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1.1 Learning Objectives

After studying the chapter, students will be able to:
® Understand the meaning and nature of HRM,;
e Know the objectives of HRM;
e Discuss the importance of HRM;
® Discuss how HRM evolved;
e Know the difference between strategic and basic HRM;
. | Know the difference between personnel management and HRM;
¢ Know the functions of a personnel manager;_
® Understand the roles assumed by a personnel manager;
. ® Discuss the steps in sound growth of a personnel manager;
® Know the value context of HRM in India; |
¢ Discuss the HRM practices in contemporary India;
¢ List the challenges faced by HR managers in India;
¢ Know the evolution of HR in times of globalization;

¢ Understand how to implement global HR systems.

Y

1.2 Introduction

To extract the best out of people, the organization must provide a healthy work climate
where they can exploit their talents fully while realizing goals assigned to them. They
must have requisite skills to handle their jobs in a competent way. Above all, to get
the best out of people, they must be managed well ahd this requires leadership. This is
where human resource managers play a critical role in bridging gaps between employees’ -
expectations and organizational needs by adopting appropriate human resource strategies
and practices. :

Of all the factors of production, viz., capital, land and labour—labour or man is
undoubtedly the most crucial factor that makes or mars an organization. In fact, have

N you ever wondered what makes organizations different from one another? After all,

Self Learning Material



with the requisite capital, anybody could buy the most advanced technology, yet, not
all organizations perform in the same way. The difference in achievements lies truly
in the organizers or the men behind the machines. The greatest asset {or liability) of
an organization is its people. Thus, if we borrow a phrase from democratic India’s
constitution, an organization is of the people, by the people and for the people.

The key role of personnel management lies in guiding the organization to contribute
its optimum in the area of human resources for achieving the objectives. Apart from
this, there are certain fundamental objectives of personnel management which flow
froﬁ its concern for the human being and which should be uppermost in the minds of
personnel men, viz., (1) due concern for the dignity of human labour and (2) ensuring
equity and justice.

To work as an agent of change in an organization, the personnel manager must
practise the principles of human values and ethical conduct in order to ensure achievement
of the objectives of growth and development of human beings in the organization towards

a motivated and integrated social group.

Globalization is a term in business that refers to the integration of an organization’s
operations, processes and strategies into diverse cultures, products, services and ideas.
Because of its emphasis on diversity, globalization also has a deep impact on the way
companies manage their employees. Understanding the effects of globalization on human

_resources can help managers to better equip their organizations for the increasingly

global business environment.

1.3 Meaning and Nature of HRM

Human Resource Management is a process of bringing people and organizations together
so that the goals of each are met. It tries to secure the best from the people by winning
their wholehearted cooperation. In short, it may be defined as the art of procuring,
developing and maintaining competent workforce to achieve the goals ofan organization

in an effective and efficient manner.

Features of HRM

It has the following features:
e Pervasive Force: HRM is pervasive in nature. [t is present in all enterprises.
It permeates all levels of management in an organization.
e Action Oriented: HRM focuses attention on action, rather than on record
keeping, written procedures or rules. The problems of employees at work are
solved through rational policies.

o Individual Oriented: It tries to help employees develop their potential fully. It
" encourages them to give their best to the organization. It motivates employees

Introduction to HRM
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through a systematic process of recruitment, selection, training and development
coupled with fair wage pohcxes

People Oriented: HRM is all about people at work, both as individuals and
groups. It tries to put people on assigned jobs in order to produce good results.
The resultant gains are used to reward people and motivate them towards further
improvements in productivity.

Future Oriented: Effective HRM helps an organization meet its goals in the
future by providing for competent and well-motivated employees

Development Oriented: HRM intends to develop the full potential of employees
The reward structure is tuned to the needs of employees. Training is offered to
sharpen and improve their skills. Employees are rotated on various jobs so that
they egain experience and exposure. Every attempt is made to use their talents
fully in the service of organizational goals. .

Integrating Mechanism: HRM tries to build and maintain cordial relations
between people workmg at various levels in the organization. In short, it trles
to integrate human assets in the best possible manner in the service of an
organization.

Comprehensive Function: HRM is, to some extent, conceérned with any
organizational decision which has an impact oh the workforce or the potential
workforce, The term ‘workforce’ signifies people working at various levels,
including workers, supervisors, middie and top-managers. It is concerned with
managing people at work. It covers all types of personnel. Personnel work may
take different shapes and forms at each level in the organizational hierarchy but
the basic objective of achieving organizational effectiveness through effective
and cfficient utilization of human resources, remains the same. “It is basicalty
a methed of developing potentialities of employzes so that they get maximum
satisfaction out of their work and give their best efforts to the organization”.
(Pigors and Myers)

Anxiliary Service: HR departments exist to assist and advise the line or
operating managers to do their personnel work more effectively. HR manager
is a specialist advisor. It is a staff function. '
Inter-disciplinary Function: HRM is a multi-disciplinary activity, utilizing
knowledge and inputs drawn from psychology, sociology, anthropology, economics,
etc. To unravel the mystery surrounding the human brain, managers, need to
understand and appreciate the contributions of all such ‘soft’ disciplines.

Continuous Function: According to Terry, HRM is not a one shot deal. It
cannot be practised only one hour each day or one day a week. It requires a
constant alertness and awareness of human relations and their importance in
everyday operations. )



1.4 Scope of HRM

The scope of HRM is very wide. Research in behavioural sciences, new trends in
managing knowledge workers and advances in the field of training have expanded the
scope of HR function in recent years. The Indian Institute of Personnel Management

has specified the scope of HRM in the following aspects:

e Personnel Aspect: This is concerned with manpower planning, recruitment,

selection, placement, transfer, promotion, training and development, lay off and
retrenchment, remuneration, incentives, productivity, etc.

Welfure Aspect: 1t deals with working conditions and amenities such as canteens,
creches, rest and lunch rooms; housing, transport, medical assistancé, education,
health and safety, recreation facilities, etc.

Industrial Relations Aspect: This covers union-management relations, joint
consultation, collective bargaining, grievance and disciplinary procedures,
settlement of disputes, etc. ‘ )

15 Objectives of HRM

‘|-Y The principal objectives of HRM may be listed as follows:

To Help the Organization Reach its Goals: HR department, like other
departments in an organization, exists to achieve the goals of the orgamzatlon
first and if it does not meet this purpose, HR department (or for that matter any
other unit) will wither and die.

To Employ the Skills and Abilities of the Workforce Efficiently: The primary

~ purpose of HRM is to make people’s strengths productive and to benefit

customers, stockholders and employees.

To Provide the Organization with Well-trained and Well-motivated Employees:
HRM requires that employees be motivated to exert their maximum efforts, that

their performance be evaluated properly for results and that they be remunerated

on the basis of their contributions to the organization.

To Increase to the Fullest the Employee’s Job Satisfaction and Self-
actualization: Tt tries to prompt and stimulate every employee to realize
his potential. To this end suitable programmes have to be designed aimed at
improving the Quality of Work Life (QWL).

To Develap and Maintain a Quality of Work Life: It makes employment
in the organization a desirable, personal and social, situation. Without
improvement in the quality of work life, it is difficult to improve organizational
performance. '

To Communicate HR Policies to all Employees: 1t is the responsibility of
HRM to communicate in the fullest possible sense; tappiﬁg ideas, opinions and

Introduction to HRM

Notes

'Self Learning Material

5



i 6

Human Resource
Management

Notes

feelings of customers, non-customers, regulators and other external publics as
well as understanding the views of internal human resources.

® To be Ethically and Socially Responsive to the Needs of Society: HRM must

ensure that organizations manage human resource in an ethical and socially
responsible manner thfough ensuring eornpllance with legal and ethical
‘standards.

1.6 Importance of HRM

People have always been central to organizations, but their strategic importance is -

growing in today’s knowledge-based industries. An organization’s success increasingly
depends on the Knowledge, Skills and Abilities (KSAs) of employees, particularly as
they help establish a set of core competencies that distinguish an orgamzatmn from
its competitors. With appropriate HR policies and practices an organization can hlre
develop and utilize best brains in the marketplace, realize its professed goals and deliver
results better than others.

Human Resource Management helps an organization and its people to realize their
respective goals at various levels discussed below:

At the Enterprise Level

Good human resource practices can help in attracting and retaining the best people in
the organization. Planning alerts the company to the types of people. It will need in the
short, medium and long run,

It helps in tralnmg peagple for challenging roles, developing right attitudes towards
the job and the company, promoting team spirit among the employees and developmg
loyalty and commitment through appropnate reward schemes.

At the individual level: Effective management of human resources helps employees
in the following ways: _
o It promotes team work and team spirit among the employees.
.o It offers excellent growth opportunities to people who have the potential to
rise.
¢ It allows people to work with diligence and commitment.

At the society level: Society, as a whole, is the major beneﬁexary of good human
resource practices. HRM benefits in the following ways:

e Employment opportunities multiply.
e Scarce talents are put to best use.

e Companies that pay and treat‘people well always race ahead of others and
deliver excellent results,

Self Learning Material



At the national level: Effective use of human resources helps in exploitation of
natural, physical and financial resources in a better way. People with right skills, proper
attitudes and appropriate values help the nation to get ahead and compete with the best
in the world leading to better standard of living and better employment.

1_.7 Evolution of HRM

Management of people has taken many twists and turns over the last hundred years

especially in India where concepts grew out of necessities of changing times. Some
benchmarks can be identified as under:

Concept of Welfare Management (1920-1940%s)

In the first two decades of this century, exploitation of labour was an important issue
and welfare officers were recruited. Factories Act also gave impetus to this aspect of
management. It was not only welfare but also entire management of people which
worked in the organizations.

Concept of Personnel Management (1950-1970’s)

The role of personnel management was new awareness out of growing interest in western
countries about people management. Human relation movement gave encouragement to
this phase. As a result welfare concept expanded to cover establishment and appraisal
functions.

Concept of Human Resource Development (1970-1980%s)

Training and development had enormous growth after organizational development concept
caught the imagination. HRD emphasized the aspects of development and considered

each man centre of it.

Concept of Human Resource Management (1980 onwards)

Human resource management refers to holistic approach to manage people. It has welfare,
recruitment and establishment role, potential development in a composite framework of
management. HRM believes that entire genius of human management has to be treated
together and not in parts. In this book personnel management is referred to as an integral
_ partof HRM which courses various dimensions in an effort to give organizations best
human inputs not merely as production but also to make people achieve a degree of
self-realization.

The early part of the century saw a concern for improved efficiency through careful
design of work. During the middle part of the century emphasis shifted to the availability
of managerial personnel and employee productivity. Recent decades have focused on
the demand for technical personnel, responses to new legislation and governmental

Introduction to HRM
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regulations, incceased concern for the quality of working life, total quality management

and a renewed emphasis on productivity Let us look into these trends more closely

by examining the transformation of personnel function from one stage to another in a
chronological sequence:

Table 1.1 |
Concepi ‘ What js it all about .
| The Commodity Labour was regarded as a'commodity to be bought and sold.
concept Wages were based on demand and supply. Government did very
' little to protect workers. _
The Factor of Labour is like any other factor of production, viz., money,
Production concept | materials, land, etc. Workers are like machine tools.
The Goodwill - | Welfare measures like safety, first aid, lunch room, rest room
concept . will-have a positive impact on workers® productivity.
The Paternalistic Management must assume a fatherly and protective attitude |
concept/ towards employees. Paternalism does not mean merely providing
.t Paternalism benefits but it means satisfying various needs of the employees

as parents meet the requirements of the children.

The Humanitacian | To improve productivity, physical, social and psychological

s

concept needs of workers must be met. As Mayo and others stated, money
is Iess a factor in determining output, than group standards, group
incentives and security. The organization is a social system that
has.both economic and social dimensions. .

The Human Employeés are the most valuable assets of an organization. There

Resource ¢oncept | should be a conscious effort to realise orgamzatlonal goals by
satisfyirig needs and aspirations of employees.

The Emerging Employees should be accepted as partners in the progress of a
concept company. They should have a feeling that the organization is their
‘ own. To this end, managers must offer better quality of working
life and offer opportunities to people to exploit their potential
fully. The focus should be on Human Resource Development

1.8 Systems Approach to HRM

Assystem is a set of interrelated but separate elements or parts working towards a common_

goal. A university, for example, is made up of students, teachers, "administrative and -
labouratory statf who relate to one another in an orderly manner. What one group does
have serious implications for others? So, they have to be commumcatmg with each other

in order to achieve the overall goal of imparting education. The enterprise operations,

similarly, must be viewed in terms of interacting and interdependent elements. The
enterprises procure and transform inputs such as physical, financial and human resources
into outputs such as products, services and satisfacticns offered to people atlarge. To carry
out its operations, each enterprise has certain departments known as subsystems such

P



as production subsystem, finance subsystem, marketing subsystem, HR subsystem, etc.

Each subsystem consists of a number of other subsystems. For example, the HR
subsysiem may have parts such as procurement, training, compensation, appraisal,
" rewards, etc. If we were to view HR subsystem as crucial to organizational performance,
an organization presents itself as shown in Fig. 2.1 given below.

Product
Subsystem

i

HR Subsystern
Procurement
Training
Compensation

Appraisal

Technical -
Subsystem

Marketing
Subsystem

Finance
Subsystem

= =

Fig. 1.1: HRM as a Central Subsystem in an Enterprise

It should be noted here that various internal subsystems of an organization operate
within the framework of external environment consisting of political, social, economic
and technological forces operating within and outside a nation.

1.9 HRM and Competitive Advantage

Competitive advantage refers to the ability of an organization to formulate strategies
to exploit rewarding opportunities, thereby maximizing its return on investment.
Competitive advantage occurs if customers perceive that they receive value for their
transaction with an organization. This requires single-minded focus on customer needs
and expeétations. To achieve this, the organization needs to tune its policies in line
with changing customer’s requirements. The second principle of competitive advantage
derives from offering a product or service that your competitor cannot easily imitate or
copy. An organization should always try to be unique in its industry along dimensions
that are widely valued by customers.

For example, Apple stresses its computers’ usability, Mercedes Benz stresses
reliability and quality; Maruti emphasizes affordability of its lower-end car Maruti 800.
In order to enjoy the competitive advantage, the firm should be a cost-leader, delivering

Introduction to HRM
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value for money. It must have a committed and competent workforce. Workers are most
productive if (i) they are loyal to the company, informed about its mission, strategic and
current Ievels of success, (ii) involved in teams which collectively decide how things
are to be done and (iii) are trusted to take the right decisions rather than be controlled
at every stage by the managers above them (Thompson). A good team of competent and
committed employees will deliver the goals ifthey are involved in all important activities
and are encouraged to develop goals that they are supposed to achieve. In recent years,
a new line of thmklng has emerged to support this view-known as Strategic Human
Resource Management (SHRM),

110 Strategic Human Resource Management

SHRM is the pattern of planned human resource developments and activities intended
to enable an organization to achieve its goals (Wright and McMahan). This means
accepting the HR function as a strategic partner in both the formulation of the company’s
strategic, as well as in the implementation of those activities through HR activities.
While formulating the strateg}c plan HR management can play a vital role, especially
in identifying and analyzing external threats and opportunities (environmental scanning) -
that may be crucial to the company’s success, HR management can also offer competitive
intelligence (like new incentive plans being used by the competitors, data regarding
customer complaints, etc. ) that may be helpful while giving shape to strategic plans, HR
function can also throw light on company’s internal strengths and weaknesses.

For example, IBM’s decision to buy Lotus was probably prompted in part by IBM’s

conclusion that its own human resources were inadequate for the firm to reposition

itself as an industry leader in networking systems {Dessler). Some firms even develop
their strategies based on their own HR-based competitive advantage. Software Majors,
Wipro and TCS have not slowed down their recruitment efforts during the lean periods,
pinning hopes on their own exceptionally talented employee teams. In fact they have
built their strategic and operating plans around outsourcing sourcing contracts from the
US, Europe, Japan and Germany that would help them exploit the capabilities of their
employees fully.

HR has a great role to play in the execﬁtio’n of strategies. For example, HDFC’s
competitive strategy is to differentiate itself from its competitors by offering superior
customer service at attractive rates (searching the right property, finishing legal
formalities, offering expert advice while negotiating the deal, competitive lending
rates, fast processing of applications, offering other financial products of HDFC at
concessional rates, door-to-door service as per customers’ choice, etc. (HDFC’s growth
architecture, Business Today, Jan 6, 2001). Since the same basic services are offered
by HDFC’s competitors such as LIC Housing Finance, GIC Housing Finance, banks

and private sectors, players like Dewan Housing Finance, Ganesh Housing; Live Well
y &



Home, Peerless ABassan, etc. HDFC’s workforce offers-a crucial competitive advantage
(highly committed, competent a‘nd customer-oriented workforce). HR can help strategy
implementation in other ways. It can help the firm carry out restructuring and downsizing
efforts without rubbing employees on the wrong side, say, throughout placing employees,
linking rewards to performance, reducing welfare costs, and retraining employees. HR
can also initiate systematic efforts to enhance skill levels of employees so that the firm
can compete on quality.

Globalization, deregulation and technological innovation have, in recent times,
created the need for rather, faster and more competitive organizations. Under these
circumstances, employee behaviour and performance is often seen as the best bet to
push competitors to a comer and enhance productiviy and market share. HR practices
build competitiveness because they allow for strategic implementation, create a capacity
for change and instill strategic unity.

1.11 Traditional HR versus Strategic HR

SHRM realises that people can make or break an organization because all decisions made
regarding finance, marketing operations or technologies are made by an organization’s
people. So it accords the highest priority to manage people and tries to integrate all HR
programmes and policies with the overall corporate strategy. It compels people at all
levels to focus more on strategic issues rather than operational issues. More importantly,
it believes that there is no best way to manage people in any given organization. Even
within a given industry, HR practices can vary extensively, from one organization to
another. Armed with such a flexible approach, SHRM tries to develop a consistent,
aligned collecting of practices, programmes and policies to facilitate the achievement
of the organization’s strategic objectives.

I Strategic Focus |

Strategic Partner Change Agent

I System } = Pecple |

Administrative Expert Employee Charnpion

Operational Foc&l

Fig; 1.2: The Evolving Strategic Role of Human Resource Management

Strategic HR shifts attention, as against the traditional HR’s focus on employee
relations, to partnerships with internal and external groups. The focus on managing people
is more systemic with an understanding of the myriad factors that impact employees and
the organization and how to manage multiple relationships to ensure satisfaction at all
levels of the organization. Strategic HR is transformational in nature, in the sense that it

Intreduction to HRM
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helps the people and the organization to adopt; learn and act quickly. “It will make sure

* that change initiatives that are focused on creating high performance teams, reducing

cyéle time for innovation, or implementing new technology are defined, déveIOped and
delivered in a timely way” (ULRICH, 1998).

Strategic HR is proactive and considers various time frames in a flexible manner.
Likewise it permits employees to process work and carry out job responsibilities in a
free-flowing way. Rather than being enveloped by tight controls and excessive regulations,
operations are controlled by whatever is necessary to succeed, and control systems are
modified as needed to meet changing conditions. Job design is organic, specialization
is replaced by cross training and independent tasks are replaced by teams, encouraging
autonomy at various levels. Above-all, strategic HR believes that the organization’s key
assets are its people. It realises that an organization can have competitive edge over

its rivals if it is able to attract and retain knowledge workers who can optimally utilize

and manage the organization’s critical resources. In the final analyzis people are the

. organization’s only sustainable competitive advantage [Pfeffer, 1994]. While running

the show, strategic HR, of course, argues that any individual in an organization that has
responsibility for people is an HR manager, regardless of the technical area in which
he or she works.

Strategic FHR offers three critical outcomes: increased performance, enhanced
customer and eniployee satisfaction and increased shareholder value. These outcomes
are accomplished through effective management of staﬁirig, retention and turnover
processes, selection of employees that fit with both organizational strategy and cplture,
cost-effective utilization of employees through investment in identified human capital
with the potential for higher return; integrated HR programmes and policies that clearly
follow from corporate strategy; facilitation of change and adaptation through a flexible,
more dynainic organization; and tighter focus on customer needs, emerging markets
and quality. - )

Table 1.2: Traditional HR versus Strategic HR

Point of distinction Traditional HR | Strategic HR
Focus Employee Relations Parinerships with internal and
external customers '
Role of HR Transactional- change | Transformational—change
) follower and respondent | leader and initiator
Initiatives Slow, reactive, Fast, proactive and integrated
fragmented .
Time horizon Short-term Short, medium and long
(as required)
Control ‘ Bureaucratic-roles, Organic-flexible, whatever is
: policies, procedures necessary to succeed
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Job design Tight division of Broad division of labour;
labour; independence, | fiexible, cross-training teams
specialization

Key investments Capital, products People, knowledge

Accountability Cost centred Investment centred

Responsibility of HR | Staff specialists Line managers

External Environment Plans reguiating Outcomes
& Competition Emplayment —Progurement
e Government Policy
o Technology ¢ Incrase
& Market Trends pedraﬁﬁmance
e Economic Factors -Development
* HR Strategy ¢ Customer
i Satisfaction
Corporate Business ¢ HR Planning —Performance
Shate Strat » Dasign of jobs and Management -
9y ralegy work systems mManagement ]
I ® What workers do ¢ Employes
& What workers need Satisfaction
internal ¢ How jobs interface
. -Compensation
Environment with others o Enteranced
Culture Share-
Structure holder Valug
Policies -Labour
Skilis HRinfarmation refations
Past Strategy HR Information| |* Relations
Systemns ]

Source: Mello

Fig. 1.3: A Model of Strategic Human Resource Management

Difference between Personnel Management and HRM

Personnel Management is basically concerned with people at work and their relationships
with each other. There have been different definitions of personnel management by
different authors. The Institute of Personnel Management, UK, has defined personnel
management as follows: _

Personnel management is that part of the management function which is concerned
with people at work and with their relationships within an enterprise. Its aim is to bring
together and develop into an effective organization the men and women who make up an
enterprise and, having regard to the well-being of an individual and of working groups,
to enable to make their best contribution to its success.

