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ABSTRACT

Manoj Tippu , CHRO and Mahesh Team Lead — Manpafe&lfa Management Consultancy had to present to
the CEO and Finance Head a budget so that hedvioeulble to implement a lot of new HR activitidsich would be in
line with the HR strategy of the company. Attemipgsve been made in the past to draw up a manpowaasr put, it had
failed miserably . Manpower planning was done iradhoc manner and there was no formal manpowaniolg process
in place and hence, it was difficult for the HRrteto predict the hiring numbers. There has been atstradition of
budgeting and planning by various departments. abiivity was soon becoming a herculean task asnthmber of
verticals and manpower strength increased.

Disclaimer

The case was prepared by Dr. Sharon Pande andftwlie MBA students solely for the purpose of class
discussion. This case is not intended to servendsreement , sources of primary data or illustratd effective or

ineffective management
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INTRODUCTION

It was the morning of August 192011. Manoj woke up early at 5:30 am. After aciuiup of coffee he started
flipping through the stack of documents that he hadeived from the HR department of his company Aka
Management Consultancy. The document was the pedplgdget of the HR team which he had to preséet ia the
day. Manoj hoped that this budget would get apptoa® that way he would be able to implement afildiR activities
which would be in line with the HR strategy of t@mpany. After a quick breakfast and a review he arahis way to his

office.
Alfa Consulting

Alfa consulting had a humble beginning in 2007vgtrength of 10 people. Mr. Srinivas had stariecchreer in
1995 as a Management Trainee in a MNC Bank at Muiabé was now the CEO of Alfa Management Consuitanc
After working there for 5 years he moved to a manturing firm where he worked in the finance depertt for 7 years.

He had a deep interest in consulting too. Aftergust-graduation from Leeds University and a libieof experience in
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the U. K in a startup management consultancy firenstarted Alfa Management Consultancy on July20817. The initial
workforce was of only ten employees. In the eadys] due to his strong networking skills, Srinivadd easily get
projects from his existing clients for making a thestart. In the initial days all the clients werem BFSI sector. The
operations have grown many folds since the laspleoaf years and now the consultancy has branamedtivo more

sectors ‘Telecom & Communications’ and ‘Manufaatgtiverticals.

The current organization structure is shown inERhibitl. Exhibit 2 shows the hierarchy in eachU5Exhibit 3

shows the level wise strength of employees in &RiU.
Management Consulting

With the rise of management as a field of studgnagement consultancy also came into place. Tke fir
consultancy firm to be ever formed was by ArthukLiBle. The first wave of consultancy comprisedpobviding services
in the areas of finance, strategy and organizagtancture. Various business schools developed tudsapproaches in

order to assist consultants in the areas of sicategnagement.

In the second wave of growth, accounting firmseeasd into the foray providing services in both tetgy and

information sectors. There was stagnation in tidestry during 2001-2002.But it has again regaitedharm in 2006-07.

Consultants generally provide services in 8 différtask categories. Consultants can function akyés for
information and knowledge and external consultaats provide bridging this economically than clifinins themselves.
External consultants provide information to cliemsa more efficient way than the client firms tremives. Also
consultants come with a wide range of experienoelshence can look at the problem presented to fhem different
angles and perspectives. Consultants generallgrapdoyed in tasks that would generally involve higiordination costs

for clients.

The approaches taken by the consultants couldttoer ¢hat of an expert or that of a facilitatar.dase of expert,
the consultant has fewer interactions with thentdewhile in case of a facilitator the consultaspend a lot of time

collaborating with the clients. A facilitator ap@h is also known as “Process Consulting.”

A lot of consulting firms follow the axis approagfhere the first axis describes the business fancsuch as
strategy, operations, leadership etc. The secoisdsadustry based such as BFSI, life sciencesjianand entertainment

etc.

Consultants generally charge on time and matbaisis i.e. is billing clients on the number of ®put in work
plus travelling expenses. These days most comptakesa hybrid approach which comprises of both bemof hours and

also results based pricing.
Life at Alfa

Srinivas, from the very beginning believed in afoimal and open culture in the organization. Thednchy is
quite flat as well. Whenever any new project comesew resource requirements arise, any one frarcdémpany can
apply irrespective of the business unit and aifa@rview process would be conducted in order toggahe person’s fit for

the job. A person can be mentored by anyone iothanization.
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Cross rotations happen in two cases. One, whemghoyee requests for it. The SBU which is asstinidgahim
bears the cost of training and development of thpleyee. Second, it could also happen when an gmeleligible for
promotion does not get one due to lack of vacahbgn the person could be moved to another verticahis case the HR

department bears the cross rotation training amdldpment cost of the employee too.

