A-PDF Merger DEMO : Purchase from www.A-PDF.com to remove the watermari

UNIT 1
UNDERSTANDING HUMAN RESOURCE MANAGEMENT

Work life is undergoing sea changes. Every organization understands that change is vital for
survival. Human Resource Management must take a proactive role in deciding on the desired
change, initiating change and implementing change. It must also be able to tackle the fallouts
of change. In the context of rapidly changing work environment, what must human resource
managers do to develop key results? What are the influences that impact the organization?
What are the implications to the human resource managers? These issues will be discussed in
this unit.

Learning Objectives
After learning this unit you must be able to:

e Understand the effect of culture on human resource practices

e Appreciate the influence of technology in the workplace

e Analyze how organizations manage manpower

e Explain the importance of quality and continuous improvement in the workplace

e Describe the role of workplace ethics

e ldentify the key roles of the human resource manager
WHAT IS HUMAN RESOURCE MANAGEMENT?
Human Resource Management focuses on all issues related to ‘people’ in the organization.
The people in an organization are undoubtedly the most important assets. Therefore special
care must be exercised in managing them. Human resource management is concerned with
practices involved in the acquisition, development, motivation and maintenance of people.
This is important to achieve the organizational goals.
The people in the organization are instrumental to its success. If human resource
management practices are good, then the organization will be effective and efficient.
‘Effectiveness’ is reflected by the success in goal achievement. ‘Efficiency’ on the other
hand, is reflected by its ability to achieve the output with very little inputs or resources. An
organization that is unable to achieve effectiveness or efficiency will eventually die. Survival
is dependent on the human resource manager’s competence to coordinate the activities of all
people in the organization.
ROLE OF HUMAN RESOURCES MANAGERS
Human Resources Managers are involved in the process of organizing, developing,

motivating and maintaining the human resources in the organization. Acquisition implies a
need to put the right people on the right job. It therefore emphasizes the need to select the
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right person as well as to define jobs completely. Developing indicates the need to hone the
skills of employees in order to enable them to perform well on their job. Motivation is
concerned with sustaining the level of performance of each and every employee in the
organization. In today’s context of high attrition, there is a need to design attractive measures
to retain high performers. Organizations are realizing that this task is perhaps of prime
concern. The maintenance function is concerned with such issues that have a direct impact on
building employee relationships. The sub functions of these activities are shown in figure 1.1

below.

Figure 1.1
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You can observe from the figure that essentially, there is four distinct activities that a human
resource manager is involved with. They are:

Acquisition
Development
Motivation and
Maintenance

Let us understand what are the sub activities that human resource manager do?
Acquisition

It begins with manpower planning. It tries to understand the current human resources
available with the organization. A forecast of future manpower requirement and supply are
made. Any shortages are made up, through recruitment and selection at appropriate time.
Acquisition also includes other activities such as induction and socialization of employees. At
Sum Total, regular team outings, new inductee lunches and evenings are celebrated to
develop cooperation and camaraderie between organizational members.



Development

The development function has four distinct activities. They are employee development,
management development, organizational development and career development. Employee
development is concerned with developing skills of the employee. It also includes changing
attitudes of employees if need be. Management development is concerned with enhancement
of conceptual abilities and improving knowledge acquisition of employees. Organizational
development is concerned with planning and managing change. Career development is
concerned with matching the long-term goals of the individual employee and the
organization. For example at Ramco System all employees are put through a comprehensive
thirty- day program to enrich their skills to enable them to perform well on the job. While at
HCL both technical and soft skill training is provided to employees. This is done to ensure
that employees are current in terms of knowledge and skills. It helps them to improve their
career prospects.

Motivation

Individual employees are different from each other. Motivation techniques must consider
these differences. Therefore this function is concerned with performance appraisal, methods
to stimulate performance, linking rewards to performance, compensation administration, and
linking rewards to satisfaction. It also takes into consideration issues such as monotony and
boredom causing alienation. It is concerned with disciplining of employees too. The need is
to provide challenging, satisfying and personally rewarding jobs. At Sum Total, ‘Power of
One’ (global award given quarterly) and * Big One” (employee of the year award) are given.
Surprisingly, these awards are given to the parents/spouse of the employee in recognition of
the latter’s excellent performance. The family’s role in employee excellence is recognized .

Maintenance

This function is concerned with ensuring the continuance of employees in the organization.
Therefore, it focuses attention on issues such as working conditions, benefits and services to
be provided to keep employees happy, so as to ensure their commitment to the organization.
The employees stock (ESOP) is a non-cash compensation issued by Infosys that will boost its
stock price. A rising stock price gives the employees the drive to work harder and stay longer
with Infosys.