In particular, personnel management is concerned with the development and
application of policies governing the following factors:

e Manpower planning, recruitment, selection, placement and termination;

e Education and training and career development;

Introduction to HRM
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¢ Terms of employment and methods and standards of remuneration;
@ Working conditions and employees’ services;

¢ Formal and informal communication and consultation, both through the
represcatatives of employers and employees and at all levels throughout the
enterprises; )

® Negotiation and application of agreements on wages and working -conditions
and procedures for avoidance and settlement of diS}.)utes.

Personnel inanagement is also concemed with the human and social implications
of change in the internal organization.and methods of working and of economic and
social changes i1 the community which inevitably send their reverberations through the
organizational system.

1.12  Dimensions of Personnel Management d

The functions of personnel management given above would hardly make a definition. It
is more or less a description of personnel activities. We define a term to understand the
differentia and to idenfify our own framework to-an area of knowledge. Keeping this in
mind, it is appropriate to define personnel management as a specialized knowledge and
art concerned with the managerent of human resources in an organization. Personnel
management deals with the entire gamut of human resources and constitutes a si pnificant
activity of the management in understanding its work force, developing their potentials
to meet the needs of the organization, organizing them in viable and productive groups,
attracting and sslecting suitable talent, giving them the necessary motivation and
maintaining their morale at a high level.

Personnel management should not, however, remain confined to the routine activities
of recruitment of manpower or negotiations. It is more than an activity concerned w1th
the rituals of an organization, More important areas in which personnel management is
finding scope and application relate to the developmental area of human resources and
to the entire actions of the lefidershlp of an organization connected with the motivation
of men towards the objectives of-an enterprise.

1.13  Objectives of Personnel Management

This topic leads us to the question: What are the objectives of an organization? Peter
Drucker has correctly stated that the primary objective of an organization is survival,
In fact, this ObJCCtIVe is primary to all existing institutions as well as organisms and
the rest of the finctions flow from this objective. If an organization needs profits for
survival, it has to concentrate on survival by means of profits, and if an organization
must grow to sucvive, it must concentrate on growth. Broadly speakmg, the objective
of an organization is profitable growth.
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Given this overall objective of an organization, the key role of personnel management
lies in guiding the organization to contribute its optimum in the area of human resources
for achieving the objectives. Apart from this, there are certain fundamental objectives
of personnel management which flow from its concern for the human being and which
should be upperimost in the minds of personnel men, viz., (1) due concern for the dignity
of human labour and (2) ensuriﬁg equity and justice.

To work as an agent of change in an organization, personnel man must practise
the principles of human values and ethical conduct in order to ensure achievement of
the objectives of growth and development of human beings in the organization towards
a motivated and integrated social group.

.

1.14 Difference between Personnel Management and HRM

The differences between personne! management and HRM are as follows:

e Personnel management is a traditional approach of managing people in the
organization, Human resource management is a modern approach of managing
people and their strengths in the organization.

e Personnel management focuses on personnel administration, employee welfare
and labour relation. Human resource management focuses on acquisition,
development, motivation and maintenance of human resources in the
crganization.

¢ DPersonnel management assumes people as an input for achieving desired output.
Human rtesource management assumes people as an important and valuable
; ;
resource for achieving the desired output.

e Under personnel management, personnel function is undertaken for employee’s
satisfaction. Under human resource ,management, administrative function is
undertaken for goal achievement.

¢ Under personnel management, job design is done on the basis of division of
labour, Under human resource management, job design function is done on the
basis of group work/team work.

e Under personnel management, employees are provided with less training and
development opportunities. Under human resource management, employees are
" provided with more training and development opportunities.

o In personnel management, decisions are made by the top management as per
the rules and regulation of the organization. In human resource management,
decisions are made collectively after considering employee’s participation,
authority, decentralization, competitive environment, etc.

» Personnel management focuses on increased production and satisfied employees.
Human resource management focuses on effectiveness, culture, productivity
and employee’s participation.
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e Persomiel management is concerned with personnel manager. Human resource
management is concerned with ail level of managers from top to bottom.

» Personnel management is a routine function. Human resource management is
a strategic function.

1.15 Functions of a Personnel Manager

A personnel manager, chargecf with fulfilling the aforemeﬁtioned cbjectives of an
organization, should be a leader with high intellectual powers, a visioﬁary and a
philosopher who provides the initiative to shape the future in terms of leading the human
beings in an organization towards more prosperous and progressive policies. It is rather
unfortunate that most textbooks on personnel management lay down very trite qualities
that a personnel manager must possess. This leads many organizations to place men with a
low growth potential and moderate intellectual endowments in personnel function, leading
to the stultification of ﬂ:lE growth of human resourcés. In India, personnel management
is still a growing function, the compulsions of business and industry, more particularly
after the growth of industrialization in the past two decades, has led organizations to
concentrate their attention and effort on economic and technological areas. The top talent
of the country is, therefore, attracted to the fields of engineering, medicine or finance.
As a result of this the key dimension of human relations in an organization has been
receiving but inadequate attention. It has been the author’s observation that in many
small as well as large organizations, both in the public sector and the private sector,
problems in the area of human relations result from the basic error of placing a personnel
manager/administrator in a key position without adequately considering his intellectual
qualities, awareness, or his human and social skills. “Philosophers must be kings” is
an old adage that Plato enshrined in his Republic. In the modem Indian context where
neither philosophers nor kings would probably meet, a key function such as personnel

~management needs to be assigned to the top talent in the organization. What then is

the role that a personnel administrator is expected to perform in an organization? One
may classify the role of a personnel ran in an organization into the seven main facets
which are now discussed.

Personnel M:nager as an Intellectual

The basic skill in the personnel field as compared to technologists or financial experts is the
skill to communicate, articulate, unders;and and, above all, to be an expert when it comes
to putting policies and agreements in black and white. The personnel manager’s-skifl
lies in his commiand over the language. A personnel manager has to deal with employees
and he must possess the skills of conducting fruitful and systematic discussions and of
communicatiﬁg effectively. He should also be in a position to formulate principles and
foresee the problems of the organization. This means that he would require the mental

" ability to deal with his people in an intelligent manner as well as to understand what they
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are trying to say. A personnel manager must not be a mediocre person who is just able
to carry on the work with the assistance of his subordinates. When it comes to drafting
agreements and framing policies, he should himself be the master crafismim where the
validity of language is of prime importance.

Personnel Manager as an Educator

It is not enough that 2 personnel manager has command over the language, which,
however remains his primary tool. He should be deeply interested in learning and
also in achieving growth. Basically, human beings like to grow and realize their full
potential. In order to harmonize the growth of individuals with that of the organization,
a personnel manager must not only provide opportunities for his employees to learn, get
the required training and assimilate new ideas but also he himself should be a teacher.
A personnel manager who simply pushes files and attends labour courts for conciliation
purposes and other rituals of legal procedure for the settlement,of industrial disputes
is not a personnel manager of the future. While these functions will continue to be
performed, he must be able to rise above them and think of his people and himself as
changing entities in a growing organization. '

Personnel Manager as a Discriminator

A personnel manager must have the capacity to discriminate between right and wrong,
" between that which is ]ust and unjust and merit and non-merit. In other words, he should

be a good judge when he sits on a selection board, a fair person when he advises in the

disciplinary matters and a good observer of right conduct in an organization. He should
be a problem-sensor and also adept in spotting merit amongst his men.

' Personnel Manager as an Executive

The personnel manager must execute the decisions of the management and its policies with _

speed, accuracy and objectivity. He has to streamline the office, tone up the administration
and set standards of performance. He has to coordinate the control functions in relation to
the various other divisions and, in doing so, he should be in a position to bring unity of
purpose and direction in the activities of the personnel department. He must ask relevant
questions and not be merely involved in the office routine activities whereby the status
quo is maintained. He should hiave the inquisitiveness to find out causes of delay, tardy
work and wasteful practices, and should be keen to eliminate those activities from the
personnel functions which have either outlived their utility or are not consistent with
‘the objectives and purposes of the organization.

Personnel Manager as a Leader

Being basically concerned with people or groups of people, and being placed in the
group dynamics of various political and social functions of an organization, a personnel
manager must not shirk the role of leadership in an organization. He, by setting his
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own example and by working towards the objectives of sound personnel management
practices, must inspire his people and motivate them towards better performance. He
should resolve the conflicts of different groups and build up teamwork in the organization.

He must use all the social skills at his disposal to harmonize various interest groups and
conduct confercnces as well as meetings on human relations with the clear puxpose of
achieving profitable growth.

Personnel Manager as a Humanist

Deep faith in human values and empathy with human problems, especially in less
developed countries, are the sine qua non for a personnel manager. He has to deal with
people who toil at various levels and partake of their j Joys and sorrows. He must perform
his functions with sensitivity and feeling,

Personnel Manager as a Visionary

While every leading function of an organization must evolve its vision of the future,
the primary responsibility for developing the social organization towards purposive and
progressive action falls on the personnel manager. He should be a thinker who sets the
pace for policy-making in an organization in the area of human relations and should
gradually work out new patterns of human relations management consistent with the
needs of the orranization and the society. He must ponder on the social obligations of
the enterprise, cspecially if it is in the public sector, where one has to work within the
framework of social accountability. He should be in close touch with socio-economic
changes in the country. He should be able to reasonably forecast future events and should
constantly strive to meet the coming challenges.” '

The foregoing matter has not been presented with a view to specify the qualities of
a superman. These are goals and desirable traits which should lead to the performance of
expected roles. All men in the job may not have the optimum degree of these attributes,
but it is worth striving for the attainment of these norms. The central theme of this
specification of norms is to eliminate the prevailing attitude of placing anyone in the
personnel role aud to underline the need for assigning this sensitive area of human relations
to a perceptive and talented man. This alone will pave the way for the reorientation of
our approach to manpower utilization and development.

1.16 Responsibilities of 2 Personnel Manager

Every organization needs people who are not just dedicated to their field of work, but
are also aware of the challenges they face and how they can come over it. Ounly with
this knowledge can a company survive and hope for making an impacting growth. Apart
from a strong CEO, management team, and committed employees, an HR manager is
someone who helps shape the company.
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But what does a Human Resource (HR) manager do? If you wish to become one,  Infroduction to HRM
there are certain responsibilities and functions you are required to know. An HR manager
or Human Resources manager has many roles and responsibilities in the corporate. From
hiring people to employee retention, the manager duties can never end or reduce. He/
she has a huge obiigation towards the company as it is essential to identify the talent of Notes
each employee, utilize their talents, and position the employee best suited for a particular -
role. Depending on the size of an organization, the manager has many overlapping
responsibilities as well. Even though there are certain set or fixed roles that the manager
has to perform, the need of taking up different tasks may also arise. Apart from this, we
have listed a few more essential roles and responsibilities below:
® Recruitment Pracédur"e: One of the initial responsibilities is recruiting efficient
employees for the company that will deliver the best of their abilities. As the
recruitment procedure can be quite expensive for the company, it is imperative
not to make an error during the process. If dedicated, honest, intelligent,
trustworthy, and deserving candidates are not segmented, the entire company
can suffer. ‘

e Hiring Employees: Hiring is also one of the most important duties, be it long
term or short term. Every individual has a unique set of talents, educational
background, and skills that can benefit an organization, Keeping that in mind, He/
she should possess an eye for searching these talented people for the cdmpany’s
growth. It all rests on his/her shoulders to carry out this task.

o Training and Developing Employees: The new employees or the old employees
eﬁte}ing various departments need to undergo employee training for their specific
roles. Not everyone is knowledgeable of what other departments are doing or
what their key roles are. The manager has to train these employees such that
there will be no compatibility issues with the work assigned later on.

e Organization Development: This is again one of the key areas where the
manager has to execute to the fullest. Development of an organization is a
responsibility which includes peculiar organizational culture, making the team
mote effective by infroducing events intervening employees in a formal, and
informal way; thus impacting the business. ‘

e Bridge for Communication: He/she. holds a significant role in reducing the
gap between' the employees and the employers. Communication as well, in
terms of change management, work relationships and environment, interviews
and relevant questions, taking actions regarding discipline, resolving conflicts
between workers, and acknowledging employees for their hard work by giving
out certificates and rewards, etc, -

o Employee Performance: He/she has to evaluate performances of the employees
and determines the appropriate wéges, bonuses, employée performance

appraisals, and wage increase. He/she has to note the key performance indicators
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set for each employee and assess them accordingly. Assessment of employee
performance works in both company’s and employees’ advantage, making the
duties increase furthermore.

Consultation for Employees: In case of any issues or misunderstandings, the
manager has to come into play and neutralize the scenario. He/she also suffices
the role of being a mentor or helping employees cope up with bad bosses. He/
she hzlps inspire employees, build their spirits, and employee motivation to
the best of the organization. ' '

Advocating Company Policies: You can create policies if and when there is
a confusion regarding behaviour, handling situations, harassment and sexual .
haraéf;ment, making rules that are standard to other organizations, and for the
current organization; along with considering fair treatment of employees.

Wages and Benefits: He/she has the power to decide the wages offered to an
employee or to a recruit. Human resources management decides the break-
up of salary and benefits the employee can avail during the tenure of work
with the organization. Benefits may include, travel allowances, HRA (Health
Reimbursement Arrangements), medical, fitc.,l depending from organization to
organization. ‘

Tean:work and Team Spirit: He/she helps in building a team effective for
working under circumnstances and makes sure that right people are included in
the team, minimizing conflicts and increasing productivity. The manager decides
the team right from the team leader to the lowest ranking employee.

Relarions amongst Employees: One of the fundamental responsibilities and
duties or an HR manager is to implicate fair labour laws and policy, hiring
people with disabilities. Working in congruence with the US Department
of Labour, Medical and Family Leave act. How to avoid legal problems, in
case of employment termination. Managing paid, casual leaves and so on.
Significance of Strategies: To imply strategy for the growth of the company
along with the employees and also ensure complete and effective work of HR
administration.

Other than the above-mentioned responsibilities, there are other various roles
and duties in any organization like, security, handling travel and tickets, records
management, etc. The manager is the soul of the organization helping develop
and grow employees, along with the company.

1.17

Personnel Management as a Profession
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The profession of personnel management is an outcome of a latter-day differentiation of
| the same process of growth. Personnel management, being a newer discipline, suffers
from the pangs of growth or the learning process through which every profession has



to pass. Not only is it concerned with human beings, their aspirations and their struggle

for existence but it also represents a profession which affects all other professions and
has some impact on the diverse activities of an organization. This is the limitation of
the profession as well as its charter of growth and relevance.

Before discussing the question of professionalism in personnel management in Ihdja,
it would be proper to define and outline the approach to the question of professionalism.

Professionalism in the field of business management refers to management by trained

managers, who by virtue of their skills and specialized knowledge, can provide optimum

results. The key terms in professionalism, t'herefore, are (1) trained managers (2) skills
and specialized knowledge and (3) pursuit of excellence through better performance.

The performance of personnel managers in India with respect to these three terms
has to be considered to evaluate the working of the profession and its contributions.

Induction of Personnel Executives

To study professionalism in personnel management, we need to study the entry of new
recruits which would give us an idea as to who becomes a personnel executive. Today,
it seems the man who enters the personnel field is one who could not become a doctor
or engineer or chartered accountant and has chosen this profession as the last resort. He
is also one who could not be an army officer or an administrator in the civil services.
In any country, the priorities will depend upon the opportunities and attractions which
a profession provides. The fact that in the eyes of most people the personnel function
occupies a relatively low priority, shows that it holds less growth potential and promise.
for the younger generation. This leads to qualitative constraints on the growth of the
profession. But this is a vicious circle: the lack of entry of talented and gified people
restrains the growth of the profession; at the same time, growth and opportunities in
the profession can only be achieved by organizatibnal recognition of the profession and
an increase in the opportunities for personnel men. But how do our organizations view
the profession?

1. In spite of the rapid industrialization and the growth of different professions,
opportunities in personnel are not growing in the same proportion. This has its own
impact on professionalization. On the other hand, the very lack of proper training
and specialization restricts the utility of the executives to the organization resulting
in a throttling of its growth. The results of a sample study of executive position
being advertised in the national press for the intake in different professions in the
industry are now given.

It appears from the foregoing limited data that epportunities in personnel are low.
Of the 2036 posts covered in this study, only 1.9 per cent fell within the share of
personne] executives. The data with regard to banking are not very representative
since they cover the probationer trainees, etc., advertised only for a particular

month. Even then, banking is a major profession rapidly growing in size. Other |
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sectors, being more realistically represented in the study, also tend to underscore
the fact that technical and marketing fields constitute major areas of recruitment. In
a country with a large labour force and unlimited potential for making the human
resource more productive and effective, such insignificant growth of personnel is
symbolic of the stunted growth of the personnel profession and the relatively low
priority assigned by the industry to this important function.

Many organizations, especially the relatively small ones, feel no necessity for
personnel functions. For instance, if a man has a small shop, he does not require
a personnel manager. The management of human resources starts only with the
growth in the size of the organization. The larger the size, the larger the stake in
the working of the human group and the larger the need for skills of personnel
management. So, most of the organizations, mostly the smaller ones and which can
administer people with the help of consultants or through special care taken by the
chief executive, are not interested in inducting personnel executives.

Medium smci large sized organizations, which induct personnel executives, have
varying considerations for doing so, Some organizations induct personnel executives
because there happeris to be a division dealing with personnel management. Some
organizations are conscious of the needs of human groups in the organization and
they not only have a personnel philosophy and policy but also feel the necessity
for taking in specialized and qualified trained personnel for implementing a well-
laid system of personnel practices. In such organizations, personnel executives are '
taken in fiom various sources ranging from management institutes to successful
or less successful people in other professions. It is'difficult to say whether such
medium and large-sized organizations are inducting personnel executives due
to the necessities engendered by the size of their problems or out of a conscious
awareness only to fulfil their own needs.

Irrespective of the size of an organization, there are certain considerations that may
be called fallacious attitudes which have been witnessed for the last few years. One
such attitude represents the thinking of many chief executives that any mediocre
or average person with a mixture of experience and intuition can deal with the

. personnel functions of this organization. This belief has paved the way for many

mediocre people to be inducted into the personnel profession. Another factor which
runs parallel to the same thinking is that there can be no sp ecialization as such in the
personne] function. The result of such beliefs is that anyone at any time is thought
to be capable of working in personnel no specialized department or organization
need be provided for personnel management If some personnel executwes are
needed, they are inducted from the line finction and go back after serving as
personnel executives for some time. Yet another practice, which inevitably, creeps
in from the above assumptions that are widely prevalent in many organizations,
is to accommodate surpluses in personnel management.




1.18 Steps for Sound Growth

Let us consider individually the steps that need to be taken to ensure proper growth and
professionalization in personnel management.

Training

Any specialization needs a thorough and intensive training. At present, there are different
courses offered in social welfare and personnel management. The duration of most of
these courses ranges from six months to one year. There are also degrees in social work
and business administration awarded after two years ‘train'ing by different universities
and institutions. All the courses are not adequate to equip a candidate with what needs
to be imparted to a personnel specialist. A personnel specialist needs grounding in many
disciplines, but his core specialization has to be organizational bebaviour. In short,
personne] executives must concentrate on dealing with human beings and groups in any
industry or organization, i.e., concentrate on industrial and social psychology. All that
passes at present under the guise of behavioural sciences is but a mixture of elements
of various disciplines and is quite inadequate. A Masters in psychology or sociology
is nearer to the requirements of the personnel profession, provided it also has a strong
mixture of some of the following disciplines:

1. Industrial engineering

2. Industrial law

3. Wage economics and statistics '

4, Behavioural skills for conflict management.

