequences of some factors that contribute to the emergence of new qualifications and changes in the organisation management or in the work planning, etc. 

In order to establish the number of human resource required by an organisation on a longer term, a detailed analysis of the existent human resources is a necessity. 
A quantitative analysis can be made through the indicator named the personnel rotation:  
p = Mp/N1x 100, where:

p = personnel rotation, meaning the percent of the employees who left the organisation on a certain period of time; 
Mp = the number of employees who left the organisation in that period of time;
N1 = the average number of the employees in that period of time.
This indicator reflects the percent of people that must be recruited in the next period of time to maintain the average number of employees in the company. To be relevant for the employment decision, we must calculate it at different levels: at the company’s level, types of employees (technical personnel, administrative personnel, commercial personnel, management, etc.), types of qualifications, etc. 
To make a qualitative analysis of employees on the professional competence criteria, we can fill a competence worksheet at the level of each department or production section. For each single task or type of work the employees are quoted with a different level of competence. In some cases, the organisation has only one employee qualified to effectuate the necessary activities to finish a certain task. If that employee leaves the organisation, the task can not be finished in time.

In some cases, employees are qualified to do only one type of work or they aren’t enough prepared to finish successfully a different task. The company must analyse, therefore, the quality of the employees’ competences for different tasks and prepare future plans to improve the professional level of some employees. The employees’ training in different areas increases the flexibility of the company and that of the personnel.  
Strategic human resource planning must rely on the global strategic analysis of the organisation and take into account the demographical changes. When calculating the necessary of human resource we analyse real data supplied by plans based on the outcome of the following interrelated planning activities (Armstrong, 2006): 
· Demand forecasting – estimating future needs for people and competences by reference to corporate and functional plans and forecasts of future activity levels;  
· Supply forecasting – estimating the supply of people by reference to analyses of current resources and future availability. The forecast will also take account of labour market trends relating to the availability of skills and to demographics. 
· Action planning – preparing plans to deal with forecast deficit through internal promotion, training or external recruitment, retention strategies and different changes in the process of motivating the workforce, increasing flexibility, etc. 
The literature in domain describes a series of methods to determine the necessary of human resources in an organisation.  That depends of the volume and the structure of the activity that will be developed, and also of external factors such as: the changes in the economic branch, competition, customers, etc. One of the most developed methods used to determine the need of human resources are: 
· Regressive methods – they establish certain relations between employees – regarding their quantitative and qualitative features – and some indicators of the activity of the company like the sales volume, the production volume, added value, etc. The human resources required are estimated based on these relations, taking into account the values of the indicators planned by the organisation. This is a method that can not take into consideration future information about the competition, new technologies, demand forecasting, etc. and that limits the accuracy of the forecasting. 
· Trend analysis – the human resources forecasting is based on the last years’ evolution of the number of employees and their structure.  

· The forecast of the necessary of human resources made by every line manager – the method suppose that at the level of each work department or production section, the line managers should evaluate the future needs of employees in relation with the volume and the specificity of the activity. These estimations must be correlated with the overall strategy of the organisation.  
· Delphi method – it is used especially in a company in which is hard to quantify the estimations about the volume of future activities. It is organised a group of 10 – 20 specialists who know very well the object of the developed activity. The experts make statements about the future development of the organisation and fill a number of questionnaires during multiple sessions coordinated by an expert in economic forecasting. The followed purpose is to reach to an agreement about future estimations regarding the overall activity of the company and the need of human resources. The coordinator synthesis the estimations made by the experts, and asks for explanations for each of their answers that deviate from the average. Generally, after three or five stages of questioning the experts reach a consensus. The whole process ends within a discussion between the present specialists about the human resources forecasting; 
· The forecasting of human resources need based on work productivity – this is a complex method of analysing the need of human resources. It is based on the demand for the products or services made by the organisation. If the demand for a product or service increases, usually there is also an increased demand for qualified people. The labour demand depends of the marginal productivity of the organisation that reflects the additional production obtained hiring another employee. The labour demand also depends of the marginal venue.   
· The estimation of human resources need based on the productivity of work faces the problem of choosing the economic indicator in relation with to estimate the human resources necessary. Very often the forecasting about human resources fail because neglecting the effects of the new technologies over the production processes. That is why the forecasting specialists in human resources must develop their activity in closer relation with the estimations about the overall activity of the company.  
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