You may be interested to know how human resource management has evolved over the
years? The history is traced below.

HISTORY OF HUMAN RESOURCES MANAGEMENT

Human Resources Management in its present form has evolved through the years. There are
several significant milestones in this transition. Essentially they have been observed in the
last two decades. Let us now see these significant milestones. What are their contributions to
the development of Human Resources Management as a subject of study?

Early years: Before the twentieth century, there were vague efforts at organizing labor. For
the first time, organizations realized the need to organize people. Such organization was



considered essential in order to perform jobs. The efforts to organize people gained
momentum in the beginning of the industrial revolution.

Mid Years: Between 1900 and 1946 the importance of Personnel Management was
recognized. With this came the realization that there is a need to manage employees in order
to maintain them on the jobs. This, in turn, was considered crucial to the success of the
organisation. Between 1910 and 1920 the focus was on keeping the right person on the right
job. Based on Taylor’s Scientific Management, work processes were defined more clearly
and an attempt to define jobs in terms of sequential activities was begun. The importance of
selection was recognized. Organizations attempted to use appropriate selection devices to get
the right persons to fit well defined jobs. Simultaneously, Industrial Psychology developed
as a subject interest to psychologists. Scientific experiments were conducted to understand
the influence of work conditions and work groups on productivity. One of the most famous
studies is the Hawthorne study. The results of these studies have wide raging implications for
practicing managers. They are instrumental in understanding work behavior even today.

With the onset of the Great Depression of 1930, organizations could not maintain the labor
employed. As such, there was large-scale retrenchment during the 1940s. The ill effects of
World War Il were reflected in the human resources management practices world over. It was
widely observed that must organizations were insensitive to the needs of their employees. Of
course, some organizations had no choice either. They had not planned for such eventualities.
Therefore, they could not keep employees on the rolls even if they desired to. It was at this
time, that some of the techniques that are still in use in developing human resources came
into existence. In particular, mention must be made of the use of discussions, role-plays,
and case method both for developing the skills of employees and sensitizing employers.

Later years: During the period between 1946 and 1970, government intervention in human
resources management in almost all organist ions was observed. Government initiatives
concentrated on enactment of laws. It was also preoccupied with its enforcement. Welfare
measures were also taken up. Together, they did improve the employees’ work life. Some of
the laws that helped give a new face to the management of employees are the Factories Act,
the Industrial disputes Act, the Workman’s compensation Act, the Maternity Benefit Act, the
Payment of Gratuities Act etc. These laws have been amended several times to keep pace
with current requirements Welfare measures include the need to provide housing facilities,
educational assistance, creche, subsistence allowance etc. The nature of the welfare measure
has also undergone tremendous change. Yet, the spirit behind these still continues.

Organizational efforts at redesigning jobs and benefit programs are still evolving. The
motivation techniques and reward systems have started reflecting the changing attitude of the
employers. With the result that employers are getting to be more employee oriented.

The early 1970s was witness to an increased intervention by the government in employee’s
welfare. It was then that Personnel Management was redefined in broader terms as Human
Resources Management. It was at this time that trade unions were perhaps most active.
Employees were more organized and could demand better treatment. The human resource
managers realized that they could not remain silent spectators. They needed to take more
active part in making the workplace peaceful. Therefore, the personnel management
department was transformed. The human resource departments were born. Therefore, apart
from involving in selection of employees and pay role processing it has since, evolved into a
proactive department encouraging the welfare and development of employees. The most



important shift observed since the 1990s, is the belief that the management of human
resources is not the exclusive responsibility of the human resource management department
alone, but the responsibility of all managers. Employees of this century beginning from the
year 2000 are seen as partners in progress rather than resources.

Let us critically analyze this shift in attitude. There are several significant reasons that have
accelerated this shift to the present form of human resources management. Noticeable among
these are:

Younger Job Entrants: The average age of recruitment has fallen and most new entrants
are in their late teens or early 20s. This is especially true in the knowledge-based
organizations. They are usually mobile and willing to adapt. Whereas, the older work force
would have been content with less of challenge in his job the same cannot be said of the
younger workforce. Hence, it is necessary for the organization to maintain the dynamism and
enthusiasm of the younger work force. This is possible only through implementation of
proper motivation techniques. Otherwise, the organization runs the risk of losing the
employee.