The communication channels are generally transpabet , of late there have been issues betwemmde and

other departments due to conflicting goals.
Recruitment

They do not have a manpower planning processadnep|various departments give their vacancy figtnes
months in advance and HR department then commesaeegsing for candidates externally (after exhagsthe internal
recruitment choices). Manpower planning was dorenimadhoc manner too. Before this, all throughydesr the HR team
engages with various line managers and staff taigdates on various job descriptions and engagasr@view on how

market trends are changing and where the talentipavailable.

The hit ratio of recruitment process decreaseswheving towards various stages. So, finally thmraf number
of CVs solicited to number of people joining themgany hovers around 1:12 to 1:13, at time it coelach 1: 22 too

making recruitment a cumbersome job. Refer to Hihiband 5 for recruitment pyramid and recruitmeosts.
Training & Development

Most of the new hires start as consultants and theve up the career ladder. Every month thereti®eough
orientation and induction program for new recruitbe training lasts for 3 weeks and then for a winekcandidate is

assigned to different departments on rotationaktiashave an overview of how different units work.

The training was a mix of classroom learning, noley and exercises. On most occasions the extéoalty is
arranged for some of the modules. Srinivas beli¢vasthough “conducting these activities as a phimduction training
is an expensive affair; however such initiative agtually show up in enhancing employee engagémsenres leading to

greater business results”. The HR department hexs iImanaging this quite well over the past 3 years.

Apart from this, training is also conducted foopke who are selected for cross rotation to andBusiness Unit.
This lasts for 2 weeks and it is completely techhand mostly done by in house faculty. The inductnd cross rotation

training costs are given in the Exhibits 6 &7.
Budget Standardization

Alfa is a 4 year old company and till now theres lieen no tradition of budgeting and planning bsioves
departments. Broad goals were set and each acieityfinanced accordingly as and when the neeckaBstish Kumar,
the CFO monitored costs and used his discretiatetide whether to sanction the budget for a paaticactivity or not.

The model worked fine when the company had onlywarécal.

Later the operations grew and the number of téanreased. The company’s strength increased midltffimce
its inception and last year there were complaimds$ mmany of the initiatives by the company could lb® implemented as
there was a delay in the sanctioning. In turn fithence department complained hat the budget thegt®ned for some of

the activities was not utilized properly and lotleéir time goes in scrutinizing these activities.
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Srinivas had also received a lot of complaintgh@nautocracy of the finance department and wapleiety put
off with lack of harmony in the organization. S& had decided, that beginning this year minimumgetdvould be
sanctioned to various departments and later oriermitiatives were introduced, they can get add#l sanctions for the

budget.

However Satish Kumar, the CFO of Alfa was not veoynfortable with this move. He felt that the CE@sw
completely misinformed about the situation by vasi@epartments. He justified that it is the resjimlity of the finance
department to control the resource spending indicipus manner. But nonetheless the decision todsiize the

budgeting process had been finalized.

The HR team was planning to put a proposal foealy budget sanction on recruitment, induction &aahing.
Other subfunctions a formal proposal was not reglin the organization and could be obtained opexirbasis. Mangj
Tippu, the CHRO knew convincing Satish was goinfean herculean task and hence, he decided thantire proposal
would be based on hardcore statistical analysisapptication of specific HR models so that theres Viitle room left for

the CFO i.e. Satish to raise any queries and witngiceby obtain the sanction without much persuasion
The Big Problem: Attrition

Due to rebounding markets, there were plenty pbojnities for consultants outside the firm. Mariyhe firm's

ex employees had started their own businessesnadjohe fortune 50 companies to head big busisesse

The BFSI sector is an ever evolving sector witkv mequirements and a lot of scope for growth. Today
project contains 2 modules with 5 consultants itheay next year it can become 3 or 4 modules Wittlonsultants each.
This is the biggest SBU and has been a pioneeetting new standards for the company. Manufactu®®Bl) was
growing comparatively at a lesser rate and the dtarscy projects were also less in number. Peoptkis SBU generally
looked for projects in other SBUs for enhancingrtkeeperience. Telecom SBU was the fastest growinifpe company

and it has got many top telecom companies asiéstsl
Manoj’s Foresight

Manoj an MBA specializing in Human Resources fraith around 13 years of rich HR experience. He dras
eye for detail. He is quite analytical, quick ikitey decisions, but, had frequently got into canfliwith Satish on many
occasions because of the firm’s internal policigke other firms, Alfa too faces manpower shortageorder to meet the

clients’ expectations and be customer centric itihe fieeds the right person at the right time dttrjgjace.