A postgraduate course in personnel management for two years, tailored on the above
lines, alone can meet the requirements. Let it be made clear that diplomas or degrees
in business administration teach too many things and are too irrelevant to the needs of
the profession. No doubt, all education is beneficial, but here we are concerned with
specialization. Besides this, academic institutes must consider offering specialization
courses in certain selected fields beyond the postgraduate level. A four-year course after
graduation with a doctorate in speciaﬁzed areas also needs to be considered. Only such
steps can improve the quality, calibre and intellectual input of the profession. Only after
this, can it claim parity with medical, engineering or finance professions. :

Let us consider another aspect of training. After a person has been inducted into the
profession, it is also essential to train him, depending on his needs, in the following areas:

1. Refresher courses and seminars
2. Advanced techniques, discoveries and new knowledge
3. Dealing with new problems and changes in the external environment.

Most of the seminars conducted do not have a pattern. The organizers do not
insist on effective and proper participation in the wake of the rat race among various
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institutions to run courses and enlist a greater number of participants. The level of
seminars meaml for particular positions are always turned into mixed groups. It is a-pity
that seminar actmty has become more of a competmve. gamme rather than a structured
learning situation. An institution like the' National Institute of Personnel Management
(NIPM) must eVvolve standards in this field and hold them high. These standards should
be communicated to other related bodies including universities. It is time to consider
as to hew muchi of its resources and energy the NIPM is spending not only on holding
seminars/conferences but also in evolving standards and conducting research on the
training of personnel executives. The Institute is yet to take any meaningful steps in this
direction. It is still at the stage of a diploma programme, which has it own problems.
The NIPM nees to bring out a policy paper on ‘Education and Training in Personnel’
based on deliberations of experts. The exercise held a few years back needs to be taken
to its logical conclusion arid then implemented with a missionary zeal.

Ethics

No profession will ever .acquire status and dignity without a code of conduct of its
own like the Hippocratic oath for medical doctors. The NIPM brought out a code of
ethlcs for personnel managers, which was widely circulated. This is a statement of
p:ous intentions, whereas it should bave been a set of commandments aiming at strict
standards of couduct and performance. How many of the members have been violating '
its all pervasive provisions? A code has to be different from objectives. A more important

/| aspectofits \?ahie isits enforcement. The implementation oftﬁe code should be jealously

guarded by its adherents. The NIPM shortly needs to reshape its code of ethics and set
up 2 body for its formulation and implementation.

Performance

Personnel men 1Inus_t perform and perfofm for the pursuit of excellence. An organization
today and in the Future, will have na place for those disciplines which do not show results. -
A profession is known and recognized by the changes it can bring about in the area of
its specialization, Doctors must heal. If they cannot, they will cease to represent their
profession, thus entering the arena of quacks. Similarly, personnel men must denionstrate
results in the arca of human behaviour and work. S

A gréat deul of hesitation and vacillation dominates the personnel profession today. .
If one is dealing'with causes of industrial unrest, all factors—from government’s failure

to enforce laws to workers’ indiscipline to weather— are put forward. Nowhere is any .-

mention made of the quality of personnel and industrial relations men. In p_]acés where
there are good personnel men and professional personnel policies, what difference have
these made? This aspect needs to be thoroughly studied. What happens generally is this:
if a personnel man is asked to show results, he resorts to one of the following pleas:

o “Itis very difficult to quantify results.”
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e “What can I do? Line men do not cooperate.”

e “If the legal machinery fails, what can be déne by personnel people.”

e “In our job we get brickbats from all and credit from none.”

e “Our contribution is not measurable, we are catalysts.” And so on.

This attitude of complacence and escapism, in spite of the visible truth in some of
the statements, must be shed. Instead, the following measures are suggested:

1. That performance by the personnel people can be demonstrated in many areas,
such as problem-solving, grievance-handling and motivation.

2. That many problems in an organization are psychological rather than logical or
economical. Personnel specialists can handle these better.

3. That the effectiveness of personnel executives to act as change agents needs to be
recognized.

It may be true that one cannot measure men and their aspirations with a celluloid
tape. However, it is equally true that human relation skills can be demonstrated. If it
were not so, then specialization would be futile. It is possible to handle conflict by
understanding its nature and exploring a variety of its manifestations. This helps in
better resolution of conflict. Personnel men can demostrate these results by cultivating:

1. Skills for proper negotiation and communication

2. Abilities to analyze the human mind and its working

3. An objective and professional outlook through greater sensitivity to understand
other’s problems and hardships.

The development of empathy for employees is not a science or an art but a way
of life. It needs to be founded on a value system which gives priority to truth, honour
and courage.

Many situations of conflict arise as a result of inflated egos, misunderstood
viewpoints or insensitivity of managements. Managements are more likely to be
insensitive since they are in a position of privilege and power. There are cases where
employees on strike do not want money or promotion but only a recognition and
acceptance of their rightful place. If the payment of high salaries had been the road to
peage and progress, companies paying high salaries would not require personnel men.

But strangely enough, they too have conflict and many human problems. Even in a less |

developed country, the insistence on the recognition of the individual’s dignity and human
values is rapidly growing. Most organizations fail to perceive this aspect. They continue
to respond as if only monetary demands, which may be merely symptoms, are real. They
continue to misplace their stethescopes. A personnel man with a specialization in human
behaviour can be a great help in opening up blockages between the management and the
employees. In such a situation, a personnel man acts as a psychotherapist, releasing the
energy of the executive by reducing the pressure of irrational barriers and urges. How
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many organizations suffer from such neurosis and how many personnel executives have
failed to understand this task? These questions need to be pondered over.

1.19 The Personnel Man as a Change Agent

The role of the personnel manager as a legal specialist or industrial engineer is fast
diminishing. The tofality of industrial forces have brought about the recognition for
eﬂ‘ectmg changes in the total system of organization. These changes may be (1) human
(2) technical or (3) conceptual.

The personnel man is mostly concerned with human and conceptual changes. In this
process, he is not acting as a sub-agent, but as an active partner in conceiving and effecting
changes This anproach calls for a change in the perception of chief executives, who
have viewed personnel men as their henchmen who cari be hired and fired at will. They

‘need to use the personnel men as change agents once they have acquired specialization.

‘Personnel management is the monopoly of personnel men, They should not shy

| away from the basic duty of developing this as a specialization. It is no longer relevant

to call every manager a personnel manager. Everyone will deal with men but not all will
specialize in this field. Everyone who deals with machines cannot be called a mechanical
engineer! A personnel man who tends to be a general errand-boy of the management
can win laurels for himself, but, in the long run, will cease to have a professional statys,

(A great danger to the profession arises from such non-expert generalists whose
business is to appease rather than perform. A ﬁersonneI man must develop core
specializatipn in human behaviour to eﬁ‘e-ctively handle human problems in the industry.
The National Institute of Personnel Management will have to define its approach to
education and trainiﬁg and reformulate its code of ethics for personne] executives. But

. before this can be done, the ITPM must cease to encourage personnel to be an amalgam -

of all disciplines and disallow membership to every executlve who is not fully quahﬁed
in the field of personnel and human relations, :

If the IIPM formulates' a charter, it. will pave the way for greater growth and

- development. Even if it does not, the IIPM will do well to first professionalize its own

organization and constitution to work as a model. /It must not only grow in strength but

it must also functionas an efficient organization concerned with the education, conduct

and performance of its members. It must evolve standards and project a-sound policy

in all key areas of personnel management. Management also needs to be restrained
from expecting personnel men to be errand-boy generalists. They must be accepted as

specialists handling human resource management and as change agents. The future will

need professionals with skills and integrity rather than those who can mampulate and

can be manipulated. Professionalism is founded on knowledge, specialization, inte gnty

and courage.
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1.20 Value Context of HRM in India

The managerial ideologies in India dates back to at [east four centuries. Arthdshastra,

written by the celebrated Indian scholar-practitioner Chanakya had three key areas of
exploration, 1) public policy, 2) administration and utilization of people, and 3) taxation
and accounting principles (Chatterjee 2006). Parallel to such pragmatic formulations,
a deep rooted value system, drawn from the early Aryan thinking, called the Vedanta,
deeply influenced the societal and institutional values in India. Overall, Indian collective
culture had an interesting individualistic core while the civilizational values of duty to
family, group and society were always very important while the Vedantic ideas nurtured

an inner pnvate sphere of individualism.

There has beén considerable interest in the notion that managerial values are a
function of the behaviours of managers. England; Dhingra and Agarwal (1974) were
early scholars who contended that managerial values were critical forces that shape
organizational architecture. The relevance of managerial values in shaping modern
organizational life is reflected in scholarly literature linking them to corporate culture
(Deal & Kennedy 1982), organizational commitment and job satisfaction (O’Reilly,
Chatham & Caldwell 1991), as well as institutional governance (Mowday, Porter & Steers
1982). Thus, understandiﬁg the source of these values and in particular societal work
valuies (“;hich link the macro-micro relationships and in turn organizational practices)
had become a-popular line of enquiry, and a great deal of evidence has been presented
to support the importance of national culture in shaping managerial values. One of the
most widely read formulations of this literature is the seminal work of Hofstede (1980)
who popularized the notion of clustering culture in generic dimensions such as power
distribution, structuring, social orientation; and time horizons. In turn, these dimensions
could be employed to explain relevant work attitudes, job incumbent behaviours and
the working arrangements within organizational structures. Two of these dimensions
were individualjsm and collectivism. -

The traditional social ethos from the ancient roots, which was developed over
centuries, underwent profound transformation during the British rule. Consequently, in

the contemporary context multiple layers of values (core traditional values, individual |.

managerial values, and situational values) have emerged (Chatterjee & Pearson 2000).
Though the societal values largely remain very much anchored in the ancient traditions
they are increasingly reflecting corporate priorities and values of global linkages. But
in the arena of globalization where priorities of bonsumgrism, technological edircation,
mass media, foreign investment and trade union culture predominate, newer tensions
are becoming evident. For instance, contemporary Indian multinational companies and
global firms in India have started shifting their emphasis to human resources with their
-knowledge and experience as the central area of attention in extgnding new performance
boundaries (Khandekar & Sharma 2005). Considerable research evidence attests to this
trend with particular relevance to greenfield organizations with little or no historical
baggages in their organizational culture (Settt 2004, Roy 2006).
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Within Indian traditicas the choice of individualistic or collectivistic behaviour
depends upon a number of culturally defined variables. The dynamics of these variables
are underpinne through three key elements guiding Indian managerial mindscapes.
These three constructs are Desh (the location), Kaal (the timing), and Patra (the specific
personalities involved). Sinha and Kunungo (1997) claim that the interaction of these
three variables cetermines the guidelines for decisional cues. This managing or nurturing
of the outer layer of collectivism in an inner private sphere of individualism is expressed
in Table 1.3 which demonstrates the behavioural anchors in Indian organizational life.

Table 1.3: Behavioural Anchors in Indian Organizational Life

DECISIONAL Desh Kaal Patra
CUES : (place) {Timing) (Actors)
SPIRITUAL Sattavaguna Tamasguna Rajas guna
ORIENTATION (Virtue focus) (Negative focus) | (Actionfocus)
INTERPERSONAL . fl;:(\:v:d respect / ?].f)ls‘l::iward Bandhan
RELATIONS i

LA O _ Loyalty) - affection) (Bonding)

Source: http://rphrm.curtin.cdu.au/2007/issue2findia.html

Table 1.4 also presents another‘powérful insight of the Indian tradition of the notion
of ‘Guna’ _dynamics: According to Sharma (1996), this culture based framework, which
has three types of gunas (attraction), is being increasingly used in employee assessment
and organizational team building strategies. The contentiop is that each puna is a separate
contribution to the core of human personalities. The Satfava (or truth -orientation) is
the sentiment of exalted values in people, organizations or society. Alternatively, the
Tamasikguna depicts a negative orientation which can be expressed behaviourally as
ignorance, greed or corruption, Those individuals with Rajasikguna are inherently driven
by a desire to make a worthwhile contribution to their surroundings. Collectively, these
spiritual orientations, which manifest as Sattava, Tamas or Rajas gunas, articulate as
positive or negative HRM functions such as leadershili, motivation or other institutional
behavioural activity. The third row of Table 1 highlights the linking of HRM trends
to socio-cultural roots. The culture of Sradha (upward loyalty) and Sneha (mentoring
with affcction) outline the behavioural anchors derived from the civilizational roots.
The acceptance of ‘Sradha’ by youngers and the display of ‘Sneha’ by the seniors have
been the root of sustainability of all types of Indian organizations. This has a striking

similarity to the concepts of ‘oyabun’ and ‘kobun’ in the Japanese cultural context.

1.21 HRM in Modern India

In a recent survey of Indian CEQ?s, it was suggested that Indian mana gerial leaders were

less dependent on their personal charisma, but they emphasized logical and step by step
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implementation processes. Indian leaders focused on empowerment and accountability

in cases of critical turnaround challenges, innovative challenges, innovative technology,
product planning and marketing or when other similar challenges were encountered.

Leaders in other countries often tell about why they chose a peculiar person for
certain role per task, detailing the personal characteristics that made that person right for
that situation. They may also consider, in detail, how an assignment would help someone
grow and develop their abilities. In general, Indian leaders simply did not discuss how
they matched particular people to certain roles or tasks, nor did they usually consider
in detail. how the personal characteristics of individuals might shape or inform the best
way to influence that person.

One of the noteworthy features of the Indian workplace is demographic uniqueness.
It is estimated that both China and India will have a population of 1.45 billion people
by 2030, however, India will have a larger workforce than China. Indeed, it is likely
India will have 986 million people of working age in 2030, which will probably be
about 300 million more than in 2007. And by 2050, it is expected India will have 230
million more workers than China and about 500 million more than the United States
of America (US). It may be noted that half of India’s current population of 1.1 billion
people are under 25 years of age (Chatterjee 2006). While this fact is a demographic
dividend for the economy, it is also a danger sign for the country’s ability to create new
jobs at an unprecedented rate.

When India’s young demographic bubble begins to reach working age, India will
need far more jobs than currently exist to keep living standards from declining. India
today doesn’t have cnough good jobs for its existing workers, much less for millions
of new ones. If it cannot better educate its children and create jobs:for then once they
reach working age, India faces a population time bomb: The nation will grow poorer
and not richer, with hundreds of millions of people stuck in poverty.

With the retirement age being 55 to 58 in most public sector organizations, Indian
- workplaces are dominated by youth. Increasing the retirement age in critical areas like
universities, schools, hospitals, research institutions and public service is a topic of
considerable current debate and agenda of political parties. '

The divergent view, that each society has a unique set of national nuances, which
guide particular managerial beliefs and actions, is being challenged in Indian society.
An emerging dominant perspective is the influence of globalization on technological
advancements, business management, education and communication infrastructures is
leading to.a converging effect on managerial mindsets and business behaviours. And
when India embraced liberalization and economic reform in the early 1990s, dramatic
changes were set in motion in terms of corporate mindsets and HRM practices as a result
of global imperatives and accompanying changes in societal priorities. Indeed, the onset
of a burgeoning competitive service sector compelled a demographic shift in worker
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Human Resource educational status and heightened the demand for job relevant skills as well as regional

Management diversity. Expe.tedly, there has been a marked shift towards valuing human resources

(HR) in Indian organizations as they become increasingly strategy driven as opposed

Not to the culture of the status quo. Accordingly, competitive advantage in industries like
otes

software services, pharmaceuticals, and biotechnology (where India is seeking to ussert
global dominance), the significance of HRs is being emphasized, These relativities were
demonstrated in a recent study of three global Indian companies (with 235 managers)
when evidence was presented that positively linked the HRM practices with organizational
performance. In spite of this trend of convergence, a deep sense of locality exists creating
more robust ‘cross vergence’ in the conceptual as well as practical domam

From Operational
Focus to ‘Brand
India’ Focus
Intellectual _ Sacio Cultural
Sphere - Sphere
. From
From From Traditional Individual
Mindset Welfare HRM to ' Support to
toGlobal | MarketDriven |+ Professional
Mindset Strategic HRM Autonomy
Emational Managerial
Sphere From System Sphere
Maintenance
to Collective
' Performance,
Bonds

Fig. 1.4: Drivers of Contemporary Indian HRM Trends
Source: http://rphrm curtin.edu.au/2007/issue?/india.htm|

Figure 1.4 presents the key drivers for contemporary Indian HRM trends. In Figure
1.4 there are four u:xternal spheres of intervention for HRM professionals and these spheres
are integrated in & complex array within organizational settings. The intellectual sphere,
which emphasizes the mindset transaction in work organizations, has been significantly
impacted by the forces of globahzatlon Indeed, Chatterjee and Pearson (2000) argued,
with supporting empirical evidence from 421 senior level Indlan managers, that many of
the traditional Indian values (respect for seniority, status and group affiliation) have been
complemented by newer areas of attention that are more usually [inked to globalization,
such as work quality, customer service and innovation. The most important work related
atiribute of the study was the opportunity to learn new things at work, Such cross verging
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trends need to be understood more widely as practitioners face a new reality of human

resource development of post-industrial economic organizations.

The other three spheres, of Table 1.3, viz., the emotional, the socic-cultural and
the managerial domains are undergoing, similar profound changes. For instance, the
socio-cultural sphere confronts the dialects of the national macro level reform agenda
as well as the challenge of innovating by addressing the hygiene and motivational
'features_ of the work place. Consequently, this sphere, which is underpinned by the
anchors of Sradha and Sneha, has the opportunity to leverage work setting creativity in
dimensions of autonomy, empowerment, multiskilling and various types of job design.
And the emotional sphere, which focuses on creativity and innovation to encapsulate the
notions of workplace commitment and collabouration as well as favourable teainwork,
brings desirable behavioural elements of transparency and integrity into organizational
procedures and practices. The managerial sphere provides the mechanisms for shifting

mindsets, for in Indian organizations HRM is viewed to be closely aligned with.

managerial technical competency. Thus, understanding of the relativity of HRM to
strategic intended organizational performance is less well articulated in Indian firms.
The current emphasis of reconfiguring cadres (voluntary and non-voluntary redundancy
schemes), downsizing, delayering and similar arrangements will become less relevant
as soon as holistic perspectives gain ground. A hallmark of future Indian workplaces
is likely to be a dominant emphasis on managerial training, structural redesign and
reframing of institutional architectures to achieve entrepreneurial excellence. Thus,
a primary role of Indian managers will be to forge new employment and industrial
relationships througlr purposeful HRM policies and practices. In Table 1.3 is presented
a variety of HRM practices that are being employed in Indian organizations.

Table 1.4: Key HRM Practices in Indian Organizations
HRM practice Observable features

Percentage of employees with formally defined work roles is very

Job Description |, . i
ob Description high in the public sector.

Strong dependence on formal labour market. Direct recruitment
from institutions of higher learning is very common amongst
Recruitment management, engineering and similar professional cadres. Amongst
other vehicles, placement agencies, internet and print media are the
most popular media for recruitment.

Strong emphasis on security and lifetime employment in public
Compensation | sector including a range of facilities like, healthcare, housing and
schooling for children.

Poorly institutionalized in Indian organizations. Popularity of
training programmes and their effect in skill and value development
undeveloped.

Training and
Development
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Performance A very low coverage of employees under formal performance
Appraisal appraisal and rewards or organizational goals.
) » . | Moderately variable acrossindustries. Seniority systems still
Promotion and . . . .
| Reward dominate the public sector enterprises. Use of merit and performance
; limited mostly to globally orientated industries.
Limited in scope. The seniority based escalator system in the public |,
Career sector provides stability and progression in career. Widespread use |
Planning of voluntary retirement scheme in public sector by high performing
AR staff. Cross-functional career paths uncommon.
) . Driven b tive court rulings, IL ideli legi
Gender Equity | 2Ven Y proac U ru 2 ' O. gui .e 'mes‘and egislature
provisions. Lack of strategic and inclusion vision spread.
= The central government has fixed 15 per cent reservations for
Reservation ]
Svstem | scheduled castes, 7.5 per cent for scheduled tribes and 27 per cent
v for backward communities. States vary in their reservation systems.

Source: http:/frphmm.curtin.edn.aw/2007/issue?/india.html

1.22

HRM Challenges in India

Some of the major challenges which HR . faces in India today are discussed hereunder.

Self Learning Material

o Managing Globalization: 1t is important for an HR Manager to study people

managiement practices before implementing new practices which are global in
nature. It has become a challenge for the HR to educate its workforce on how
globalization can be leveraged and how an individual employee benefits or is _
affected by it. Instead of thrusting new practices upon them, it is ideal to study
the existing practices which are in place..

e Developing Leadersh:p Shills: It is not just about knowledge, experience -

and expertise, it is also about developing the nght soft skills to give shape to
the future leaders. Since the global economic and industrial scenario is very
volatile and dynamic, what is reqmred now is a skill set in the workforce which
distinguishes them as team leaders.