Older Work Population: If you look around, you can observe that there are a large number
of older people on the employment rolls. When these older people retire there would be an
absolute vacuum. This is especially true in teaching, research and some of the government
services, as there has been no recruitment to these positions for a very long time. Apart from
this, we can observe that there is loss to the exchequer on account of huge pension payments.
This is because; the average life span has significantly increased over the years. Retirees live
longer after retirement than their counterparts of two decades ago. The question is should the
government continue to pay pension? Would it be wiser to rise retirement age? Can alternate
employment opportunities be provided to them? The redeployment of retired faculty
members in premier institutes funded by the Government of India is a short-term arrangement
made to tide over the problem of getting the right talent for teaching assignments. The
government’s decision to implement the contributory pension payment scheme in the place of
assured pension payment scheme is an example of innovative thinking to tackle expenditure
on account of pension.

Steady fall in skilled labor: It is observed that there is a positive shift to formal education at
the lower socio economic strata. Today, a larger number of children are exposed to at least
primary education. Some of them attend high school and even continue to complete their
graduation. Once they are formally educated, they are unavailable for skilled jobs. Skilled
jobs require the learning of a skill. This is mostly informally learnt from the family. These
skills are now taught through a formal diploma program. However, the intake of students into
these programs is rather low as very few prefer to learn these skills nowadays. As there are
relatively less new entrants into this fold, there is a significant drop in the number of skilled
labor. We can observe the absence of skilled labor like carpenters, fitters, electricians,
plumbers etc. The rewards of formal education Vis-a- Vis learning a skill is more attractive.
This shift may well continue into the future.

Well-educated employees: Education levels have been consistently on the rise. In a country
like India, even for a routine job of a clerk, we observe the recruitment of technical graduates
and post graduates. This poses many challenges. For, not only is it very difficult to direct an



over qualified employee, it is also not possible to sustain his interest in the job. Two decades
back, an applicant for the same job would have barely passed the tenth class pass.

More white-collar jobs: Most of the jobs available today are positioned at a higher level
than those available a decade back. The number of blue-collar jobs has reduced sizably.
There are several reasons for this. The primary reason is the increased impact of technology
in the factory bases. Technology invasion automates factories and invariably reduces blue
collared jobs. It tends to increase the number of white-collar jobs. White collared jobs are
relatively knowledge intensive. Therefore, recruitment to white collar jobs has increased. The
technological advancements are being introduced on a going basis. The speed and nature of
doing jobs is continuously changing. Technology is replacing most of the low level jobs. This
does not in any way indicate that blue collared jobs will be completely eliminated. It simply
means that there is a need to redesign jobs keeping in mind the current technological
advancements. The presence of such workers in increasing number has forced organizations
to take special care to design jobs that are best accomplished by white collared workers.

Entry of Women: Women have been in employment for almost 50 years now. But, what
makes interesting reading is the number of women entering jobs. Interestingly, they are seen
in some of the most challenging jobs. For example, we see women in space research. The
Factories Act of 1947 has been recently amended to remove the ban on employment of
women in the factory at night. It is quite clear that women are well trained to compete with
their male counterparts. In some jobs there appears to be a preference for women as against
men. You can look at any called centre, which comes alive at night. The surprising thing you
would see is that a majority of the employees are young women. The taboo of working at
night has fallen apart. Women seem to be able to accept challenges and are able balance their
family and work life. They are able to reach the top too. Of course, only a few are able to do
s0.

Equal Opportunities to minorities: The law requires that the minorities, women and the
differently abled need to be treated alike for employment. It is a noticeable trend that most
premier organist ions like the UNDP, WHO, UNICEF etc. increasingly welcome the
participation of women and the differently abled in their workforce. Affirmative action and
inclusive growth are two key steps that have been initiated to ensure the participation of the
marginalized groups. The idea is to bring them to the mainstream. This is considered essential
for ensuring social equity.

Business scenario: Today’s business is exposed to short and frequent periods of prosperity
and economic stagnation. During prosperity organizations do not have problems with
payment to employees. However, during economic stagnation there are several problems. An
organization committed towards better human relations finds it difficult to retrench
employees. How does it then hold costs? How does it survive? Business environment is also
getting more complex. We can observe that economic stagnation is having wide implications
for businesses across the globe. You may recall the after effects of the WTC attack. Several
of the American businesses had problems retaining their existing workforce on account of
political and economic volatility. Some Asians went back home. They joined many existing
prospective candidates in the job search. With the US economy improving most of them
returned. Such situations only show that businesses today are interdependent and the job
market is also subject to volatilities.