Since the HR department is very efficient espbcial training and development , it has always carpewith
some initiative or the other. As there was a tradibf micro managing by Satish, there was a higiownt of friction
between HR and Finance departments. Manoj speuit &f his time justifying to the finance functiohet HR’'s budget

proposals.

Manoj was not content with just the HR functionfpeming without glitches, he always felt that kispartment
could not cull out the desired reports in a jiffi§jany a times the management would ask for a cetypim of report and it
would take hours to create the report and not adwarg the reports error free. He always felt thabrider to gain a

competitive advantage in the market, applying HRIyits should be a pre requisite. After a montiglof interviews and
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meeting 14 candidates, he decided to hire PriyaVRA,. Statistics graduate from Mumbai UniversittheSdid seem to

have the drive, analytical bent of mind and alssspssed leadership qualities to some extent.

The next day after his discussion with Srinivas,dalled Priya and decided to give her a firstgasaent on
scenario and manpower planning and asked herstodésign a manpower planning form and then tteral analysis of
historic data and forecast the SBU wise growth efteompany, expected attrition rate, successafithe project bid. He
gave her 5 days to come up with desired numbersissuted his full cooperation during this procBsig/a got a chance to
meet various SBU Heads and Project Managers. Maambjhelped her in getting appointments with semanagers and
also with the collection data. Priya finally mandde analyze the data and came up with some itilegefigures (Refer
Exhibit 8).

Manoj then set up a meeting with Priya and the poa®r planning team to discuss how these resulte we
obtained. After the team had got its doubts cledifne assigned them an important task of forecpgtifa’'s manpower
requirement for the year 2012. The manpower plantéam was instructed to use these figures andndiete the budget
for recruitment, training related to cross rotatiomd induction of new employees. Mahesh, the Iéadampower team was

responsible in getting this job done.
Forecasting the Future Requirements

There is a lot of literature available on scengtanning (Annexure 1 )and manpower planning inowes journals
and Mahesh had attended many seminars and conésreglated to this. He remembered the famous tgebrof Markov
Analysis and was seriously thinking whether thisildobe applied to the company’s present scenarmweider, the
scenario doesn'’t look simple and he had to takeflather factors into consideration. There weffiedgnt requirements
for different SBUs with each having its own grow#itrition and project bid success rates. Crosatioyts were quite
common in the company. Sometimes due to promotioae might be an excess of employees availabéeparticular

position. In such cases eligible employees arengareoption of horizontal movement to other SBUfuactions.

The recruitment is centralized and the final vagafigures are obtained after considering all eaiti horizontal

and cross rotation movements.

Generally, any new project starts with 1 proje@nager, 2 module leaders and 10 consultants, ualessy
unique requirement arises. This count can vary geat depending on the growth rate. After attritipromotions and

growth rate are considered the final vacanciegaleilated. Then the cost involved is calculatednifthe historic data.
Looking Ahead

With input from Mahesh, Manoj now has the finalrtetment numbers and costs in front of him. Hedefent that with
this data he would be able to get a sanction obuniget. The meeting was scheduled for the afteramol Manoj walked

into the meeting room armed and confident to faath Brinivas and Satish.

Exhibits
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Exhibit 1: Organization Structure at Alfa
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Exhibit 2: Internal Structure of Operations

BFSI 1 35 70 350
Telecom& 1 25 50 250
Communications

Manufacturing 1 15 30 150

Exhibit 3: Employee Count in Various SBUs
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Candidates made offers-150

Candidates appearingforintariew -200

Candidatescalled forine miew =300

| Bpplications ohtained-1200

Exhibit 4: Hit Ratio at Various Stages Generally Aplicable to Alfa

Soliciting Applications and shortlisting  100/éipation
2 Conducting interviews at a hotel 1000/candidate
3 Back ground check for candidates 2000/candidate
who are given the offer
4 Joining formalities (with lunch) 500/candidate|
Exhibit 5: Recruitment Costs
Consultant Level 50,000
Module Lead Level 75,000
Project Manager Level 1,00,000
Exhibit 6: Induction Training Costs
Consultant Level 25,000
Module Lead Level 35,000
Project Manager Leve| 50,000
Exhibit 7: Cross Rotation Training Costs
Attrition Rate 30% 35% 15%
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Growth Rate 20% 15% 10%
(Existing Projects)

Projects Bid 5 5 5
Bidding Success Rate 40% 60% 40%

Exhibit 8: Outcome of Priya’s Calculations
Markov Analysis

This is a method of demand forecasting in manp@iartning where a transition matrix is used to demumber

of employees being promoted, demoted (not always) and remaining at the same level.