¢ Managing Change: Change management is the call of the day with big

organizations integrating Six Sigma methodologies in their businesses. Change

. management defines the response of the business to the changing external and

intérnal environment. The industrial growth scenario in India demands that there
should be change brought about within all factions of the industry. But there are
internal and external forces which resist the change. It is a huge challenge to
influence the resisting forces with the organization, manage internal conflicts,
motivate them to embrace change and implement the changes,

o Developing Work Ethics: With back to back slumps in the global economy,

India has not remained unscathed. Employee morals and loyalty are being tested



e

in a business’s day to the day functioning. It has become very important to
re-instill cultural values, loyalty, respect for the weak and elderly, and infuse
qualltles like empathy, charity, austerity, team spirits, ethics and Honding in
the workforce. '

e Retaining Talent: Yes, this is one of the major challenges which HRM faces
today. Poaching and cut-throat competition has given an impetus to high
remuneration to the deserving. People have gained exposure and their yearning
to rise sees them changing loyalty and organizations very frequently. This is
especially observed in the IT and ITES sector. To manage low attrition rates
and retain talent has become a mammoth hurdle which all organizations want
to cross in order to reach their goals.

. Managmg Fast Changing Technological Trends: Most large and medium scale
organizations today prefer to be technolog;cally oriented. The technological
trends in today’s global scenario are fast changing. Educating the human
resource about these changes, upgrading their knowledge and motivating them
to learn, absorb and come out of their comfort zones is a great challenge faced
by many organizations.

o Developing Accountability: With the advent of Six Sigma methodologies,
organizations have lowered their tolerance levels for mistakes, errors and delays.

]t is a challenge which HRM in India is facing like its global counterparts. It |

is not easy to train people to shoulder responsibility.

e Managing Workforce Stress and Employmen't Relations: HR is the face of an
organization. It hires and fires employees and if the HR of an organization is
not emphatic towards its workforce it does not help in employment relations.
This factor is fast becoming a challenge for HRM especially in sectors like
hospitality, IT and allied support services, media and entertainment.

e Managing Inter-functional Conflict: Earlier it was the friction between different
levels of an organization and now the new emerging challenge for the HR is
to manage inter-functional conflict within an organization. With organizational

restructuring becoming common in the past few years, disputes and friction

between different functions has been on the rise.

o Managing Workplace Diversity: With globalization and India’s economy
changing gears to accelerate growth, organizationé hire as well depend on a
people from different countries, cultures and ethnicity. To manage the diverse
workforce who have fairly diverse physiological and the psychological influences,
is also a huge challenge for the HR in the emerging Indian economy.

Industrial Relations Challenge

The Indian industrial relations system has two main features. First, there is an absence of
the provision to recognize a union as a representative or agent for collective bargaining.
Second, there is total dominance of government in regulating the industrial relations (IR)
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domain. Though it is relatively easy for members of a work organization to be registered
as a unicn under the law, it does not lead to the legal recognition by the employer in
dispute resolution or bargaining process. ’

In terms of collective bargaining, industry wide bargaining occurs in certain
industries where the employers are organized, but bargaining otherwise is decentralised
to enterprise level. Although there are no restrictions on the subjects of bargaining, the
Industrial Disputes Act of 1947 restricts the ability of employers to lay off or retrench
employees or to close business.

Indian industrial relations have evolved from political roots and Ilabmlr market
demands. A unique feature of Indian Industrial Relations has been the dominance of
political parties sponsoring unions. Union membership has been the most popular breeding
ground for politicians, and political leaders have enjoyed the use of union platforms.
Such politicization has generated conflicts and rivalry creating mayhem and the hurting
of labour interest. Nevertheless, in spite of wage dett_:rminétion by central government
boards, and ad hoc industrial awards, enterprise level bargaining has yielded positive
outcomes. Interestingly, during the 1970s in the_period of the highest number of strikes,
the reglistered number of unions grew ﬁ}refold. But a decade later profound economic
and political reform movement saw a new direction in the trade union movement. A
section of scholarly trade union leaders began to incorpora{te new global thinking in
the union pﬁtlook. : '

. Since the 1980s, the Indian industrial relations culture has been considerably
impacted by the intensification of globalized markets. During this time and beyond,
there has been a clear departure from traditional personnel management. The shift has
not only been in the general tone, but in the substantive visions. Adjustment to the global
imperatives of an emerging service sector, sunrise industries, and demographic shifts
in competencies have given rise to new thinking. In spite of most of the Indian labour
laws being entrenched in a world view that is very different to the current realities, and
the obvious urgeacy for them to be updated to incorporate more flexible, competitive
work systems, the built in rigidities are still proving a formidable obstacle.

The most alarming issue in the HRM and Industrial Relations context is the lack of
job opportunities outside urban areas where more than 70 per cent of the population lives.

While Indian university graduates line up for jobs that can propel them into newly
vibrant middle ciass, per India’s rural and urban poor, change has been interminably
delayed. Expectations, like incomes, are rising across India, and not just for those working
in call centres. Exen as the New India cohort thrives, much of the rest of India is making
much slower gains or even being left behind, creating social and political tensions that
cloud.India’s impressive strides forward. The Towest paid workers in the off shoring
industry those working in the call centres earn median wages of ¥ 16500 a month. But
most Indians _still earn less than ¥ 3000 a month or just ¥ 100 a day.
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Technical Services Recruitment and Retention

There has been a dramatic shift in the expectations of employees in the organized and
globally linked sectors of the economy. An unprecedented rise in the disposable income
coupled with a declining dependency ratio, has led to young professionals becoming
extremely mobile. The problem is critically evident in the off shoring industry where the
average retention period of an employee is considered to be around six to eight months.
And the retention of senior level executives is an additional challenge. The attrition
rates are highest in information technology (IT) (30-35%), business process outsourcing
(BPO) (35-40%), insurance (35-40%), retail and fast moving consumer goods (FMCG)
(20-30%), and manufacturing and engineering (10-15%).

. Over the past decade, there has been a sea change in the area of Indian technical
services and the associated HRM practices of recruitment and retention. While the higher
education system in the country has remained overwhelming poor in infrastructure and
weak in becoming revitalized to grapple with the global imperatives, there has been
a mushrooming of private educational institutions. The recruitment problem is further
deepened by the emergence of a new culture of ‘job hopping’ amongst employers who
can demonstrate their world class competencies. This phenomenon of turnover has seen a
chain reaction in entry level salaries, and an increase in graduates has created significant
social and economic disruption to the Indian labour market. A likely scenario from this
rampant activity is that the Indian HR scene will be negatively impacted in the next
decade unless the deregulation and autonomy of the higher education sectors is initiated
somewhat immediately. An example of this widening gap between the university system
and market need has become a serious impediment in several new industries in India. For
an example, it has been reported in the popular press (Time 2007), “...out of 13 million
people who applied to work at IT company Infosys last year, just 2% were qualified
indicating a sign of stress in the university system that graduates 2.5 million a year.”

One of the most concerning issues for HR managers in India is the high staff
turnover. In industries like call centres, staff attrition is the single biggest issue. The
industry has grown from zero employment to an employer of quarter of a million young
English speaking, well educated and ambitious people. Attrition is highest in traditional
customer service jobs, where young people find themselves having to spend all night on
the phone, often with irate callers. In other areas such as claims processing or accounting,
the turnover rate is much lower. More worrying for many companies is the ‘merry go
round’ in supervising and management jobs, as new centres are only too willing to pay
higher salaries to hijack experienced staff.

The issue of retention is much more critical in the high value adding BPO sector

such as R&D activities. This $40 billion industry has one of the highest attrition rates
of around 20 to 25 per cent.
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1.23 Opportunities in HRM in India

The world has undergone a dramatic change over the last few decades, the forces of
globalization; technological changes have greatly changed the business environment.
Organizations were required to respond in a strategic manner to the changes taking
place in orcer to survive and progress. Strategic Human Resource Management (SHRM)
involves a set of internally consistent policies and practices designed and implemented to
ensure that a firm’s human capital contribute to the achievement of its business objectives.
Strategic human resources management is largely about integration and adaptation. Its
concern is to ensure that:

1. Human Resources (HR) management is fully mtegrated with the strategy and the
strategic needs of the firm.

2. HR policies cohere both across policy areas and across hierarchies.

HR practices are adjusted, accepted, and used by line managers and employees
as part of their everyday work. SHRM practices are macro-oriented, proactive
and long term focused in nature; view human resources as assets or investments
not expenses; implementation of SHRM practices bears linkage to organizational
performance; and focusing on the alignment of human resources with firm strategy
as a means of gaining competitive advantage.

The role of people in the implementation of strategic responses has a significant
bearing on the success rate. It is therefore imperative for an organization to look at
the I\uman issues involved before implementation of any strategic responses. At this
connection the question is: How can organizations effectively adopt, implement and
maximize HRM practices for valued firm level outcomes? That is, how can firms increase
the probability that they will adopt and then effectively implement appropriate HRM
practices? Insuring that members of the HRM personnel have the appropriate human
capital or competencies has been suggested as one way to increase the likelihood of
effective implementation of HRM practices .The future HR professional will need four
basic competencies to become partners in the strategic management process. These include
business competence, professional and technical knowledge, mtegratlon competence
and ability to manage change. )

Although there is a different emphasis for HR in the future, HR’s fundamental
purpose is to build a positive, productive workplace-remaining unchanged. With this in
mind, a successful future of HR would be revolving around three complementary and
overlapping roles. Fulfilling these roles HR will prove itself an important and legitimate
contributor to organizational achievement. The heart underpmnmg these roles is “less
control, more leaming”. Here are the roles:

Facilitator

Facilitating the employee/employer connection, principally through -empowering
technologies (both digital and procedural) that emphasize employee self-service and
managerial independence. '
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The corollary to this role is consistent striving to minimize depéndcnt relationshfps
between employees/managers and HR through transferring knowledge and expertise from
HR to HR s clients. This is accomplished in part by using computer technologies enabling
employees and managers to handle transactions online that they formerly needed HR
to administer. Through employee and manager self- service features, such technologles
also put greater access and control over information in the hands of employees and
* managers, thus increasing personal mastery and independence.

HR’s task here may best be conceived as a “help desk” function: Set-up the systems,
teach others to use them, and then get out of the way, answering questions from the
field only as these arise.

Designer

Designing and helping implement high performance people strategies in partnership with
line staff. The scope of such efforts could be quite narrow at the team level or system
wide. As in #1, the focus is on developing employee and manager self-reliance through
the skilful sharing of expertise by HR. The focus, though is on applying that expertise
in ways that are explicitly tied to priorities of line staffs.

What are high performance people strategies? Dr. Pfeffer identifies, “seven
dimensions that seem to characterize most if not all of the systems producing profits
through people”.

1. Employment security.
2. Selective hiring of new personnel.

Self-managed teams and decentralization of decision making as the basic principles
of organizational design. ‘

4. Comparatively high compensation contingent on organizational performance.
Extensive training.

6. Reduced status distinctions and barriers, including dress, language, office

arrangements, and wage differences across levels.

7. Extensive sharing of financial and performance information throughout the
organization.

Educator

Serving as a catalyst for learning and communication. As educator HR has three jobs:
(A) Introduce fresh thinking and new ideas to promote creativity, innovation and
successful adaptation within the enterprise; (B) Persist in developing mastery of adopted
organizational practices and process improvement methodologies by employees and
managers; and, (C) Communicate extensively what's happening within the organization
and why, especially as these relate to the seven high performance people strategies
identified above. '
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1.24 TImpact of Globalization on HR

Aconsensus has emerged among scholars and practitioners that the business environment
has become more competitive than in the past because of globalization. In order to survive
in this new era, businesses have to focus even harder on their competitive strengths
50 as to dovelop appropriate long-term strategies. Old practices and systems that have
evolved over time are no longer appropriate.

Indecd development is achieved through people. Beardwell and Holden ( 1997)

support this assertion by giving an example of Japan’s success despite its Iackirig natural
resources. These lessons are important for us if we have to move forward in terms of

-economic Jdevelopment.

Armstrong outlines three most important factors in achieving competitive advantage
as [nnovative, Quality and Cost Leadership, but all these depend on the quality of an
organization’s human resources. What this entails is that the starting point should be
with the human resource. Scholars have argued that ‘the human resource satisfies four
conditions necessary to achieve sustainable competitive advantage: human resource is
valuable, rare, and imperfectly iniitable and has no substitutes. Competitors can easily
dupficate competitive advantage obtained via better techpology and products, but it is

hard to duplicate compefitive advantage gained through better management of people.

The creation of these core competencies can be achieved through effective provision
of the traditional services of the human resource management and dealing effectively
with macro concerns such as corporate culture and management development.

Globalization and Human Resource Planning (HRP)

Human resource planning is a critical management function in a sense that it provides
management with information on resources flow which is used to calculate, arhong other
things, recruitment needs and succession and development plans. There is a need in
this new environment for human resource practitioners to take a detailed study of past
and protected trends in employment loss and seek to minimize the shock of unexpected
shortages of labour, increased and costly surpluses and needless redundancies. When
there is a proper human resource plan in place, we will be able to obtain and retain the
number of pzople we need with the skills, expertise and competencies required. Of late,
a lot of teachers, doctors and nurses have left the country for greener pastures. This
would not have been the case if human resources were properly managed. HRP will
also ensure that we develop a well-trained and flexible workforce, thus contributing to.

the nation’s ability to adapt to uncertain and changing environments.

Supply and Demand

When viewed from a global perspective, the demand for employees exceeds the suﬁply.
This can be especially true for highly skilled jobs, or positions that require specialized
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knowledge. HR must not only find qualified candidates, it must find them in locales
across the globe. If your company has a need for a specific type of employee that you

are used to find locally, you may be surprised that such employees don’t exist in remote’

locations where you need them. Your HR department must devise strategies to relocate
or train employees to suit company needs.

Expatriation

HR may have to persuade employees to work abroad for extended periods. That means
HR must provide for housing, orientation to new customs and even new language skills.
HR also must be prepared to provide such services to entire families, because employees
with families cannot be expected to spend extensive time abroad without their spouses
and children.

Diversity Recruitment

With the rise of globalization, companies of all sizes are now interacting with
customers and stakeholders from diverse cultures, languages and social backgrounds.
In response, many human resources managers seek to hire employees from equally
diverse backgrounds. Companies engaging in this diversity recruitment recognize the
value of having people on staff that their customers can relate to, and they know that
having a team of diverse people contributes to the range of ideas and influences within
the organization. ‘

Push for Professional Development

A further impact of globalization on HR management is a push for professional
development. Professional development is concerned with providing employees
opportunities to achieve their career-related goals. Some orgamzatlons provide resources
for their employees to earn a university degree others send their employees to conferences
or networking events and training days. Professional development is important to
globalization because it creates a win-win situation. The employees feel as though the
organization is concerned with providing a range of skills and competencies for their
employees. Likewise, the organization benefits from the added skills and connections that

the employees who take advantage of professional development programmes acquire. |

Communication

Though ‘the Internet has made global communication sxmpler t1me zones have not. HR
must devise ways to communicate vital mformatmn in a timely manner, without expectmg
remote employees to be available at odd times, such as midnight or the early morning
hours. HR departments can meet this challenge by limiting same-time communication to
emergencies only, and setting up email alerts that arrive at the beginning of the remote
employee’s work day. ' |
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Training

HR must devise ways to deliver training to employees abroad who cannot attend live .
sessions in the cornpany’s home country. Solutions may include self-paced training; virtual
training that is live but conducted through Internet connections; and teleconferences. If
the nature of the traifiing is such'that personal contact is essential, HR must find ways to
either send trainers abroad or bring remote employees to the home coumtry temporarily.

Management of Laws across Jurisdictions

Afinal effect of globalization on human resources management is the need for businesses
to understand and apply the laws of many different jurisdictions to the particular business.
The federal governmeﬁt sets out a number of tax and labour laws that businesses operating
in the United States must comply with, but there may also be local and regional laws that
apply to companiies that operate in different states or different countries. Selling products
in Europe, for example, might mean that a company has to impose a Value-Added Tax
on its goods. Hiring employees at branch locations in different locations might change
the requirements on minimum wage, tax ailowances or working hours. JUnderstanding
these laws is vitally essential to the organization because any breach of them will have a
serious impact not only on the business’s financial well-being but also on its reputation.

1.25 Globalization and Evolution of HR

With globalization comes immense pressure for businesses to evolve their human resource

practices to recruit, train, supervise and retain well performing employees from diverse
backgrounds. As companies strive to establish global market share through franchises,
subsidiaries and outsourcing of some finctions, HR professionals devise strategies
geared towards addressing challenges brought about by different cultures, languages
and labour union laws,

Streamlining IT Management

Globalization has made the business environment more competitive, requiring
organizations to ensure the flow of information. Access to data across all locations is
vital that requires the HR field to evolve its information management capabilities to
be more streamlined and efficient. To be successful in the global markets, you have to
efficiently manage your human capital assets and ensure your employees and managers are
provided with enhanced access to pertinent information. This can be done by consolidating
multiple technologies, IT skills and technical infrastructure to reduce operating costs.

Fresh Talent

Globalization has made it easy for companies to hire young professionals from around
the world. Such fresh talent brings a different skill set to the organization and can
significantly increase productivity. The human resource finction can leverage the power
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of the Internet to identify suitable candidates from various countries that can boost your
company’s operations abroad, instead of deploying personnel! from the home office. You
can also import this pool of workers to take on responsibilities of your retiring staff.

Improved Training Programmes

Faced with the prospect of deploying staff to your subsidiaries abroad or for sales and
marketing events, as well as recruiting beyond borders, your human resource has to
train these people accordingly. Your HR staff has to develop homogeneous policies
and training programmes, and implement management standards that focus on a global
workforce. The impact of globalization has resulted in the enhanced training programmes
tailored to meet the needs of branches in multiple locations, taking into consideration
the prevailing business environment.

Legal Compliance

When your organization is operating in various countries, you have to- ensure that it |

complies with local laws and regulations. In most cases it falls upon HR to ensure
legal compliance with existing labour and other laws regarding taxation, customs
and immigration, when staff has to be deployed between offices in various countries.
Thanks fo globalization, your HR strategy has to harmonize compensation, employee
working hours, required break times and minimum wage guidelines, as well as policies

on discrimination.

1.26 HR Trends in Globalization

Human resources departments of international companies have often treated foreign
office locales as subordinate to the “home” office in their home country. However, as
globalization becomes more common, HR has started looking at selection and retention
of talent from a global pool, rather than looking for talent in the home country that is
willing to work abroad. This global thinking has changed the way HR evaluates candidates
and assesses existing employees.

HR Objectives

HR departments that deal with a global talent pool have learned to seek candidates that
fit in with a company’s global objectives. Candidates who might contribute to a regional
office are not as attractive as those who understand the big picture of what the company
is trying to accomplish internationally. HR departments in global companies feel the
pressure to screen for global business sense.

Internet Competition

Large global companies used to have an advantage over small companies when it
came o advertising for talent. Large eorporations could afford to place want ads in
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print publications worldwide. Today, even a small company can advertise for an open
position on the Internet, thus attracting applicants from anywhere in the world that has
Internet access. HR has Iearned that it must compete with small- and medium-sized
businessus in many countries to attract the best talent. This requires HR to utilize social
networking sites, blogs, pod-casts and the use of niche websites'that target a specific type
of candidate, as opposed to general job boards where job notices can become obscured
by the sheer number of notices.

Virtual Engagement

HR depaitments are learning to communicate with employees thréugh virtual means,
such as video conferencing and web-based training. Gone are the days when employees
could gather in one place for a seminar. Today’s global markets require employees
in remote geographic locations and different time zones to have access to web-based
training and web-based conferences. Instructional designers have learned to provide HR
with training that employees can access on the company website and that trainers can

assess and deliver electronically. ’

Mobility of High-Value Talent

HR deparimenfs are challenged to find executives and highly-skilled technical workers
who are willing to travel globally. The realities of the world market dictate that people
with advanced skills must work in numerous company locations if their skill sets are not
available from employees in those locations. This makes it tougher fo recruit, because
not all high-value employees view global travel favourably,

1.27 TImplementing a Global HR System

Implementing a global HR system requires a project team with dedicated resources,
global representation, accountability and senior executive support. Use a consultant if
you lack global implementation experience and phase your implementation over time
instead of irying to bring everybody up on the new system all at once. As with any
large project that affects many people, frequent communication is an essential part of
the implementation plan. '

Get Support and Resources

One of the most important steps for implementing a global HR system is to get support
from senior management in every part of the world. Top management in each country
should budget for the project, communicate their support and assign a person to the
project with accountability for its success. Without visible support and dedicated
resources, a global HR system implementation has a limited chance of success. The
senior HR executive should also appoint a global project leader whose full-time job is
to implement the new system.
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Hire a Consultant

Consider hiring a consultant to help you with the implementation. Select a consulting
partner who has implemented the same system globally for other companies. Consultants
typically have a defined process they follow that will help you structure the project from
design through implementation. They can offer advice and guidance on how to handle
global conflicts or special circumstances that they've encountered before while working
with other clients. You can usually structure the consultant’s level of involvement based
on your budget.

