
HRM - Human Resource Management
Case study

1 - Workforce Planning based on Trends
Notes:

● FTE -Full-time equivalent ( the equivalent of an employee who works standard 8 working hours)
● # Sales (FTE) - number of FTE in the Sales department
● # Others (FTE) - number of FTE in Support departments (IT, financial department, etc.)
● # Mgr (FTE) - number of FTE for managerial positions
● Revenue/#Sales FTE (T euro) = Productivity -- the productivity of the Sales specialist -- the number of sales in T euros per

each Sales FTE (Average number is calculated based on the previous years 2015, 2016, 2017).

● Ratio # Other (FTE)/ # Sales (FTE) -- the number of FTE in supporting departments needed to support the work of each FTE
in the Sales department (for example, if the ratio is 0.4, it means that for every 10 sales specialises we need 4 supporting
employees). (Average number is calculated based on the previous years 2015, 2016, 2017).

● The span of control -- the number of FTE managed by 1 manager FTE (for example, if the Span of control is 11, it means
that each 1 manager is responsible for 11 specialists). (Average number is calculated based on the previous years 2015, 2016, 2017

Task: The advertising agency is planning to increase its revenue in 2018 by approximately 10% up to 17550 T euro.
Consider the following information for the upcoming 2018 planning:

● Revenues per # Sale FTE at the average level.
● The proportion of Others/FTE is at the average level.
● Span of Control at the level of the year 2016.

Year
Revenue
(T euro)

# Sales
(FTE*)

Revenues/
# Sales FTE
(T euro)

# Others
(FTE)

# Total
(FTE)

# Mgr
(FTE)

Ratio
#Other (FTE)/
#Sales (FTE)

Span of
Control

2015 13000 54 240 21 75 7 0.39 10.71

2016 14500 60 240 23 83 7 0.38 11.86

2017 16200 68 240 27 95 10 0.4 9.5

2018 17550
73.13

(2) ?
240

(1) ?
28.52

(3)?
101.64

(4) ?
8.57
(5) ?

0.39
(1 ?)

11.86
(1)?

Demand
5.13
(6) ?  

1.52
(7)?  

-1.43
(8)?    

Average Annual Revenue Growth (%) 11 %    

Average Revenue/# Sales FTE (T euro) 240      

Average Ratio #Other FTE/ #Sales FTE 0.39      

Average Span of Control 11      
(1) - given (2) - based on the planned revenues and  sales specialist productivity  (3) - based on sales FTE and  Ratio

Others/Sales (4)  - both sales and others (5) - given (5) - based on the span of control (manager is responsible for both
sales and others (6) - new hired Sales FTE (7)- newly hired Others FTE (8)- new hired Manager FTE

HR planning and Job Analysis
Q1.1 What does it mean Ration Others (FTE) / Sales (FTE) = 0.4? What does it mean Span of Control =11.86?
Q1.2 What is the total demand for all types of employees (in FTE) in the 2018 year?

● Sales specialists (in FTE)
● Other specialists (in FTE)
● Managers (in FTE)

Q1.3. How many new hired employees (in FTE) will the company need in 2018?
● Sales specialists (in FTE)
● Other specialists (in FTE)
● Managers (in FTE)

Q1.4. For which organizations can it be useful/possible to apply Trend analysis for HR planning.
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Decision-making
NOTE!

● 1 FTE=8 working hours; 1 FTE = 1 full-time worker BUT, not always; 1 FTE can 2 part-time workers, each works 4
hours, so 8 hours in total

● The company can hire part-time employees (4 working hours), but not managers. The manager works 8 hours.
Q1.5. Suggest the required number of new-hired employees (Sales, Others, Managers) and their
working hours (flexible, part-time, full-time, overwork? Why?
Consider 2 situations.