Example: Transition Matrix

NextYr | Level 5 | Level 4 | Level 3 | Level 2 | Level 1 | Exit

This ¥r
Level 5 0.9 0.1
(n=12) 11 1
Level 4 11 0.83 0.06
(n=36) 4 30
Level 3 0.11 0.66 0.08 0.15
(n=96) 11 63 8 14
Level 4 0.1 0.72 0.02 0.16
n =288 29 207 4] 46
Level 5 0.06 0.74 0.2
N=1440 86 106 288
Forecasted | 15 41 02 301 1072 351

(3]

Supply

Exhibit 9: Markov Analysis

The figures can turn to be negative sometimesimisdich case the promotion numbers need to betadjushe

growth rate, new project requirement etc all wdagdncorporated once the basic forecasting is done.

Scenario Planning Method

Scenario planning is a tool specifically desigh®deal with major, uncertain shifts in the firnéavironment. It
is not about predicting the future. Rather, it @mis to describe what is possible. The result s€enario analysis is a

group of distinct futures, all of which are plausib The challenge then is how to deal with eacthefpossible scenarios.

The scenario development process should inclutierviews with managers who later will formulate and
implement strategies based on the scenario analysithout their input the scenarios may leaveimgortant details and

not lead to action if they do not address issugmitant to those who will implement the strategy.
Some of the benefits of scenario planning include:

1. Managers are forced to break out of their standerdd view, exposing blind spots that might othessvibe

overlooked in the generally accepted forecast.

2. Decision-makers are better able to recognize aasitein its early stages, should it actually be ¢me that

unfolds.
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3. Managers are better able to understand the sofirdisagreements that often occur when they aresaming

different scenarios without realizing it.
The Scenario Planning Process
The following outlines the sequence of actions thay constitute the process of scenario planning.
1. Specify the scope of the planning and its time &am
2. Develop a clear understanding that will serve ascttimmon departure point for each of the scenarios.
3. ldentify predetermined elements that are virtuadiytain to occur and that will be driving forces.
4. Identify the critical uncertainties in the enviroenal variables.

5. ldentify the more important drivers. One technifmredoing so is as follows. Assign each environtakvariable
two numerical ratings: one rating for its rangevafiation and another for the strength of its imipat the firm.
Multiply these ratings together to arrive at a nemthat specifies the significance of each enviremtal factor.
For example, consider the extreme case in whiciriaiMe had a very large range such that it mightabed a 10
on a scale of 1 to 10 for variation, but in whible wariable had very little impact on the firm kattthe strength
of impact rating would be a 1. Multiplying the twamgether would yield 10 out of a possible 100¢esding that
the variable is not highly critical. After perfoimg this calculation for all of the variables, idiénthe two having

the highest significance.

6. Consider a few possible values for each varialaleging between extremes while avoiding highly innadole

values.

7. To analyze the interaction between the variablesgldp a matrix of scenarios using the two mostoirtgmt
variables and their possible values. Each cdlhématrix then represents a single scenario. ekey reference
in later discussion it is worthwhile to give eademsario a descriptive name. If there are more thencritical
factors, a multidimensional matrix can be createtandle them but would be difficult to visualizeybnd 2 or 3
dimensions. Alternatively, factors can be takepairs to generate several two-dimensional matridescenario

matrix might look something like this:

8. Scenario Matrix

VARIABLE 1

Outcome 1A | Outcome 1B

| |

Outcome 2 A ~ =77 > Scenario 1 Scenario 2

Outcome 2B  ------- » Scenario 3 Scenario 4

mrom> - 10> <

www.iaset.us edi®@iaset.us



34 Sharon Pande, Madhavi Rani Alapaty & Harinee Chandasekhar

One of these scenarios most likely will refleat thainstream views of the future. The other séesavill shed

light on what else is possible.
9. Quantify the impact of each scenario on the firng formulate appropriate strategies.

An additional step might be to assign a probabtiit each scenario. Opinions differ on whether sheuld

attempt to assign probabilities when there maytte basis for determining them.

Business unit managers may not take scenariasusdyiif they deviate too much from their preconeei view of
the world. Many will prefer to rely on forecastsdatheir judgement, even if they realize that thegy miss important
changes in the firm’s environment. To overcoms tkluctance to broaden their thinking, it is uk&dicreate “phantom”
scenarios that show the adverse results if thesfinare to base its decisions on the mainstream wikile the reality

turned out to be one of the other scenarios
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