Create a Design Team

System design is a vital endeavour while going global. Assemble a team with HR and
IT representatives from each major country or region, and collabouratively create a
design that balances the need for a single, global system and the specific requirements
of each country. Including IT representatives early will help ensure there are no last-
minute technical barriers to implementation and will help create buy-in from the group.

Run a Pilot Test

Run a pilot test before you launch the entire system globally and bring the company
up in phases. Choose a small global business unit and pilot-test their implementation,
conversion and training. Get feedback from pilot users, fine-tune the design and adjust
the rollout process as necessary. Bring the next group on board and continue the process
until you’ve completed the implementation. Regularly communicate with everyone in
the organization to provide updates on progress and to give advance notice of changes
to HR processes and procedures.

1.28 Summary

People have always been central to organizations but their strategic importance is
increasing in today’s kﬁowledge—based industries. HRM is responsible for the people
dimension of the organization. It is a pervasive force, action-oriented, individually-
oriented, development-oriented, future-focused, and integrative in nature and is a
comprehensive function. '

HRM mainly covers three broad areas: personnel aspect, welfare aspect, and
industrial relations aspect. HRM aims at achieving organizational goals—to meet the
expectations of employees; to develop the knowledge, skills and abilities of employees;
to improve the quality of working life and to manage human resources in an ethical and
socially responsible manner: From an organizational standpoint, good HR practices help
in attracting and retaining talent, train people for challenging roles, develop their skills
and competencies, increase productivity and profits and enhance standard of living.

HR can be a source of competitive advantage, when the talents of people working
in the company are valuable, rare, difficult to imitate and well organized to deliver
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efficient and cffective results. Personnel Management is basically concerned with
people at worl; and their relationships with each other. Personnel management is that
part of the management function which is concerned with people at work and with their
relationships within an entérprise. The functions of personnel management given above
would hardly make a definition. It is more or less a description of personnel activities.
We define a term to understand the differentia and to identify our own framework to an
area of knowledge. Personnel management s a traditional approach of managing people
in the organization. Human resource management is a modern approach of managing
people and their strengths in the organization.

A personnel man, charged with fulfilling the aforementioned objectives of an
orgaunization, should be a leader with high intellectual powers, a visionary and a
philosopher who provides the initiative to shape the future in terms of leading the human
beings in an oryanization towards more prosperous and progressive policies. The basic
skill in the personnel field as compared to technologists or financial experts is the skill
to communicatc, articulate, understand and, above alf, to be an expert when it comes to
put policies and agreements in black and white.

Personnel management, being a newer discipline, suffers from the pangs of growth
or the learning process through which every profession has to pass. Personnel men must
perform and perform for'the pursuit of excellence. An organization today and in the
future, will have no place for those disciplines which do riot show results.

Human Resource Management (HHRM) has a long history in India, as reflected
by Kautilya’s a:counts in the “ArthaShastra”. Within Indian traditions the choice of

| individualistic or collectivistic behaviour depends on a number of culturally defined

variables. The dynamics of these variables are underpinned through three key elements
guiding Indian 1nanagerial mindscapes. These three constructs are Desh (the location),
Kaal (the timingr), and Patra (the specific personalities involved).

Managing globalization, developing leadership skills, managing change, retaining
talent, developing work ethics, developing accountability, managing workforce diversity
are some of the challenges faced by the Indian HR managers.

Understanding the impacts of globalization on human resources can help managers
to better equip their organizations for the increasingly global business environment.
The creation of core competencies can be achieved through effective provision of the
traditional services of the human resource management and dealing effectively with
macro concerns such as corporate culture and management development.

A further iinpact of globalization on HR management is a push for professional
development. Professional deveiopment is concerned with providing employees
opportunities to achieve their career-related goals. With globalization comes immense

| pressure for businesses to evolve their human resource practices to recruit, train, supervise

and retain well performing employees from diverse backgrounds.
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Glossary

Management. The process of efficiently achieving- the objectives of the
organization with and through people. '

HRM: A process of bringing people and organizations together so that the goals
of each one are met, effectively and efficiently.

Auxiliary Service: Secondary or supporting setvice.

Competitive Advantage: 1t allows a firm to gain an edge over rivals while
competing. It comes from a firm’s ability to perform activities more distinctively
and more effectively than rivals.

Strategic Human Resources Management: The linking of HRM with strategic
goals and objectives in order to improve business performance and develop
organizational cultures that foster innovation and flexibility.

Personnel Management. 1t refers to that part of the management ﬁmctlon
which is concemed with people at work and with their relationships within
an enterprise.

Deregulation: 1t is the process of removing or reducing state regulatlons Itis
therefore opposite of regulation, which refers to the process of the government
regulating certain activities.

Downsizing: Reducing the number of employees on the operating payroll
Personnel Management. An administrative function of an organization that
exists to provide the personnel needed for organizational activities and to
manage the general employee-employer relationship.

Personnel Manager: A person who is in charge of a department that deals with the
employment, training, support, records,.etc., of a cofnpany’s employees
Induction: A ceremony or formal act by which a person is inducted, as into
office or military service.

Collectivism: The practice or principle of giving a group priority over each
individual in it. -

Globalization: The process of international integration arising from the
interchange of world views, products, ideas and other aspects of culture.
Accountability: The obligation of an individual or organization to account for
its activities, accept responsibility for them, and to disclose the results in a
transparent manner.

Globalization: It refers to the process by which businesses or other organizations
develop international influence or start operating on an international scale.
Expatriation: It means living in a country other than their country of citizenship,
often temporarily and for work reasons. '

Value Added Tax: It is a tax on the amount by which the value of an article has
been increased at each stage of its production or distribution.
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Human Resource 1,30 Review Questions : ’
Management '
_ 1. What do you mean by Human Resource Management?
. 2. State soma prominent features of HRM.
Notes 3. ‘HRMhasa ver)-r wide reach’. Discuss.

4. What do you think should be the objectives of HRM?
5. Discuss the importance of HRM in current organizational setup.
6. Describe the meaning and nature of Human Resource Management.
7. Explain the objectives and scope of HRM. ‘
8. Discuss the importance of Human Resource Management.
9. Describe the some important features of HRM. f

10. Discuss how HRM evolved.

11.  Explain the difference between strategic and basic HRM.

12, Differentiate the between personnel management and HRM.

13. Describe ths Dimensions of Personnel Management.

14.  Explain the Objectives of Personnel Management.

15. Why is a competitive.advantage based on heavy investment in human resources
more sustainable than investment in other types of assets?

16.  Are people always an organization’s most valuable asset? Why or why not?

17. Do preésures on cost containment work against effective management of pe;:)ple? '
Why or why not?

18.  To be a strategic business contributor, HR managers must enhance organizational
performance, expand human capital, and be cost-effective. Discuss how HR
professionals must balance the competing demands made on them.

19. How do you think the internet will change the way in which HR processes, such
as hiring, compensating, evaluating, and benefits are performed?

20. What is personnel management? How is HRM different from personnel
managemeni? ‘

21." What are the basic finctions and roles of a personnel manager?

22, Why is it important for a personnel manager to be a leader and a visionary?

23, Discuss how a personnel manager acts as a change agent. |

- 24, Discuss the steps of sound growth of a personnel manager.

25. Explain the major responsibilities of a personnel manager.

26. Describe the functions of a personnel manager in detail.

27. Understand the roles. assumed by a personnel manager explain with the help of
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28.

29.
30.
31
32
33.
34,
35.
36.
37.
38.
39,
40.
41.

42.

Discuss the steps in sound growth of a personnel manager. What do you mean by
value context of HRM in India?
Discuss the HRM practices in contemporary India.

List the challenges faced by HR managers in India.

iscuss the traditional aspect of HRM in India.

How has HRM evolved over the years in India?

State some of the key HR practices of Indian organizations.
What are the challenges faced by the HR managers in India?
Why is retention of talent a major challenge for Indian firms?
What do you mean by term Globalization?

Discuss the effects of globalization on HR.

Explain the evolution of HR in times of globalization.

How to implement global HR systems explain.

How has globalization impacted the human resource planning?
Explain the role of internet and technology in HR in the wake of globalization.

What are the requisites of implementing global HRM systems?

1.31 Further Readings

o Aswathappa K., Human Resource and Personnel Management, Fifth edition,

Tata McGraw Hill

e RaoVS.P., Human Resource Management, Text and Cases, Second edition, Excel

Books

e Ivansevich., Human Resource Management, Tenth edition, Tata McGraw

Hill

e Dessler,, Human Resource Management, Tenth edition, Prentice Hall

e Bemardi., Human Resource Management, Fourth edition, Tata McGraw

Hill
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2.1 Learning Objectives

After studying the chapter, students will be able to:

e Understand the concept of job analysis;
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e Discuss the concept of job description; . Designing and Developing.

e Know the contents of writing job specification;

e Understand the relevance of job-design ;

e Understand the meaning, objectives and importance of HRP;
e Describe the HRP process;

o Discuss the forecasting human resource requirement;

e Understand the meaning of recruitment;

e Describe the sources and methods of recruitment and know the recruitment
policies and procedures commonly followed in organizations;

» Understand the meaning and process of selection;
e Discuss the different types of tests and interviews;

e Know the concept of validation.

2.2 Introduction

To fulfil its goals, any organization must first go for a good recruitment and selection

procedure, keeping in mind the exact requisites of the organization. The basis for job
definition has been provided by job analysis and job description.

Job can be defined as duties and responsibilities which an individual eﬂiployee
is assigned to discharge. A job consists of numerous activities which are performed to
complete it. When these activities are clubbed together it is called job.

After understanding a job and what it entails, let us step by step proceed further to
understand more about the job and its performance: 1. Job analysis, 2. Job description,
3. Job evaluation, and 4. Job specification.

Human resource is an important corporate asset and the overall performance of
compames depends upon the way it is put to use. In order to realize company objectives,
it is essential to have a human resource plan. Human Resource Planning (also called
employment or personnel planning) is essentially the process of getting the right number
of qualified people into the right job at the right time so that an organization can meet its
objectives. It is a system of matching the supply of people with openings the organization
- expects over a given time frame. '

Human Resource Planning (HRP) is a forward looking function. It tries to assess
human resource requirements in advance keeping the production schedules, market
fluctuations, demand forecasts, etc., in the background. The human resource plan is
subject to revision, of course, and is tuned to the requirements of an organization from
time to time. It is an integral part of the overail corporate plan and reflects the broad
thinking of management about manpower needs within the organization. The focus of
the plan is always on getting right number of qualified people into the organization at
the right time.
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Human Resource The human resources are the most important assets of an organization. The success

Maﬂagement or failure of an organization is largely dependent on the calibre of the people working

therein. Without positive and creative contributions from people, organizations cannot

N progress and prosper. In order to achieve the goals or the activities of an organization,
otes

therefore, we need to recruit people with requisite skills, qualifications and experience.
While doing so, we have to keep the present as well as the future requirements of the
organization in mind. Recruitment is a ‘linking function’ — joining together those with
jobs tofill and those seeking jobs. It is a ‘joining process’ in that it tries to brmg together
job seekers and employér with a view to encourage the former to apply for a job with
the latter. :

The basic purpose of récruitment is to de'velop a group of potentially qualified
people. To this end, the organization must communicate the position in such a way
that job seekers respond. To be cost effective, the recrujtment process should attract
qualified applicants and provide enough information for unqualified persons to self-
select themselves out.

Selection is the process of choosing individuals who have relevant qualifications
to fill jobs in an organization, The primary purpose of selection activities is to predict
which job ap plicant will be successful if hired. A test is a standardized, objective measure
of a person’s behaviour, performance and attitude. The basic objective of intelligence
tests is to pick up employees who are alert and quick at learning things so that they can
be offered adequate training to improve their skills for the benefit of the organization.
Selection is usually a series of hurdles or steps. Each one mist be successfully cleared
before the applicant proceeds to the next.

2.3 Job Analysis

Job analysis is thus a very systematic, research-based study of the pature and operation

of a specific job. Job analysis is the process of studying and collecting information
relating to the operations and responsibilities of a specific job. The immediate products
of this analysis are job descriptions and job specifications. Job analysis is a systernatic
exploration of the activities within a job. It is a basic technical procedure, one that is used
to define the duties, responsibilities and accountabilities of a Job.A job is a collection
of tasks that can be performed by a single employee to contribute to the production of
some products or services provided by the organization. Each job has certain ability
recruitments (as well as certain rewards) associated with it. Job analysis is the process
used to identiry these requirements.

The data collected in the process of job-analysis is highly useful for various purposes.

‘Recruitment and Selection

Job analysis provides information about the specific requirements of each job and thus

facilitates the criteria selection and eligibility rules for prospective employees, Such
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criteria and parameteré then form the benchmark against which each recruitment is Designing and Developing

carried out. Selection of employees follows the same guidelines too.

Manpower Requirements

The job analysis provides details of the present and consequently of the probable future
manpower requirements in the organization. Thus good organizations always maintain
an inventory of professionals’ eurriculum vitae, for quicker replacements in case of
vacancies in future.

Compensation Package

Job analysis provides the vital information that enables an appropriate evaluation of
cach personnel’s job. This then facilitates. the drafting of a suitable compensation or
rewards policy. Likewise, the wages and salaries for various categories of employees
.are decided based on the job analysis data. '

Pe:forman'ce Appraisal

Job analysis provides not only information on the standard form of the job, but also on
the actual performance of the responsible employee in the job. Thus, a critical evaluation
of each professional’s performance can be conducted, thereby allowing the individual
to know exactly what is expected of him/her.

Training'

" On having known what the job entails, through job analysis, it becomes quite easy to
develop an initiation or a training programme that would best nurture the skills of the
employee to suit the job he/she has to ultimately discharge. The training schedules can
be tailor-made to the requirements of the job. Thus the energy of several employees can
be channelized in the direction of the organizational objectives, through right training.
Job Assignment

Job analysis, through various implicit and explicit information, helps to ensure that
the responsibilities and duties are assigned to those people who are best suited in that
position. Thus, it ensures that right job is assigned to the right person.
Job-re-Engineering _

Job analysis also provides information useful for improvements of industrial engineering
designs and working methods for higher productivity.

Job Analysis Process

It involves various steps'needed to be followed for successful job analysis.

Birds-Eye View of Job Structure in the Organization

This implies that a macro view of the organizational activities divided into _]ObS is taken.
Such a view enables an inference of the interconnections between jobs, as also between
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- jobs and the organizational objectives. The productivity or efficiency of each job is also

determined. Tools used for such an analysis include the organization map and process
flow charts. Such flow charts show how the job in question relates to other jobs and
where it fits in the overall organization. These charts also deﬁne the responsibility and
authority of each specific job.

Selection of Job for Analysis

Job analysis is not a very simple and quick process. Infact, a comprehensive and
effective job analysis is quite time consuming, Thus it is always better to prioritize the -
representative jobs for analyzing.

Data Resouicing for Job Analysis

There are numerous ways of collecting data on the responsibilities and tasks entailed on

the job. The data for job analysis can be normally collected from the following sources:
¢ The Human Resource Manager

e The Employee at the job

The Employee’s supervisor, who inspects his employees task

Consultants in the particular field.

Techniques of Job Analysis
1. Interview '

2, Questionnaire

3. Cbservation

4. Data froni Daily Log Books.

Interview

Interview is probably the most widely used method for determining the job dutles and

| responsibilities. It allows the employee to report activities and duties which would be

otherwise difficult to get. Interview entails a direct approach to the people actually in
the job. The interviewees are asked questions related to the job and their experiences
in it. Thus, it is getting the data directly from the horse’s mouth.

Interview being based on a personal involvement such data should give information
about all possible requirements of the job, e.g., about the nature of job and the proportional
skills needed in the jobbers, etc. The methods of data collection can be many, but care
should be taken in selecting a method that best suits the organization’s objectives,
resources and requirements. Needless to say that data, irrespective of the process by

| which it is procured, must be reliable.

Interviews may be conducted in two formats: Individual and Group. Separate
interview with each'employee is conducted if personal attributes of those at the particular
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job, are to be observed. Also when an employee is at work on an individual basis, it Designing and Developing
makes no sense to call him for being interviewed in a group. Thus, a mechanic, drafisman, HR System
driver, etc., should be called for Individual Interview. Group interview as a corollary,
would thus imply an interview conducted on a large number of people performing similar
work, with work of one employee being interrelated with the other employees’ work. A Notes
supervisor working over a group of workers may also be interviewed, thus making this
an indirect group interview or an individual interview.

Care must be taken by the interviewer in framing questions that will give the
maximum information regarding the job.

Questionnaire

This consists of a set of questions, printed or hand written. The questionnaire is then
sent out to the concerned employees seeking their replies to the questions posed in the
questionnaire. Drafting a questionnaire requires a lot of intelligence, because the words
of the question communicate to the reader, what he is asked. Thus the language of the
questions must be simple reader-friendly, clear, unambiguous and as unoffending as
possible. The questions must relate to the answer and extract as much information about
the job as possible. Once the questionnaire is fully filled up by the answers, it is to be
sent back to the sender of the form. Answers on the form are then analyzed, reseatched
and a profile of actual job requirement is developed.

Types of Questionnaires

1. CODAP— Comprehensive Occupational Data Analysis Programmes.
PAQ — Position Analysis Questions.

FJA — Functional Job Analysis.

MPDQ — Management Position Description Questionnaire.

JAIF — Job Analysis Information Form

Mook N

Observation

Direct observation is useful when the job is of a physical activity, i.e., the productivity
is measurable. But where the output is of a mental calibre or where the work is of a
creative nature, it is obviously difficult to measure the output, e.g., writers, copywriters,
journalists, etc. In such a situation observation is neither reliable nor preferable.

Daily Records

Usually in order to systematize their tasks, employees maintain a diary or a roster of
their custodians; activities, mentioning their responsibilities and duties, and also job-
objectives. Occasionally, a note is made of the various problems and hurdles that an
employee faces during the daily discharge of his/her duties. A caveat to be added here
is that, such chronological records may give more than that is needed and sometime<
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Human Resource rather useless information too. Likewise, some useful information may not be mentioned
Management at all. Thus, in order of priorities, preferably this method should be chosen only when
the usage of other methods is either not possible or, has already been made.

Notes 2.4 Job Description

One of the clief and most useful products of job analysis is job description. Job
description, as mentioned before, delineates the various duties, responsibilities and
tasks involved in the job.

Job description is an importanfdocument, which is basically descriptive in nature
and contains a statement of job analysis. It provides both organizational inforthation
(like location in structure, authority, etc.) and functional information (what the work is).

It imparts information about the scope of job activities, major responsibilities and
positioning of the job in the organization. This information gives the worker, analyst, and
supervisor with a clear idea of what the worker must do to meet the demand of the job.

WHho can better describe the characteristics of good job description?
Earnest Dale has developed the following hints for writing a good job description:

1. The job description should indicate the scope and nature of the work including
all-important relationships. .

2. The job duscription should be clear regarding the work of the position, duties etc.
3. More specific words should be selected to show:
(i)  The kind of work

(i) The degree of complexity

(iif) The degree of skill required

(iv) | The extent to which problems are standardized

(v)  The extent of worker’s responsibility for each phase of the work

So we can conclude by saying that job description provides the information about
the type of job and not jobholders.
Uses of Job Deseription

Job description is necessary in an organization as it has several uses:
¢ Preliminary drafis can be used as a.basis for productive group discussion,
particularly if the process starts at the executive level. .
o It helps in the development of job specification.
e It acts as a tool during the orientation of new empléyees, to learn duties and
responsibilities. It can act as a basic document used in developing performance
standards.
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6.3.2 Contents of Job Description

The main content of a job description usually consists of the following details or data:

o Job Identification or Organization Position: This includes the job title,
alternative title, department, division and plant and code number of the job. The
job title identifies and designates the job properly. The depamnent division,
etc., indicate the name of the department where it is situated and the location
indicates the name of the place.

o Job Summary: This serves two important purposes. First is, it imparts additional

identification information when a job title is not adequate; and secondlyit gives
a summary about that particular job.

e Job Duties and Responsibilities: This gives a total listing of duties together with
some indicatior of the frequency of occurrence or percentage of time devoted
to each major duty. These two arc regarded as the “Hear of the Job”.

e Relation to Other Jobs: This gives the particular person tolocate job in the organization
by indicating the job immediately below or above in the job hierarchy.

) Supervisioh: This will give an idea the number of person to be supervised
along with their job titles and the extent of supervision.

e Machine: This will also impart information about the tool, machines and
equipment to be used.

e Working Conditions: 1t imparts us information about the environment in which
a jobholder must work.

o Hazards: 1t gives us the nature of risks of life and limb, their possibilities of
accurrence, etc.