Lifetime Employment Search: If any one of you believes that with completion of formal
education, there is no need to learn at all you are mistaken. Today, there is a need to learn
continuously as the trend of lifetime employment search has set in. Neither employers nor
employees choose to stay committed for years. Therefore, there is a need to change jobs
midway. Unless the individual is current in terms of satisfying the job requirements of the
time it would be difficult to place him or herself on any job. Therefore, learning has acquired
a special place in employment search.

Cross Cultural Influence: Businesses are going global. Therefore, there is need to adopt
best practices that are developed from experiences of different businesses. Sometimes, these
may have evolved from different parts of the world. Common practices must bind the global
employees of a business. No doubt, the culture of the place of business would influence
business practices. Yet, businesses today are more responsive to multi cultures.

Employee Responsiveness: Organizations are aware of the need to be more employee
oriented. As the competition to recruit the right talent hots up, they need to differentiate
themselves on the basis of benefits extended. Apart from better pay other benefits like flex
time, work from home, job sharing, etc are being offered. The idea is to be sensitive to the
employees needs. Thereby, employees may be more committed and loyal.

Let us now understand key issues in human resource management.
INFLUENCE OF CULTURE ON HUMAN RESOURCE MANAGEMENT

Over the years, the world has become a global village. Today’s organizations have no
geographical boundaries. Organizations are making a global presence with their products and
services. At the same time, they also see the need to have the right talent available in each of
their work places spread across the globe. Every organization would be better off if it can
recruit locally. Yet, it is practically impossible to find all the talent it needs in one single
place. Therefore, it needs to recruit from outside its local domain. It implies that these
recruits must be able to adapt to the culture, system and practices that are quite different from
what they are locally exposed to.

In India with globalization and liberalization, we are seeing an increasing presence of
Multinational Corporations. For e.g. Ford, Fiat and Hyundai have a significant presence in
the Indian market. Whereas, Tata Consultancy Services, Infosys and Wipro even though of
Indian origin have been earning a sizeable portion of their revenue from operations abroad.
This trend of global presence is likely to continue well into the future too.

What does this mean to human resource managers? Different countries have different values,
customs, systems and laws. These can be confusing at times. Human resource managers
must recognize the cultural dimensions of the countries in which they operate. They must
also understand that it is necessary to adopt practices, which are suited to the wider global
presence the organization has. Approaching the global environment with a narrow
perspective may create problems and even endanger the survival of the organization.

Broadly, there are two distinct approaches to understanding culture and values. They are the
Eastern and Western approaches. The Eastern approach is largely reflected in the Japanese
and Korean organizations. They emphasize the bonding between the employee and the
organization. The Western approach on the other hand is reflected in the American and



British organizations. They emphasize individualism. Indian organizations are mostly
midway. Essentially, they are rooted in Eastern culture and values, but have also assimilated
a lot of Western ways. No doubt by far Indians are fairly flexible, mobile and adaptable.
Yet, in multicultural work environment, human resource management must take steps to
sensitive their employees to accept differences, reduce conflicts and foster team spirit.

TECHNOLOGICAL IMPACT ON HUMAN RESOURCE PRACTICES

Technology affects the way human resource management works. It has improved
communication, speeded up the way work is done, decentralized work places, enabled
working from home and improved quality of work life. Understanding the use of right
technology would help human resource managers make better use of the human resources.
Let us now see the impact of technology on human resources management.

Recruitment

The traditional methods of indicating job postings through advertisements, campus
recruitments and postings on the organization’s notice boards are largely supplemented by e-
recruitment initiatives. Job postings on the organization’s web sites and the web sites of
prominent recruiting agencies are quite common. You would have seen a few such postings
on the websites of your organization as well as many others. You might have also seen the
job listings on familiar sites like, jobs.com or naukri.com. Such postings help human
resource managers to access a larger number of potential applicants. Several organizations
prefer an electronic resume to a hard copy of the resume. Electronic resumes can be
instantly scanned for relevant information. Some times the organization may get a large
number of applicants. They may have a standard format for filing applications, which can be
screened later on defined parameters. E- filing of applicants may be therefore encouraged. An
initial list of potential job applicants can be obtained quickly. It helps save a lot of time.
Moreover, it proves to be a good data source for future reference. Thought works encourages
prospective applicants to use the online application on its website. The Indian Railways one
of the largest recruiters in India has recently adopted this method.  Unlike traditional
advertisements that fade away from memory, e-job postings may be kept open for a longer
time or ‘any time basis’. This is useful when the organization requires a large number of
recruits or faces attrition that necessitates recruitment off and on. Additionally, e-recruitment
gives the organization a hint of how tech savvy the applicant is.