● Situation A (Prospector company): take risks, apply layoffs or downsizing measures, “buy skills” (applies
external hiring)

Demand,
employees/people Sales Others Managers

A New-hired employees
● Situation B (Defender company): the company tries to avoid risks, aim for efficiency and cost reduction,

avoid firing people, “make skills” (applies internal hiring and rehiring HR practices)
Demand,
employees/people Sales Others Managers

B New-hired employees
Q1.6 Build an organizational structure

2- Planning Based on Tasks
● Core tasks are the main activities done by the workers
● Additional tasks - extra time needed for breaks, administration, and other extra activities which each worker together

with the main tasks (normally are calculated as the % from the “core tasks”.
● Total tasks -- the total amount of time spent for both core and additional tasks.
● Duration/ Task, min -- the duration of 1 task in minutes
● Total Duration, h -- the total duration of 1 type of task in hours

TASK: Calculate the missing numbers in the table. Consider the following information per 1 day of work:
● Pizzeria works 12 hours per day; (1 FTE = 8 working hours)
● Job-related tasks:

● Cook (prepare pizza)
● Waitress (prepare table, take the order, chat, billing)
● Barmen (Prepare drink)

Assumptions # Tasks  
Number
of Tasks

Duration/
Task, min Total Duration, h

Core Tasks 41.66 (2) ?
Guests/Day 300 Prepare Table 1/Table 100 2 3,33
Guest/Table 3 Take order 1/Table 100 3 5,00
Tables/Day 100 Prepare Pizza 1/Guest 300 4min 20 hours (1) ?

Billing 1/Table 100 3 5,00
Chat 1/Table 100 2 3,33

Drinks per Guest 2 Prepare Drinks   600 0,5 5,00
Additional Tasks 20,00% 8.33 (3) ?

    Total Tasks     50 h (4) ?
(1) - total duration of  all “Prepare pizza” tasks, (2) -  the total duration of all core tasks (3) - the total duration of all additional
tasks, (4) - the Total duration of all tasks (Core and Additional Tasks)

HR planning and Job Analysis
Q2.1. What is the total workforce demand in a pizzeria in FTE?
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● total workforce demand (FTE)
Q2.2. Calculate FTE demand for each job position (cook, waitress, barmen)?

● cook (FTE)
● waitress (FTE)
● barmen (FTE)

Q2.3. For which organizations can it be useful/possible to apply Task analysis for HR planning.

Decision-making
NOTE! The following core jobs are considered (based on the list of tasks and analogy with similar businesses):

● cook, waitress, barmen
● the pizzeria is open 15 hours
● rush hours (lunch 12.00-16.00 and dinner 18.00- 22.00)
● Task Duration (including add.tasks), FTE = total duration hours*%of add. tasks/ 8 (1 FTE= 8 hours )

Q2.4. Make a job analysis for a pizzeria (suggest the tasks for main jobs: cook, waitress,
barmen). Which support jobs will be needed (accountant, HRM manager, etc.)? Calculate the
required number of employees for each job. Suggest on the working hours’ organization
(part-time, full-time) and job design (job sharing, rotation, enrichment, simplification). Explain
your decisions.
Q2.5. Build an organizational structure.

Table  - Job analysis and design.

Job positions Tasks Number of
employees

Working hours
(full-time,
part-time)

Job design
(job sharing, rotation,
enrichment, simplification)

Main

●
●
●

Support

●
●
●

Manager

3- Leading indicators
Q3. In which situation it can be useful for the company to use “Leading indicators” for HR planning? Why? Give
an example of the company type.

4- Conclusions by analogy
Q4. When is it possible to make HR planning based on the “Conclusions by analogy”?
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Job description 1
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Job description 2

Q5. Which parts are common in both Job descriptions? *Name 5 common parts

Q6. Which one out of two is more general and which one is more specific? For which type of organizational
structure (hierarchical or flat) is it more suitable a general job description and for which one a specific one?
Which job description will be applied by Prospectors and which one by Defenders?

underline correct

Job description 1 General/Specific Flat/Hierarchical Prospector/Defender

Job description 2 General/Specific Flat/Hierarchical Prospector/Defender
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