2.5 Job Specification

This is the other chief process of job analysis. Job specification tells about the attributes
referring to education, training, skills, aptitude and experience required to perform the
job. It tells what kind of a person to recruit. Job speciﬁcatioﬁ translates the job description
into terms of the human qualifications, which are required for performance of a job.
They are intended to serve as a guide in hiring and job evaluation. Job specificatioi is
a written statement of qualifications, traits, physical and mental characteristics that an
individual must possess to perform the job duties and discharge responsibilities effectively.

In this, job specification usually developed with the co-operation of personnel
department and-various supervisors in the whole organization.

Job Specification Information

' The first step in the programme of job specification is to prepare a list of all jobs in
the company and where they are located. The second step is to secure and write up
information about each of the job in a company. Usually this information includes:
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® Physical Specifications: Physical specifications include the physical
qualifications or physical capacities that vary from job to job. Physical
qualifications or capacities include physical features like height, weight, chest,
vision, hearing, ability to lift weight, ability to carry weight, health , age, capac1ty
to use or operate machines, tools, equipment, etc.

¢ Mental Specifications: Mental specifications include ability to perform,

_ arithmetical calculations, to interpret data, information blue prints, to read
electrical circuits, ability to plan, reading abilities, scientific abilities .J udgment
ability to concentrate, ability to handle variable factors, general mtelhgence
meInory, etc.

e Emational and Social Speciﬁcarions: Emotional and social specifications
are mote important for the post of managers, supervisors, foremen etc. These
include emotional stability, flexibility, social adaptability in human relationships,
personal appearance including dress, posture, etc.

® Behavioural Specifications: Behavioral specifications play an important role
in selecting the candidates for higher-level jobs in the organizational hierarchy.
These specifications seek to describe the acts of managers rather than the traits
that cause the acts. They include judgments, research, creativity, teaching ability,
maturity trial of conciliation, self-reliance, dominance, etc.

Employee Specification

Job specifications information must be converted into employee specification information -
in order to know what kind of person is needed to fill a Jjob. Employee specification is
like a brand name which spells that the candidate with a particular employee specification
generally possesses the qualities specified under job specification.

-Employce specification is useful to find out the suitability of particular class
of candidates to a particular job. Thus, employee specification is useful to find out
prospective employees (target group) whereas job specification is useful to select the
right candidatc for a job.

Uses of Job spe{:lﬁcatlon

Uses of job spzcification are: . _ _
e Physical charactéristics, which include health, strength, age range, body size,
- weight, vision, poise, etc.
o Psychological Characteristics or Special Aptitudes: This includes such qualities
as manual dexterity, mechanical aptitude, ingenuity, judgment, etc.
® Personal characteristics or fruits of temperament such as personal appearance,

good and pleasing manners, emotional stability, aggressiveness or
submissiveness.
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e Responsibilities: These include supervision of others, responsibility for Designing and Developing

production, process and equipment, responsibility for the safety of others and
. responsibility for preventing monetary loss. |

e Other features of a Demographic Nature: Thesc are age, sex, education,
experience and language ability.

e Job specifications are mostly based on the educated gneisses of supervisors and
personnel managers. They give their opinion as t61who they think should be
considered for a jéb in terms of education, intelligence, training, etc.

e “Job specifications may also be based on statistical analysis. It is done to determine
the relationship between:

Some characteristics or traits.

Some performance as rated by the supervisor.

2.6 Job Design

Job design is a scientific art by which maximum output can be obtained with minimum
input, to the extent possible under the given circumstances. J ob analysis provides the job
description and job specification with the help of which the exact characteristics of what
the job entails, as also of the human attributes, can be made out. With the knowledge
about the tasks involved, designing or structuring of the job can be done with such
schedules and daily goal;s, that the job lures the employee as well as reels products. A
decent and compatible job design would yield optimum results for the employer and
satisfaction for the employee.

Job / Engineering

Scienfific Management

and Industrial

Engineering Approach
Job Enrichment Quality of Working
Verticolly loading the job to A brood-based approach suggesting
provide more responsibility the importance of overall chmote  *

\ socio-technical design and teams
Job Holders

Job Characteristics Socio Information Processing
Building skill variety, task identity, A complex theoretical model suggesting
task significance, autoriomy and the imporiance of social information or
feadback inlo the job cues offecting job holders

Fig 2.1: Various Approaches to Job Design
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The pioneering scientific managers such as Fredrick W. Taylor and Frank Gilbreth,
systematically examined jobs and techniques such as time and motion analysis. Their goal
was to maximize human efficiency. Scientific mana gement approach js usually based on:

1. Dimension of Work: By age old principle of division of iabour, bigger tasks are °

divided into smaller feasible sections,

2. Specialization: Based on certain aptitude tests, people who are best suited for some
jobs are specially put to do these jobs, thus specializing thém to certain tasks.

Use of Technological and Scientific Methods

1. Training: DeveIOpmg and sharpening their skills by providing them need based
learning.

2. Autonomy: Giving responsibilities and freedom to operate within of course the
broad frarnework of the organization.

3. Feedback: To check the progress and performance of the jobs.

Job Design in Developing Countries

For budding managers working in developing countries (even though employed in
MNCs or TNCs), it is always better to know some exclusivetechniques. But first let us
understand the four dimensions characterized as HOFSTEDE Dimensions.

L. Power Distance Societies: The extent to which a society aCcepts unequal dlStﬂbutIO[l
of power m institutions.

2. Uncertainty Avoidance: The extent to which a society feels threatened by
uncertainty and ambiguity.

3. Individualism Collectivism: The extent of social coupling and group identity
expected and experienced by individuals in a society.

4. Masculinity Feminity: The extent to which dominant values in society emphasize’

assertiveness and material acquisitions (as opposed to more intangible outcomes
like quality of life).

2.7 Objectives of Human Resource Planning

The basic purposc of having a human resource plan is to have an accurate estimate of the
number of emplovees required, with matching skill requirements to meet organizational
objectives. It would also give.an indication of the lead time that is available to select
and train the required number of additional manpower.

More specifically, HR planning is required to meet the following objectives:

e Forecasi Personnel Requirements: HR planning is essential to determine the
future manpower needs in an organization. In the absence of such a plan, it would
be difficult to have the services of right kind of people at the right time.
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e Cope with Changes: HR planning is required to copé with changes in market Designing and Developing

conditions, technology, products and government regulatlons in an effective
way. These changes may often require the services of people with the requisite
technica! knowledge and training. In the absence of an HR plan, we may not
be in a position to enlist their services in time.

Use Existing Manpower Productively: By keeping an inventory of existing
personnel in an enterprise by skill, level, training, educational gualifications,
work experience; it will be possible to utilize the existing resources more
usefully in relation to the job requirements. This also helps in decreasing wage
and salary costs in the long run.

Promote Employees ina Systematic Manner: HR planning provides useful
information on the basis of which managemient decides on the promotion of eligible
personel in the organization. In the absence of an HR plan, it may be dlfﬁcult
to ensure regular promotions to competent people on a justifiable basis.

2.8 Importance of HRP

Human Resource Planning is a highly important and useful activity. If used properly,

it offers a number of benefits:

Reservoir of Talent: The organization can have a reservoir of talent at any
point of time. People with requisite skills are readily available to carry out the
assigned tasks.

Prepare People for Future: People can be trained, motivated and developed
in advance and this helps in meeting future needs for high-quality employees
quite easily. Likewise, human resource shortages can also be met comfortably
(when people quit the organization for various reasons) through proper human
resource plannmg

Expand or Contract: If the organization wants to expand its scale of operations,
it can go ahead easily. Advance planning ensures a continuous supply of people
with requisite skills who can handle challenging jobs easily.

Cirt Costs: Planning facilitates the preparation of an appropriate HR budget for
each department or division. This, in tum, helps in controlling manpower costs by
avoiding shortages/excesses in manpower supply. The physical facilities such as
canteen, quarters, school, medical help, etc., can also be planned in advance.

Succession Planning: Human Resource Planning, as pointed out previously,
prepares people for future challenges. The “stars’ can be picked up and kept
ready for further promotions whenever they arise. All multinational companies
for example, have this policy of having a ‘hot list’ of promising candidates
prepared in advance, e.g., HLL, Proctor & Gamble, Godrej consumer products,
etc. )
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The process of HRP usually followed in a lz;rge organization, consists of the following

Forecasting the Demand for Human Resources

Most firms estimate how many employees they require in future. The demand for human
talent at various levels is primarily due to the following factors:

L. Exterral Challenges: These challenges arise from three important sources:

Economic Developments: 1iberalization, opening up of banking sector,
capital market reforms, the on-line trading systems have created huge demand
for finance professionals during 1990-1995 in India. The late 90s saw the rise
of manufacturing, FMCG, Pharmaceuticals, Auto-components, Healthcare

. ond Chemical Industries in a steady manner. Consequently, the demand

G

(iii)

for Engineering and Management graduates, Scientists and Healthcare
professionals has picked up in recent times.

Political, Legal, Social and Technical Changes: The demand for certain
categories of employees and skills is also influenced by changes in political,
legal and social structure in an economy. Likewise, firms employing latest
technology in construction, power, automobiles, software, etc., have greatly
enhanced the worth of technicians and engineers during the last couple of
years. Technology, however, is a double-edged weapon and hence, its impact
onHR plans s difficult to predict. For example, computerization programme -
in Banks, Railways, Post and Telegraph Departments may reduce demand in
one department (book keeping, for example) while increasing it in another
(such as computer operations). High technology with all its attendant benefits
may compel organizations to go lean and downsize workforce suddenly.
Employment planning under such situations becomes complicated.

Competition: Companies operating in fields where a large number of players
are bent upon cuiting each other’s throat (with a view to enhance their market
shares) often reduce their workforce. Competition is beneficial to customers
but suicidal for companies operating on thin margins. Such companies have
to necessarily go ‘lean’ by reducing their workforce. On the other hand,

"companies that are doing well and progressing smoothly will always look

for people with critical skills.

Organizutionﬂ Decisions: The organization’s strategic plan, sales and production

forecasts and new ventures must all be taken into account in employment planning.
If Britanuia Industries Ltd. expects higher demand for biscuits and bread, the long-
term HR plan must take this into consideration. Likewise, if it tries to venture into
other lucrative fields such as milk based products and confectionery items, the
demand for people possessing requisite skills in those areas in the next couple of
years should be looked into carefully.



Workforce Factors: Demand is modified by fetirements, terminations, resignations, Designing and Developing

deaths and leaves of absence. Past experience, however, makes the rate of occurrence
of these actions by employees fairly predictable.

Forecasting Techniques: The manpower forecasting techniques commonly
employed by modern organizations are given below:

(i)  Expert Forecasts: In this method, managers estimate future human resource
requirements, using their experiences and judgn.ents to good effect.

(i)  Trend Analysis: HR needs can be estimated by examining past trends. Past

rates of change can be projected into the future or employment growth can |

be estimated by its relationship with a particular index.
Other Methods: Several mathematical models, with the aid of computers are
also used to forecast HR needs, e.g., regression, optimization models, budget and
planning analysis. '
To proceed systematically, human resource professionals generally follow three
steps. Let’s examine these steps as applied in respect of, say a commercial bank.
Workforce Analysis: The average loss of manpower due to leave, retirement, death,
transfer, discharge, etc., during the last 5 years may be taken into account. The rate
of absenteeism and labour turnover should also be taken into account. The nature
of competition, say from foreign banks and other non-banking financial institutions
may also be considered here to find out actual requirements in a year.
While some of the interchanges and external supply could be predicted (growth
opportunities, promotions, transfers, retirements, etc.) others are not so easy to
predict. Past experience and historical data may help bank managers in this regard.
. - Workload Analysis: The need for manpower is also-determined on the basis of
workload analysis, wherein the company tries to calculate the mumber of persons
required for various jobs with reference to a planned output - after giving weightage
to factors such as absenteeism, idle time, etc. The following example would throw
light on this:

While determining manpower requirements through work load analysis,
commercial banks may have to take the following factors into consideration:
(i) the number of transactions to be handled by an employee; (if) the amount
of deposns and advances per employee; (111) special requirements in respect of
managing extension counters, currency chests, mobile branches, etc.; (iv) future
expansion plans of the bank concerned. Managerial judgment —a study of the past
trends —may serve as auseful guide in this regard. Statistical and econometric models
may also be pressed into service, sometimes, depending on the requirement(s).

Job Analysis: Job analysis helps in finding out the abilities or skills required to
do the jobs efficiently. A detailed study of jobs is usually made to identify the
qualifications and experience required for them. Job aﬁalysis includes two things:
Job description and job specification. Job description is a factual statement of the
duties and responsibilities of a specific job. It gives an indication of what is to
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be done, how it is to be done and why it is to be done. Job specification provides
information on the human attributes in terms of education, skills, aptitudes and
experience necessary to perform a job effectively.

Preparin;; Manpower Inventory (Supply Forecasting)

The basic purpose of preparing manpower inventory is to find out the size and quality of
personnel available within the organization to man various positions. Every organization
will have fivo major sources of supply of manpower: internal and external.

Internal Labour Supply: A profile of employees in terms of age, sex, education,
training, experience, job level, past performance and future potential should be kepi ready
for use whenever required. Requirements in terms of growth/diversification, internal
movement of employees (transfer, promotions, retirement, etc.) must also be assessed
in advance. The possibilities of absenteeism and turnover should be kept in mind while
preparing the workforce analysis. Through replacement charts or succession plans, the
organizatior. can even find out the approximate date(s) by which important positions
may fall vacant. Frequent manpower audits may be carried out to find out the available
talent in terras of skills, performance and potential.

Some of the important forecasting techniques have been summarized below:
o - Staffing Table: It shows the number of employees in each job. It tries to classify
employees on the basis of age, sex, position, category, experience, qualifications,

_skills, ete. A study of the fable indicates whether current employees are properly
utilized or not.

Sources of laflows The Firm Projected Outflows
. ¢ Promoiions
e Transfers : o Quits
¢ Promotions o Temiinations
Employees In Current Staffing  [Employees Out
e New Recruils | Level s Retlirements
¢ Recalls e Deaths
T . . s Layoffs
Cuirent Projected Projected | Firm's internal
staffing - outflows + inflows = supply for this
level this year this year time next year

Fig 2.2: Estimated Internal Labour Supply for a Given Firm

.8 Markov Analysis: This technique uses historical rates of promotions, transfer
and turnover to estimate future availabilities in the workforce. Based on past
probabilities, one can estimate the number of employees who will be in various
positions with the organization in future,
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Figures in Circles Show the Transition Percentages

e Skills Inventory: A skills inventory is an assessment of the knowledge, skills,
abilities, experience and career aspirations of each of the current employees.
This record should be updated at least every 2 years and should include changes
such as new skills, additional qualifications, changed job duties, etc. Of course,
confidentiality is an important issue in setting up such an inventory. Once
established, such a record helps an organization to quickly match forthcoming
job openings with employee backgrounds.

2003-2004

Store

WManagers

Section
Heads

Asst. Store
Managers

Dapt.
Heds

Sales
Executives

{n=15)

Store Managers

Asst. Store
Managers
{n = 36}

|

4

30
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Heads
{n =94}
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’ 8

Heads
(n = 288)

Departmental
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]

Sales
Executives
(n = 1440)

88
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Forecasted
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B

4 92
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Fig 2.3: Marcov Analysis for a Hypothetical Retail Company

Name : A K. Sen Date printed : 1-4-2004
Number : 426 - Department ; 41
Key Words Work Experience’
naey woras e men e amee -
Word Description  Activity From To
Accounting Tax Supervision | 1988 2000 Tax c?erk ABGC Company
] and‘snalysis ’
Book Keaping Ledger Supervision | 2000 2002 Accountant XYZ Co.
Auditing Computer Analysis 2002 2003 Chief Accounts TT Bank
records Offlcer
Education Special Qualifications Memberships

Degree Major Yoar Course Date 1. AIMA
MBA Finance 1998 » DBF 1996 2, ISTD
B.Com Accounts 1995 » Risk Management 1999 3. ICA
Computer -Languagos Position Location Hobbies
Litoracy profaronce choico
*» Tally « French Accounting * Kolkata o Chess
s Bapking Auditing e Dalhi » Foolball

Software « Bangalore e Boating
Employees Signature HR Department
Date : Date

Fig 2.4: An Example of a Skills Inventory
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Replacement Chart: It shows the profile of job holders department-wise and offers

a snapshot of who will replace whom if there is a job opening.

General Manager Hey
V.K. Garg Names given are replacement
A2 candidates
PAto A. Promotable now
General Manager B. Needing development
1. Mathews C. Not suitable to position
BH 1. Superior performance
Assistant General Manager 2. Average performance
R.K. Arora A2 3. Acceptable performance
B.K. Nehru . B3 4. Poor performance
| = Il ] I
Divisicn: ivision: Division: . -
HR Mana‘jer Accounting & Planning Manager . Je;h‘l‘;llcilhﬁsdwsa%
C.P. Thakur AN Taxation Manager AN, Gupta AM Rty
A.T. Roy Ci2 K.P. Rao BA
I A | 1 i
Northern Region Central Region Southem Region Eastern Region
Manager Manager Manager Manager
L.C. Srivatsay Af2 S.P. Kumar AN A. Subramanyam Bf2 R. Krishna B/3
A Thapar CHM R.Pandey B/3 B.K. Menon 8/ ‘

© o N o A W N

Fig 2.5: An Executive Replacement Chart

External Labour Supply: When the organization grows rapidly, diversifies into

newer areas of operations {merchant banking, capital market operations, mutual funds,
etc. in the case of a bank) or when it is not able to find the people internally to fill the
vacancies, it has to look into outside sources. To the extent an organization is able to
anticipate its outside recruitment needs and looks into the possible sources of supply
keeping the market trends in mind, its problem in finding the right personnel with
appropriate skills at the required time would become easier.

Organizations, nowadays, do not generally track the qualifications of thousands of

employees manually. Details of employees in terms of knowledge, skills, experience,
abilities, etc., are computerized, using various packaged software systems.

Important Barometers of Labour Supply
1.

Net migration into and out of the area
Educatior. levels of workforce
Demographic changes in population
Technological developments and shifts™
Population Mobility

Demand for specific skills

National, regional unemployment rates
Actions of competing employers

Government policies, regulations, pressures



10. Economic Forecasts for the next few years Designing and Developing-

) HR System
11. The attractiveness of an area 3

12. The attractiveness of an industry in a particular place

. . : Notes
Forecasting the Human Resource Requirement

The existing number of personnel and their skills (from human resource inventory)
are compared with the forecasted manpower needs (demand forecasting) to determine
the quantitative and qualitative gaps in the workforce. A reconciliation of demand and
* supply forecasts will give us the number of people to be recruited or made redundant
as the case may be. This forms the basis for preparing the HR plan.

Formulating HR Plans

Organizations operate in a changing environment. Consequently, human resource
requirements also change continually. Cﬁanges in product mix, ‘union agreements,
competitive actions are some of the important things that need special attention. The
human resource requirements need to be translated into a concrete HR plan, backed up
by detailed policies, programmes and strategies (for recruitment, selection, training,
promotion, retirement, replacement, etc.).

Recruitment plan: 1t will indicate the number and type of i)eople required and -
when they are needed; special plans to recruit right people and how they are to be dealt
with via the recruitment programme.

Redeployment plan: It will indicate the programmes for transferring or retraining
existing employees for new jobs.

Redundancy plan: It will indicate who is redundant, when and where; the plans
for retraining, where this is possible; and plans for golden handshake, retrenchment,
lay-off, etc.

Training plan: It will indicate the number of trainees or apprentices required
and the programme for recruiting or training them; existing staff requiring training or
‘retraining; new courses to be developed or changes to be effected in existing courses.

Productivity plan: 1t will indicate reasons for employee productivity or reducing
employee costs through work simplification studies, mechanization, productivity
bargaining; incentives and profit sharing schemes, job redesign, etc.

Retention plan: It will indicate reasons for employee turnaver and show strategies
to avoid wastage through compensation policies; changes in work requirements and,
improvement in working conditions.

Control points: The entire manpower plan is subjected to close monitoring from
time to time. Control points be set up to find out deficiencies, periodic updating of
manpower inventory, in the light of changing circumstances, be undertaken to remove

deficiencies and develop future plans. s
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The sources of recruitment may be broadly divided into two categories: internal sources
and external sources.

Notes Internal Sonrces

These sourves inciude the employees already on the payroll i.c., present work force.-
Whenever any new vacancy ariscs, people from within the organization will be upgraded,
prompted, transferred or demoted. The process of filling job openings by selecting from
among the pool of present workforce can be 1mp1emented by the following methods:

. Re\rlewmg the personnel records.

¢ Job posting and job bidding.
r
® Inside moonlighting and employee’s friends.