Selection

Every organization desires to have well qualified employees to fit the jobs available.
However, such people are always in short supply. Most organizations not only require
technical expertise but also good team spirit and ability to work long hours under stress. The
BHEL shortlists the eligible candidates and issues them an E- hall ticket for the technical test.
E-Selection also helps the organization administer psychological testing instruments, which
help them understand whether the employee is suited to the organizational culture. It is
beneficial where the number of applicants is large. By simple online tests, undesirable
applicants can be weeded out. For e.g. Thought Works expect their prospective developers to
code a problem and e — mail it to them. They believe that a resume cannot test the software
development skills of an applicant. This coding test helps them to decide who should be
called for an interview. Selection time can be reduced to a large extent by resorting to E-



selection. Moreover it is possible to easily add on other parameters like graduate scores
weights for experience, preferred posting areas etc. to shortlist the most suitable job
applicant.

Training and Development

Technology has changed most of the training and development initiatives of the organization.
Career management and development is an integral part of these initiatives. Several
institutions offer online courses. Employees are encouraged to take these courses. The NSE
conducts a course titled “certification in financial markets * through the Internet. Some
financial service providers require their employees to complete this course to continue on
their jobs .The BSE Training Institute, also known as BTI, runs a three month part time
“certificate program on capital markets’’, jointly with the Jamnalal Bajaj Institute of
Management Studies. It is a popular program directed at training individuals who are desirous
of improving their job prospects in the Indian financial markets. These courses are made
possible because of the Internet.

The intranet is also used widely by organizations to hone the skills of employees. Short
courses are offered on the intranet. Technical knowledge updates are also posted on the
intranet. It facilitates learning. This is especially useful to professionals who need to update
their knowledge consistently to remain competitive on their jobs. Wipro Academy of
Software Excellence helps its software professionals to update their knowledge. Updates are
posted on the intranet. This helps the employee study at his own pace, at his own desk
without having to keep away from the job. Wipro’s training process includes, computer
based training programs, and domain knowledge training and web based e-learning tools.
HCL uses CD- based modules and other related software to enhance the reach of its training .

By using the new techniques of training, the organization is not only able to make the training
interesting, flexible, and accessible to all. It also ensures that employees are available on their
job even while training. Thus, the organization saves related costs.

Motivation and Maintenance

Employee retention is increasingly difficult. Technology has helped employees keep current.
They are therefore able to find good jobs. Simultaneously, they have become sensitive to
what the job market pays others for similar jobs. They are willing to hop jobs when they
experience inequity. Organizations are forced to extend competitive pay packets, incentives
and benefit. The employee is better rewarded than the past. New incentives like stock
options, flexible work times, exclusive club membership etc are some examples of reward
trends.

Human Resource Information System (HRIS)

This is a computerized system that assists in the processing of human resource management
information. The HRIS is a database of all information about employees working in the
organization. Such information is stored in a central, accessible location. It can be retrieved
and used at any time that the organization needs it. Information is usually used to plan for
recruitment enable selection, develop training schedules and programs, track career
development, and manage employee records pertaining to leave and compensation.
Technology has enabled organizations to develop a comprehensive HRIS, at reasonable costs.



Being more relatively user friendly they enable the organization generate reports that are
crucial to employee related decisions. In some organizations, the HRIS even links each
employee’s activities to the goals of the organization. While they are able to remove a lot of
monotony of some jobs, they are able to develop creativity in others. It has improved the
speed of work and the quality of decisions.

Human resource managers must sensitize employees to the need to use technology for
improving the way of working. Employees must be encouraged to participate in technological
changes. They must be helped develop the right attitude to willingly adopt these changes.

IMPACT OF COMMUNICATION ON WORKPLACE DYNAMICS

We can observe several changes in how communication flows within the organization. It is
also influencing workflow practices. Let us see what are the discernible changes.