Review of the personnel records and skills inventory provides adequate information
for the personnel director to find suitable candidates for a particular position. Under job
posting and bidding system, the organization notifies its present employees of openings,
using bulletin boards, and company publications, etc. This is a more open approach
where everyene gets the same right to apply for a job and bid for the same. If the labour
shortage is of short-term nature and great amount of additional labour is not necessary,
then organization employs ‘inside moonlighting.” It is a technique where organization
pays bonuses of various types to people not on a time payroll. Overtime procedures are,
in many organizations, developed for those on time payroll. Furthermore, before going
outside to recruit many organizations ask the present employees.to encourage friends
and relatives to apply.

External Sources

External sources lie outside-an organization. Here the organization can have the services
of:

1. Employces working in other organizations;
Job aspirants registered with employment exchanges;

Students from reputed educational institutions;

Candidates forwarded by search firms and contractors;

2

3

4. Candidates referred by unions, .ﬁ‘iends, relatives and existing employees;

5 ' -

6. Candidates responding to the advertisements, issued by the organization and
7

Unsolicited applications/walk-ins.

2.11 Methods of Recruitment

The follo“;ing are the most'commonly used methods of recruiting people:

66 Self Learning Material



Promotions and Transfers

This is a method of filling vacancies from within through transfers and rromotions. A
transfer is a lateral movement within the same grade, from one job to another. It may lead
to changes in duties and responsibilities, working conditions, etc., but not necessarily
salary. Promotion, on the other hand, involves movement of employee from a lower
level position to a higher level position accompanied by (usually) changes in duties,
responsibilities, status and value. Organizations generally prepare badli lists or a central
pool of persons from ‘which vacancies can be filled for manual jobs. Such persons are
usually passed on to various. departments, depending on internal requirements. Ifa
person remains on such rolls for 240 days or more, he gets the status of a permanent
employee as per the Industrial Disputes Act and is, therefore, entitled to all relevant
benefits, including provident fund, gratuity, retrenchment compensation.

Job Posting

Job posting is another way of hiring people from within. In this method, the organizatio:
publicises job openings on bulletin boards, electronic media and similar outlets. One
of the important advantages of this method is that it offers a chance to highly qualified
applicants working within the company fo Jook for growth opportunities within the
company without looking for'greener pastures outside:

Employee Referrals

Employée referral means using personal contacts to locate job opportunities. It is a
recommendation from a current employee regarding a job applicant. The logic behind
employee referral is that “it takes one to know one”. Employees working in the
organization, in this case, are encouraged to recommend the names of their friends
working in other organizations for a possible vacancy in the near future. In fact, this
has become a popular way of recruiting people in the highly competitive information
technology industry nowadays. Companies, (Citibank doles outa cool T 50,000; Hewlett-
Packard pays a flat amount of Z 4,000; Hughes Software X 5,000 to Z 15,000, etc. See
B.T. Sep. 2000) offer rich rewards also to employees whose recommendations are
accepted — after the routine screening and examining process is over — and job offers
extended to the suggested candidates. As a goodwill gesturé, companies also consider
the names recommended by unions from time to time. '

Campus Recruitment T

Tt is a method of recruiting by visiting and participating in college campuses and their
placement centres. Here, the recruiters visit reputed educational institutions such as ITTs,
IIMs, colleges and universities with a view to pick up job aspirants who have requisite
technical or professional skills. Job seekers are provided information about the jobs
and the recruiters, in turn, get a snapshot of job seekers through constant interchange
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of information with respective institutions. A preliminary screening is done within the
campus and the shortlisted students are then subjected to the remainder of the selection
process. In view of the growing demand for young mangers, most reputed organizations
(such as Hindustan Lever Ltd., Procter & Gamble, Citibank, State Bank of India, Tata

| and Birla group companies) visit [IMs and IITs regularly and even sponsor certain

popular campus activities with a view to earn goodwill in the job market. Advantages of
this method include: the placement centre helps locate applicants and provides resumes’
to organizations; applicants can be prescreened; applicants will not have to be lured
away from a current job and lower salary expectations. On the negative front, campus
recruiting means hiring people with little or no work experience. The organization will
have to offer’some kind of training to the applicants, almost immediately after hmng It
demands careful advance p]anmng, looking to the placement weeks of various institutions

| indifferent partsofthe country Further, campus recruiting can be costly for organizations

situated in another city (airfare, boarding and lodging expenses of recruiters, site visit
for applicants if allowed, etc.).

Advertisements

These include advertisements in newspapers t;ade, professional and technical journals
radio and television, etc. In recent times, this medium has become just as colorful, lively
and imaginative as consumer advertising. The ads generally give a brief outline of the job
responsibilitics, compensation package, prospects in the orgaﬁization, etc. This method
is appropriate when (a) the organization intends to reach a large target group and (b)
the organization wants a fairly good number of talented people who are geographically
spread out to apply for the advertised vacancies. Let’s briefly examine the wide variety
of alternativés available to a eompany as far as ads are concerned:

Newspapers Ads: Here it’s easy to place job ads without much of a lead time. It
has flexibility in terms of information and can conveniently target a specific geographic
location. On the negative side, newspaper ads tend to attract only those who are actively
seeking employment at that point of time, while some of the best candidates who are
well paid and challenged by their current jobs may not be aware of such openings. As
a result, the company may be bombarded with applications from a large number of
candidates who are marginally qualified for the job— adding to its ad.:mmstratlve burden
(Infosys Technologies Ltd., had to process 3 lakh applications for a few vacancies in the
company during the year 2001) To maintain secrecy for various reasons (avoiding the
rush, sending signals to competitors, cutting down expenses involved in responding to
any individual who applies, etc.), large companies with a national reputation may also
go in for blind-box ads in newspapers, especially for filling lower level positions. In a
blind-box advertisement, there is no identification of the advertising organization. Job
aspirants are asked to respond to a post office box number or to an employment search
firm that is acting as an agent between the job seeker and the organization.
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Television and Radio Ads: These ads are more likely to reach individuals who Designing and Developing

are not actively seeking employment; they are more likely to stand out distinctly, they
help the organization to target the audience more selectively and they offer considerable
scope for designing ads creatively. However, these advertisements are expensive. Also,
because the television or radio is simply seen or heard, potential candidates may have
a tough time remembering the details, making the process of applying for vacancies
quite difficult,

Private Employment Search Firms

A search firm is a private employment agency that maintains computerised lists of
qualified applicants and supplies these to employers willing to hire people from the
list for a fee. Firms like Arthur Anderson, Noble and Hewitt, ABC consultants, SB
Billimoria, KPMG, Ferguson Associates offer specialized employment-related services
to corporate houses for a fee, especially for top and middle level executive vacancies.
At the lower end, a number of search firms operate which provide multifarious services
to both recruiters and the recruitees. '

Employment Exchanges

As a statutory requirement, companies are also expected to notify (wherever the
Employment Exchanges Act, 1959, applics) their vacancies through the respective
employment exchanges, created all over India for helping unemployed youth, displaced
persons, ex-military personnel, physically handicapped, etc. As per the Act, all
employers are supposed to notify the vacancies arising in their establishment from time
to time — with certain exemptions — to the prescribed employment exchanges before
they are filled. The Act covers all establishments in public sector and non-agricultural
establishments employing 25 or more workers in the private sector. However, in view
of the practical difficulties involved in implementing the provisions of the Act (such
as filling a quarterly return in respect of their staff strength, vacancies and shortages,
returns showing occupational distribution of their employees, etc.) many organizations
have successfully fought court battles when they were asked to pick up candidates from
among those sponsored by the employment exchanges. '

Gate Hiring and Contractors

Gate hiring (where job seekers, generally blue collar employees, present themselves at
the factory gate and offer their services on a daily basis), hiring through contractors,
recruiting through word-of-mouth publicity are still in use, despite many possibilities
for their misuse in the small scale sector in India.

Unsolicited Applicants/Walk-ins

Companies generally receive unsolicited applications from job seekers at various points
of time. The number of such applicatjons depends on economic conditions, the image of
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Management " etc. Such applications are generally kept in a data bank and whenever a suitable vacancy —
_ arises, the company would intimate the candidate to apply through a formal channel.
N One important problem with this method is that job seekers generally apply to a number
otes

of organizations and when they are actually required by the organization, either they
are already employed in other organizations or are not simply interested in the position. -
e-hiring

The first stcp in e-hiring is to get a URL (Universal Resource Location) that people
can conveniently guess and.thus, not have to use a search eﬂgine. There is no point
in being a famous company if people cannot find you without trouble on the net. Step
two is to put' out detailed job postings—spelling out your exact requirements, A separate
web page would help potential applicants to find whether they fit into the announced
job opemngs or not. You are likely to get a lot of surf-ins if the details of openings are
listed category-\wse Allow people to apply on-line, Create an e-form which can be filled
up on line, and then you do the calling-up. Finally, ask HR to maintain a data base on
all applications. You may not have an opening today. But, remember tomorrow may
be another desperate day for you to look for people with requisite skills, qualiﬁcétions
and experience. ’

* 1212 Importance of Recruitment

Recruitment is an important function of the management system. It is important in:

e Determining the organizations long and short range needs by job title and levels
in the organization; -

¢ Staying informed of job market conditions;

¢ Devcloping effective recruitment material;

e Obtaining a pool of qualified applicants. '

¢ Developing a systematic program of fecruitmeﬁt in conjunction with other HR
" activities;

» Recording the number and quality of job applicants produced bir various sources
and methods of recruiting; -~

¢ Following up on applicants those hired and not h1red in order to.evaluate the
effectiveness of recruitment effort;

e Accomplishing all of these activities within a legal context and

¢ Providing organization with a pool of qualified candidates.

2.13 Socialization Benefits

Socialization may be defined as a process of adaptation to a new culture of the

organization. It is a process of indocﬁ‘inating the new employeesewith the organization
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culture. The organization takes steps to get them adapt to its existing culture. It socializes Designing and Developing

the new employees and moulds-them to accept its standards and norms.

. Unsuccessful candidates should also be promptly notified and through this process
employees are able to understand the basic values, norms and customs for becoming
accepted members of the organization and assumning organizationa! roles. People who
do not learn to adjust with the culture of the organization are labeled as rebels and non-
conformists an¢i may be turned out of the organization.

1t performs two functions:

1. Itcreates uniform behaviour in members, increases understanding, reduces onflicts,

etc.

2, - It reduces ambiguity of the employees as they will come to know what is expected
of them. Maannen & Schein have conceptialized three stages in the process of
socialization:

1. Pre-arrival: Tt denotes the period of learning in the socialization process that occurs
before a new worker joins the organization. The new worker has a set of values,
beliefs, attitudes and expectations. Such factors must be taken care at the selection
stage itself. Only those people should be selected who might be able to fit in the
organizations culture. The candidates should be told about the organization culture
during selection process in order to avoid wrong selection.

2. Encounter: The new employee enters this stage when he joins the organization.
He comes to know what the organization is like and may find divergence between
his expectations and those of the organization. In such case he must undergo
socialization that will detach him from his previous notions and assumptions about
the organization and make him learn another set the organization deems desirable.
If he is not able to change his expectations and adapt himself to the organization
he might have to leave the organization. -

3. Metamorphosis: The real transformation in the new employee takes place when
he adapts to his woskgroup’s values and norms and becomes comfortable with
the orgdnization and his job. His internalization of organization’s culture wins
him acceptability among his colleagues and creates confidence as a result he feels
committed to the organization.

¢
il

2.14 Recruitment Practices

The experiential guide brought out by Business Today, Jan 7-21, 1996, summarizing
the results of a path-breaking survey of Indian industries, commented thus about the
recruitment function: “Woven into strategic planning, recruitment no longer involves
short-term vacancy-fi}ling measures or the annual ritual of campus recruitment.

Translating corporate strategies into a manpower plan and developing a long-term hiring
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Human Resource programme a‘cé'ordingly, corporations are tracking down people with the combination '=

Management of knowledge, experience, skills and behaviour best suited to achieving the company’s
objectives”. .
Notes What do Indian companies expect from job-seekers?

The expectations of recruiters are inextricably intertwined with the corporate culture
in which they operate. They are in line with the overall philesophy of the company in
question. Let’s summarize these in capsule form which has been presented below:

Pepsi: Pepsi is a flat organizatién. There are a maximum of four reporting levels.
Executives here emphasize achievement; motivation, the ability to deliver come what"
may. As the Personnel Manager of Pepsi Foods remarked “we hire people who are
capable of growing the business rather than just growing with the business”, Recruitees
must be capable of thinking outside the box, cutting the cake of conventional barriers
wherever necessary. They must have a winner’s mindset and a passion for creating a
dynamic change. They must have the ability to deal with ambiguity and informality.

Reebok: As Reebok’s customers are young, the company places emphasis on youth. .
The average age at Reebok is 26 years. Employees are expected to have a passion for
the fitness business and reflect the company’s aspirations. Recruitees should be willing
to do all kinds of job operations. The willingness to get one’s hands dirty is important.
They must also have an ability to cope with informality, a flat organization and be able
to take decisions independently and perform consistently with their clearly defined goals.

Indian Hotels: The Taj group expects the job aspirants to stay with the organization
patxently and rise with the company. Employees must be willing to say ‘yes sir’ to anybody.
Other criteria include: communication skills, the ability to work long and stressful hours,
mobility, attention to personal appearance and assertiveness without agpression.

Ina recent survey carried out by a leading search firm, Executive Access, recruiting
compames demanded the following skills of the B-school graduates, in the following
order of i imiportance:

1. Ability to work in a team .
Analytical and problem solving skills
Communication and other soft skills
Creativity and resourcefulness

2
3
4
5. Leadership potential
6. General Managerial skills
7

Entrepreneurial skills

2.15 Selection

"To select means to choose. Selection is the process of picking individuals who have

relevant qualifications to fill jobs in an organization. The basic purpose is to choose the
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individual who can most successfully perform the job from a pool of qualified candidates. Designing and Developing

The purpose of selection is to pick up the most suitable candidate who would
meet the requireménts of the job and the organization in the best way and to find out
which job applicant will be successful, if hired. To meet this goal, the compaﬁy obtains
and assesscs information about the applications in terms of age, qualifications, skills,
experience, etc. The needs of the job -are matched with the profile of candidates. The
most suitable person is then picked up after eliminating the unsuitable applicants through
successive stages of selection process. How well an employee is matched to a job is very
important because it directly affects the amount and quality of employee’s work. Any
mismatch in this regard can cost an organization a great deal of money, time and trouble,
especially, in terms of traiﬁing and operating costs. In course of time, the employee
may find the job distasteful and leave in frustration. He may even circulate ‘hot news’

" and juicy bits of negative information about the company, causing incalculable harm
in the long run, Effective selection, therefore, demands constant monitoring of the ‘fit’
between the person and the job.

The Process of Selection

Selection is usually a series of hurdles or steps. Each one must be successfully cleared
before the applicant proceeds to the next. Figure 9.1 outlines the important steps in
the selection process of a typical organization. The time and emphasis placed on each
step will, of course, vary from one organization to another and, indeed, from job to job
within the same organization. The sequencing of steps may also vary from job to job
and organization to organization.

1. Reception: A company is known by the peepleit employs. In order to attract people
with talents, skills and experience a company has to create a favourable impression
on the applicants’ right from the stage of reception. Whoever meets the applicant
initially should be tactful and able to extend help in a friendly and courteous way.
Employmeﬁt possibilities must be presented honeétly and clearly. If no jobs are
available at that point of time, the applicant may be asked to call back the personnel
department after some time.

2. Screening Interview: A preliminary interview is generally planned by large
organizations to cut the costs of selection by allowing only eligible candidates to
go through the further stages in selection. A junior executive from the Personnel
Department may elicit responses from applicants on important items determining
the suitability of an applicant for a job such as age, education, experience, pay
expectations, aptitude, location, choice, etc. This ‘courtesy interview’, as it is often
called, helps the department screen out obvious misfits. If the department finds the

. candidate suitable, a prescribed application form is given to the applicants to fill
and submit. '
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Fig 2.6: Steps in the Selection Process

3. Application Blank: Application blank or form is one of the most common methods
used to collect information on various aspects of the applicants’ academic, social,
demogyaphic, work-related background and references. It is a brief history sheet
of an emnployee’s background, usually containing the following things:

Contents of Application Blanks
- & Personal data (address, sex, identification marks)

» Marital data (single or married, children, dependents)

® Physical data (height, weight, health condition)

¢ Educational data (levels of formal education, marks, distinctions)

¢ Employment data (past experience, promotions, nature of duties, reasons for

leaving previous jobs, salary drawn, etc.) ' _

® Extra-curricular activities data (sports/games, NSS, NCC, prizes won, leisure-

time activities) : '

e References (names of two or more people who certify the suitabilify of an

applicant of the advertised position)

Weighted Application Blanks (WABs):To make the application form more job-
related, some organizations assign numeric values or weights to responses provided by
the applicants. Generally, the items that have a strong relationship to job performarce
are given high scores. For example, for a medical representative’s position items such as
previous selling experience, marital status, age, commission earned on sales previously,
etc., may be given high scores when compared to other items such as religion, sex,
language, place of birth, etc. The total score of each applicant is obtained by summing
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the weights of the individual item responses. The resultmg scores are then used in the Designing and Develapmg
selection decision. The WAB is best suited for jobs where there are many workers, HR System
especially for sales and technical jobs and it is particularly useful in reducing turnover.

'

There are, however, several problems associated with WABs. It takes time to develop
such a form. The cost of developing a WAB could be prohibitive if the organization
has several operating levels with unique features. The WAB must be “updated every

Notes

few years to ensure that the factors previously identified are still valid predictors of job
success”. And finally, the organization should be careful not to depend on weights ofa
few items while selecting an employee.

2.16- Selection Tests

A test is a standardized, objective measure of a person’s behaviour, performance or
attitude. It is standardized hecause the way the test is carried out, the environment in
which the test is administered and the way the individual scores are calculated — are
umformiy applied. Itis objective the sense in that it tries to measure individual dlﬁ'erences
in a scientific vay, giving very little room for individual b1as and interpretation.

Over the years, employment tests have not only gamed importance but also a
certain amount of inevitability in employment decisions. Since they try to objectively
determine how well an applicant meets job requirements, most companies do not hesitate
to invest their time and money in conducting selection tests in a big way. Some of the
commonly used employment tests are:

Intelligence Tests

These are mental ability tests. They measure the incumbent’s learning ability and also
the ability to understand instructions and make judgements. The basic objective of
intelligence tests is to pick up employees who are alert and quick at learning things so
that they can be offered adequate training to improve their skills for the benefit of the
organization. Intelligence tests measure not a single trait, but rather several abilities such
as metnory, vocabulary, verbal fluency, numerical ability, perception, spatial visualization,
etc. Stanford-Binet test, Binet-Simon test and the Wechsler Adult Intelligence scale are
the examples of standard intelligence tests. Some of these tests are increasingly used in
competitive examinations while recruiting graduates and postgraduates at entry level
management positions in banking, insurance and other financial services sectors.

Aptitude Tests

Aptitude tests measure an individual’s potential to learn certain skills — clencal,.
mechanical, mathematical, etc. These tests indicate whether or not an individual has
the ability to learn a given job quickly and efficiently. In order to recruit efficient
office staff, aptitude tests are necessary. Clerical tests, for example, may measure the

incumbent’s ability to take notes, perceive things correctly and quickly locate things,
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ensure proper movement of files, etc. Aptitude tests, unfortunately, do not measure on-
the-job motivation. That is why the aptitude test is administered in combination with
other tests like, intelligence and personality tests.

Personality Tests

Of all the tests required for selection, personality tests have generated a lot of heat and

- controversy. The definitions of personality, method of measuring personality factors

and the relationship between personality factors and actual job criteria have been the
subject of much discussion. Researchers have also questioned whether applicants answer
all the items truthfully or whether they try to respond in a socially desirable manner.
Regardless of these objections, many people still consider personality as an important
component of job success. ‘

Achievement Tests

These are designed to measure what the applicant can do on the job currently, i.e.,
whether the testee actually knows what he or she claims to know. A typing test shows
typing proficicncy, a short hand test measures the testee’s ability to take dictation and
transcribe, etc. Such proficiency tests are also known as work sampling tests. Work
sampling is a selection test wherein the job applicant’s ability to do a small portion of
the job is tested. These tests are of two types; Motor, involving physical manipulation of
things (e.g., trade tests for carpenters, plumbers, electricians) or Verbal, involving problem
situations that are primarily language-oriented or people-oriented (e.g., situational tests
for supervisory jobs).

Since work samples are miniature replicas of actual job requirements, they are
difficult to fake. They offer concrete evidence of the proficiency of an applicant as
against his ability to do the job. However, work-sample tests are not cost effective, as

-each candidatc has to be tested individually (Cascio, p- 212). It is not easy to develop

work samples for each job. Moreover, it is not applicable to all levels of the organization.
For managerial jobs, it is often not possible to develop a work sampIe test that can take
care of all the full range of managerial abilities.

Simulation Tests

Simulation excreise is a test which duplicates many of the activities and problems an
employee faces while at work. Such exercises are commonly used for hiring managers
at various levels in an organization. To assess the potential of a candidate for managerial
positions assessment centres are commonly used.

Assessment Centre .

An assessment centre is an extended work sample. It uses procedures that incorporate
group and individual exercises. These exercises are designed to simulate the type of
work which the candidate will be expected to do. Initially, a small batch of applicants
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comes o the assessment centre (a separate room). Their performance in the situational Designing and Developing
exercises is observed and evaluated by a team of 6 to 8 trained assessors. The assessors’ HR System
judgements on each exercise are compiled and combined to have a summary rating for

each candidate being assessed.
- Notes

Simulated Exercises in the Assessment Centre Approach

Initially, a small batch of applicants comes to the assessment centre (a separate room).
Their examples of the real-life but simulated exercises included in a typical assessment
centre are as follows: _

1. The In-basket: Here the candidate is faced with an accumulation of reports, menos,
letters and other materials collected in the in-basket of the simulated job he is
supposed to take over. The candidate is asked to take necessary action on each of
these materials, say, by writing letters, notes, agendas for meetings, etc. The results
of the applicant’s actions are then reviewed by the evaluators.

2. The Leaderless Group Discussion: In this exercise, a leaderless group is given a
discussion question and asked to arrive at a group decision. The evaluators then
evaluate each participant’s interpersonal skills, acceptance by the group, leadership
and individual influence, etc.

3. Business Games: Here participants try to solve a problem, usuaI-Iy as members of
two or more simulated companies that are competing in the market place. Decisions
might include how'to advertise and produce, how to penetrate the market, how
much to keep in stock, ete. Participants thereby exhibit planning and organizational

- abilities, interpersonal skills and leadership abilities. Business games have several
merits: they reduce time, events that might not take place for months or years are
made to occur in a matter of hours. They are realistic and competitive in nature.
They offer immediate feedback also. :

4. Individual Presentations: A participant’s communication skills are evaluated by
having the person to make an oral presentation of a given topic.

5. Structured Interview: Evaluators ask a series of questions aimed at the participant’s
level of achievement, motivation, potential for being a ‘self-starter’ and ¢commitment
to the company. '

Graphology Tests

Graphology involves a trained evaluator to examine the lines, loops, hooks, strokes,
curves and flourishes in a person’s handwriting to assess the person’s personality and
emotional make-up. The recruiting company may, for example, ask applicants to complete
application forms and write about why they want a job. These samples may be finally
sent to a graphologist for analysis and the results may be put to use while selecting a
person. The use of graphology, however, is dependent on the training and expertise of
the person doing the analysis. In actual practice, questions of validity and just plain
skepticism have limited its use.
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Polygraph (Lie'-detector) Tests

The polygraph records physical changes in the body as the test subject answers a series
of questions. It records fluctuations in respiration, blood pressure and petspiration on a
moving roll of graph paper. The polygraph operator forms a judgement as to whether
the subject’s response was truthful or deceptive by examining the biological movements
recorded on the paper. Polygraphs, despite stroné resistance by many applicants, are

-increasingly being used by companies which have problems with inventory and security

of funds. Government agencies have begun to use the polygraph, especially for filling
security, police, fire and health positions. Critics, however, question the appropriateness
of polygraphis in establishing the truth about an applicant’s behaviour. The fact is that
a polygraph records biological reaction in response to stress and does not record lying
or even the conditions necessarily accompanying lying. Is it possible to prove that the
responses recorded by the polygraph occur only because a lie has been told? What about
those situations in which a person lies without guilt (a pathological liar) or lies believing
the response to be true? The fact of the matter is that'polygraphs are- neither reliable
nor valid. Since they invade the privacy of those tested, many apphcants vehemently
oppose the use of polygraph as a selection tool.:

Integrity Tests

These are designed to measure employee’s honesty to predict those who are more likely
to steal from an employer or otherwise act in a manner unacceptable to the organization.
The applicants who take these tests are expected'to answer several ‘yes’ or:‘no’ type
questions, such as:

e THave you ever told a lie? .
® Do you report to your boss if you know of.another employee stealing from
the store? ’
| e Do you carry office stationery back to your home for bccasional use?
e Do'vou ﬁlark attendance for your colleagues also?

Often these tests contain questions that repeat:themselves in some ways and the
evaluator then examines the consistency in responses. Companies that have used integrity
tests have reported success in tracking employees whoindulge in ‘theft’. However, these
tests ultimately suffer from the same weaknesses as bqugraph and graphology tests,

2.17 Validation

Validity is the extent to which-an instrument measures. what it intends to measure. In

-~ a typing test, validity measures a typist’s-speed and accuracy. To determine whether it

really measures the speed and accuracy of a:typist is to demonstrate its validity. The
question of determining the validity of a selection test, thus, has a lot to do with later

performance on the job (known as criterion: a selection tool such as a test or an interview -
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is referred to as a predictor and what it measures — job performance — is a criterion). If a Designing and Developing

person has done well both in selection and subsequently on the job, the test of selection HR System
would be accepted as a valid ‘techniqu: for selection’.
There are three types of validity important in the selection and recruitment of human Notes

resources. Content validity is the degree to which the content of the test represents the
actual work situation. For example, a typing test has high content validity for a typist.

Construct validity is the degree to which a specific trait is related to successful job
performance. For example, honesty would be important for-a bank cashier. Criterion
related validity is the degree to which a specific selection tool accurately predicts the
important elements of work (Job performance or criterion).

Criterion related validity is subdivided into two types: predictive and concurrent.

Predictive validity involves picking a criterion predictor such as a test, administering
the test to the entire pool of job applicants and then hiring people to fill the vacancies
without taking their test scores into account. At alater date, the test courses are correlated
with the criterion of job success to find out whether those people with high test scores

- performed substantially better than those with low test scores. This kind of validation
is not frequently used because it is costly and slow. To use this, a large number of new
employees must be hired at the same time without regard to their test scores. This would
mean hiring both good and bad employees. Further, for criteria to be predictive, all new
employees must have equivalent orientation or training.

Concurrent validity involves identifying a criterion predictor such as a test,
administering the test to present employees and correlating the test scores with the
present employees’ performance on the job. A high degree of correlation indicates (e.g.,
r=+10.80 or higher) that the tests can be used for hiring future employees.

2.18 Selection Interview

Interview is the oral examination of candidates for employment. This is the most essential
step in the selection process. In this step the interviewer matches the information
obtained about the candidate through various means to the job requirements and to the
information obtained through his own observations during the interview. Interview gives
the recruiter an opportunity:
e To size up the candidate personally.
e To ask questions those-are not covered in tests. .
¢ To make judgements on candidate’s enthusiasm and intelligence.
¢ To assess subjective aspeéts of the candidate — facial expressions, appearance,
nervousness and so forth.
o Togive facts to the candidate regarding the company, its policies, programmes,
etc., and promote goodwill towards the company.
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Types of Interviews

Several types of interviews are commonly used depending on the nature and importance
of the position to be filled within an organization.

The Non-directive Interview: In a non-directive interview the recruiter asks
questions as they come to mind. There is no specific format to be followed. The questions
can take any direction. The interviewer asks broad, open-ended questions such as ‘tell
me more about what you did on your last job’ — and allows the applicant to talk freely
with a minimum of interruption. Difficulties with a non-directive interview include
keeping it job related and obtaining comparable data on various applicants.

The Directive or Structured Interview: In the directive interview, the recruiter uses
a predetermined set of questions that are clearly job related. Since every applicant is
asked the same basic questions, comparizon among applicants can be made more easily.

Structured questions improve the reliability of the interview process, eliminate biases = -

and errors and may even enhance the ability of a company to withstand legal challenge.
On the negative side, the whole process is somewhat mechanical, restricts the freedom
of interviewers and may even convey disinterest to applicants who are used to more
flexible interviews. Also, designing a structured interview may take a good amount of
time and energy. '

The Sitiational Interview: One variation of the structured interview is known as
the situational interview. In this approach, the applicant is confronted with a hypothetical
incident and asked how he or she would respond to it. The applicant’s response is then
evaluated relative to pre-established benchmark standards.

The Behavioural Interview: The behavioural interview focuses on actual work
incidents (as against hypothetical situations in the situational interview}.in the applicant’s
past. The applicant is supposed to reveal what he or she did-in a given situation, for
example, how he disciplined an employee who was smoking inside the factory premises.

Stress Interview: In stress interview, the interviewer attempts to find how applicants
would respond to aggressive, embarrassing, rude and insulting questions. The whole
exercise is meant to see whether the applicant can cope with highly stress-producing,
anxious and Jdemanding situations while at work, in a calm and composed manner.
Such an approach may backfire also, because the typical applicant is already somewhat
anxious in any interview. So, the applicant that the firm wants to hire might even turn
down the job offer under such trying conditions. '

Panel Iiterview: In a typical panel interview, the applicant meets three to five
interviewers who take turns asking questions.. After the interview, the interviewers pool
their observations to arrive at a consensus about the suitability of the applicant. The panel
members can ask new and incisive questions based on their expertise and experience and
elicit deeper and more meaningful responses from candidates. Such an interview could
also limit ti}e impact of the personal biases of any individual interviewer. On the negative
side, as an applicant, a panel interview may make you feel more stressed than usual.

80 Self Learning Material




Medical Examination ' ) Designing and Developing
. . TS . . HR System
Certain jobs require certain physical qualities like clear vision, perfect hearing unusual
stamina, tolerance of hard working conditions, clear tone, etc. Medical examination
reveals whether or not a candidate possesses these qualities. Medical examination can Notes
give the following information:

e Whether the applicant is medically suitable for the specific job or not.

e Whether the applicant has health problems or psychological attitudes likely to
interfere with work efficiency or future attendance.
e Whether the applicant suffers from bad health which should be corrected before
_he can work satisfactorily (such as the need for spectacles).
e Whether the applicant’s physical measurements are in accordance with job

requirements or not.

2.19 Summary

Job analysis is the process of studying and collecting information relating to the
operations and-responsibilities of a specific job. A job is a collection of tasks that can
be performed by a single employee to contribute to-the production of some products
or services provided by the organization. There are four techniques of Job Analysis- 1.
Interview, 2. Questionnaire, 3. Observation, and 4. Data from Daily Log.Books.

Job description is an important document, which is basically descriptive in nature
and contains a statement of job analysis. It provides both organizational information
(like location in structure, authority, etc.) and functional information (what the work
is). Job specification is a written statement of qualifications, traits, physical and mental
characteristics that an individual must possesses to perform the job duties and discharge
responsibilities effectively. The first step in the programme of job specification is to
prepare a list of all jobs in the company and where they are located. The second step is
to secure and write up information about each of the jobs in a company.

Employee specification is like a brand name which spells that the candidate with
a particular employee specification génerally possess the qualities specified under job
specification. Job design is a scientific art by which maximum output can be obtained
with minimum input, to the extent possible under the given circumstances.

HR Planning is essentially the process of getting the right number of qualified
people into the right job at the right time so that an organization can meet its objectives.
Organizations use HRP as a means of achieving greater effectiveness. HRP systematically
attempts to forecast personnel demand, assess supply and reconcile the two. The HR
Planning process—it must be remembered, should be tuned to organizational objectives
and strategies. While developing HR Plans, managers should scan the external

environment carefully to identify the effects of economic, social, competitive and
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governmentz| influences. To overcome problen.ls such as lopsided focus on quantitative
aspects, lack of support at the top level, inaccurate estimates due to poor search efforts,
planners should install HRIS and implement the same sincerely. '

Recruitment is the process of locating and encouraging potential applicants to apply
for existing ur anticipated job openings. Certain influences restrain (the freedom of)
managers while choosing a recruiting source such as: image of the company, attractiveness
of the job, internal policies, budgetary support, government policies etc. Recruitment
is influenced by a variety of e¢nvironmental factors ~ economic, social, technological,
political, legul etc. ' .

Companies generally rely on time lapse data, yield ratios; surveys etc., to evaluate
the sources of recruiting carefully. Recruiters these days expect B-School graduates to
possess certain special skills such as ability to work in a team, problem solving, and
creativity and communication skills, in addition to strong leadership potential.

The selcction process starts from reception through initial screening, application,
testing, interview, medical and reference checking must be handled by trained,
knowledgeable individuals. Selection tests include intelligence and aptitude tests,
achievement tests, assessment centres and general psychological or personality tests.

The value of tests should not be discounted, since they are objective and offer a
broader sampling of behaviour. :

The interview is an important source of information about job applicants, Several
types of interviews are used, depending on the nature and importance of the position -
to'be filled within an organization. Interviews can be conducted by a single individual
or by a panel of interviewers who are generally trained for the purpose. The training
helps interviewers to be more objective and not get carried away by biases and errors of
various kinds. References and medical evaluations are common aspects of the selection
process of many employers these days.

2.20 Glossary

e Job: Ajob is a collection of tasks that can be performed by a single employee
to contribute to the production of some products or services provided by the
organization. '

o Job \nalysis: Itis the process of gathering and analyzing information about the
content and the human requirements of jobs, as well as, the context in which
jobs are performed. .

o Job Descﬁption: It is a formal account of an employee’s responsibilities.

o Job Design; It refers to the specification of contents, methods and relationship
of jobs in order to satisfy technological and organizational requirements as well
as the social and personal requirements of the job holder.
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o Human Resource Planning: It tries to assess human resource requirements Designing and Developing

in advance keeping the production schedules, market fluctuations, demand
forecasts, etc., in'the background. ‘

e Skills Inventories: Summaries of the skills and abilities of non-managerial
employees used in forecasting supply.

o Succession Planning: An executive inventory report showing which individuals
are ready to move-into higher positions in the company.

o Outplacement: The process of helping unwanted present employees finds new
jobs with other firms.

o' Job Analysis: A systematic exploration of the activities surrounding — and
within — a job.

e Human Resource Information System: A computerized system that helps in
the processing of HRM information.

e Transfer: A lateral movement within the same grade, from one job to
another. o

e Promotion: Movement of an employee from a lower level position to a higher
level position with increase in salary.

o Executive Search: Hiring search firm/head-hunter to track candidates.

o Campus Recruiting: Visiting specific-skill institutes to hire graduates.

e Media Advertising: Inviting applications by placing ads in media.

. Employee.Leasing: Hiring permanent employees of another company on Jease
basis for a specific period as per the leasing arrangement.

e Application Blank: 1t is a printed form completed by job aspirants detailing
their educational background, previous work history and certain personal
data.

o Reliability. The ability of a selection tool to measure an attribute
consistently,

o Validity: The relationship between scores on a selection tool and a relevant
criterion such as job performance.

o Realistic Job Preview: It is a process of providing a job applicant with an
accurate picture of the job. '

Review Questions

221
1. What do you mean by the concept of job analysis?
2. Discuss the concept of job description.
3. What do you mean by term job specification?
4. Explain the relevance of job design.
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What does job analysis need? What is its process?

Discuss the techniques of job analysis,

Explain the idea behind having a job description.

What does job specification information include?

What is job design and why is it needed? -

What do you mean by the term Human resource planning?

Describe the meaning, objectives and importance of HRP.

Describe the HRP process.

Discuss the forecasting human resource requirement.

Outline the steps involved in the Human Resource Planning process.
Why is HR Planning more common among large organizations than among small

ones? What are the advantages of HR planning for large organizations?

Define HRP, Describe its characteristics and objectives. Explain the reasons for
the growing interest in HRP in recent years, '

Assuine you have to develop an HR plan for a new-generation private sector bank
having branches in major towns in India. What specific external factors would be
important for you to consider? Why?

How can organizations develop accurate HR plans which, in turn, are impacted by
a number of environmental factors over which managers have little or no control? -
What do you mean by the term Recruiting?

Describe the sources and methods of recruitment.

What are the recruitment policies and procedures commonly followed in
organizations?. ) )

Discuss what key recruiting issues should be looked into by HR executives at a
mid-sized bank with locations in several cities. Give examples and be specific.
What should be considered in evaluating the recruiting efforts of a big departmental
store with over 20 branches in key metropolitan cities all over a country?

How would you help a firm that wants to improve its campus hiring efforts?

What background information should a recruiter have beéfore beginning to recruit
job seskers? _ '
If you were responsible for hiring someone for your job, which recruitment sources
would you use? Why? Which recruitment sources would you avoid? Why?

What do you mean by the term Selection?

Describe the sources and methods of Selection.

Discuss the different types of tests and interviews in selection process.

What do you mean by the concept of validation?



31

32.

33.

34.

35.

36.
37.

What is an application blank? What is its role and importance in selecting Designing and Developing

management trainees in a large public sector undertaking?

What is testing in selection? Explain its validity and reliability in the selection
process. What types of tests do you adopt for selecting mechanical engineers in a
large tool making industry? _
What is an interview? Explain its validity and reliability. What are the different
types of employment interviews?

List the advantages and disadvantages of making it compulsory for all new
employees to have a complete medical examination.

As jobs become more team oriented, assessment centres will be used more often
for management jobs. Do you agree or disagree?

Contrast an unstructured interview with a behavioural interview.

What are the major problems of an interview as a selection device? What can
management do to reduce some of these problems?

2.22 Further Readings

e Aswathappa K., Human Resource and Personnel Management, Fifth edition,
Tata McGraw Hill

e Rao V.S.P., Human Resource Management, Text and Cases, .Second edition,
Excel Books

e Ivansevich., Human Resource Management, Tenth edition, Tata McGraw
Hill

e Dessler., Human Resource Management, Tenth edition, Prentice Hall

e Bernardi., Human Resource Management, Fourth edition, Tata McGraw
Hill
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3.26 Key Factor for Success
3,27° Summary

3.28 Glossary

329 Review Questions

3.30 Further Readings

3.1 Learning Objectives

After studying the chapter, students will be able to:
- o Define HRD;
o Explain the concept of HRD;
o State the benefits and features of HRD;
e Differentiate between HRM and HRD;
o Understand the meaning and objectives of petformance evaluation;
e Discuss the steps involved in the performance evaluation;
e Describe various methods of performance evaluation;
o Know the major problems of performance evaluation;
e Understand the need of training;;
o Know the training methods and purpose of training;
¢ Define management development and its nature;

» Understand the self development and knowledge management techniques.

3.2 Introductiog

Development of human resources is essential for any organization that would like to
be dynamic and growth-oriented. Unlike other resources, human resources have rather
unlimited potentiél capabilities. The potential can be used only by creating a climate
that can continuously identify, bring to surface, nurture and use the capabilities of
people. Human Resource Development (HRD) system aims at creating such a climate.
A number of HRD techniques have been developed in recent years to ;;erform the above
task based on certain principles. This unit provides an understanding of the concept of
HRD system, related mechanisms and the changing boundaries of HRD.

HRD concept was first introduced by Leonard Nadler in 1969 ina conference in the
US. “He defined HRD as those learning experience which are organized, for a specific
time, and designed to bring about the possibility of behavioural change”.‘

After an employee is selected for a job, is trained to do it and has worked on it
for a period of time, his performance should be evaluated. Performance Evaluation is

Human Resource
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the process of deciding how employees do their jobs. Performance here refers to the
degree of accomplishment of the tasks that make up an individual’s job. It indicates
how well an individual is fulfilling the Jjob requirements. Often. the term is_confused
with effort, which means energy expended and used in a wrong sense. Performance is
always measured in terms of results. A bank employee, for example, may exert a great
deal of effort while preparing for the CAIIB examination but manages to get a poor

| grade. In this case the effort expended is high but performance is low,

After employees are selected for various positions in an organization, training them
for the specific tasks to which they have been assigned assumes great importance. It is
true in many organizations that before an employee is fitted into a harmonious working
relationship with other emplovees, he is given adequate training. Training is the act of
mcreasmg the knotledge and skills of an employee for performing a particular job. The.
major outcome, of {raining is leamlng

Management development is the process in which managers/executives acquire
not only skills and competencies in their present jobs but also capabilities for future
managerial tasks of increasing difficulties and scope. To be useful and productive,
managers need to develop their capabilities at frequent intervals.

3.3 Meaning of HRD

Human Resource Development (HRD) is the framework, for helping employees

develop their personal and organizational skills 'knowledge and abilities. Human
Resource Development includes such opponunities as employee training, employee
carcer development performance management and development, coaching, mentoring,
succession planning, key employee identification, tuition a551stance and organization
development. -

The focus ofall aspects of Human Resource Development is on developing the most
superior workforce so that the organization and individual employees can accomplish

their work goais in service to customers: _

Human Revource Development can be formal such as in classroom training, a college
course, or an orgianizational planned change effort. Or, Human Resource Development
can be informal as in employee coaching by a manager. Healthy organizations believe
in Human Resource Development and cover all of these bases.

HRD (Human Resource Developmenf) has been defined by various scholars in
various ways. Some of the important definitions of HRD (Human Resource Development)
are as follows: )

According to Leonard Nadler, “Human resource development is a serr'ies of
organized activities, conducted within a specialized time and designed to produce
behavioural changes.”
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