Decentralized Workplace

Decentralized work places remove the need for face-to-face interaction. The typical
‘Control’ methods are often inoperative. Employees get more freedom to make decisions
concerning their work life. The only catch point is that they must appreciate the need to meet
organizational deadlines. Together with questions on work quality, work life balance issues
must be addressed. This is because; the normal eight-hour workday is non-existent. The
employee works from home. He works a couple of hours each day when he prefers to. The
completion of work assigned alone is material. The question of how many hours he took to
complete it is immaterial. No doubt working from home is a boon from technology to
employees who would find it difficult to work in a regular eight-hour workday in a given
organizational set up. Even though the boss is absent, the organization is able to get work
done on time. Employees are more committed to the projects they are involved in. However,
since the social contacts that the formal set up offers is missing, bonding between employees
may never happen. Interpersonal relations between employees usually suffer. The intranet is
a powerful medium through which employee communication can be encouraged. Employees
may thereby retain the feeling of working within the organization. Organizations
encouraging decentralized work places often make conscious use of the intranet to develop
good employee relationships.

Communication

Formal communication is giving way to informal communication. Work rules seldom
require the employee to use a long drawn communication network. Direct face-to-face
contact is encouraged. Most organizations even encourage employees to interact with senior
employees. This is to shorten communication time. Organizations especially in the IT sector
provide a computer at home for their employees. It helps to keep in touch with the
employees whenever needed. E chatting is encouraged to foster employee communication
and develop employee relationships. Virtual meetings and video conferencing are also
catching up as accepted channels of communication flows.



Developing Tech Savvy Employees

As the Internet and intranet become increasingly important for communication and
continuous learning, employees will have to become tech savvy. They would have to
understand the need to use technological tools and reports in their day-to-day work life. They
would need to be able to give up paper-based communications and adopt the faster and easier
online methods of communication like the e-mail, the e- groups etc.

The human resource managers understand the need to use communication to improve their
productivity. Technology has reduced much of the time lag in communication. It is
considered a boon to most human resource managers. They are even willing to adopt
technological improvements as and when they are available in order to facilitate
communication .As employee bonding depends on good interpersonal relations , more and
more human resource managers are taking proactive measures to develop communication
between employees.

WORK PLACE ETHICS

Ethics prescribes rules or principles that define right and wrong conduct. Many a times it is
difficult to classify behavior into right or wrong. An organization may prepare and circulate
a code of ethics to its entire employees. This is a formal document that lays down the values
and ethical rules that have to be observed by organizational members. It specifies the broad
framework of acceptable ethical behavior. Therefore, it reduces ambiguity.

Human Resource Managers must be able to make employees understand the importance of
work ethics. They must ensure that the code of ethics is communicated. All employees must
understand it. They must ensure that all employees strictly adhere to the code. Non-
compliance must be punished. This will deter other employees from breaking the code. A
well-grounded code of ethics is instrumental in disseminating corporate values and fostering
the spirit of corporate citizenship.

With advancement in technology new ethical issues are surfacing. Employee surveillance is
an ethical dilemma for today’s human resource managers. While free access to the Internet is
given, organizations prefer to watch out on their employees. This is essentially a reflection of
the desire to control undesirable conduct of employees. Some organizations restrict access to
the Internet while others block mails to some web sites. Others track the employees’ visits to
web sites. However, employees may view such actions as an invasion into their privacy.
Employee relations may get strained. This is not desirable. Yet, can the employees be given
absolute freedom to use the Internet according to their discretion? Perhaps not as many
employees may waste work hours surfing web sites, sending private e-mails or chatting. As
this increases costs to the organization, it may not be absolutely wrong to have some checks.
Of course, it has to be done ethically. As the Internet and intranet become used frequently,
for formal communication, employees and their organizations must be watchful of legal
issues. E-mails with undesirable messages force the organization into a legal battle. .
Employees would not send such messages in a formal memo. Such problems normally arise
when employees view this method of communication as informal instead of formal.



Employees must be informed of such pitfalls. Human resource managers must provide
communications on the ethical ways of using the Internet within the organization. They must
take steps to ensure adherence to ethics in the workplace.

UNDERSTANDING WORK FORCE DIVERSITY

The cultural values of employees are often carried to the workplace. It was earlier believed
that with passage of time employees forget them and willingly adopt the organizational
culture. However, this is widely recognized as a misconception. Today, organizations
understand that the employee’s own culture would continue to exist as it is. This culture
shapes his preferences and work style. It also brings about the differences in personal
characteristics between employees. There is perhaps little that the organization can do to
remove or replace these differences. Rather it is better to accept these differences. What are
the differences that are important to understand employees better?

Heterogeneity in work force

Today’s workplace has a wide variety of different people working together. Foremost, we
have seen an increase in the number of women coming for work. We see them in all walks of
life and in every rung of the organizational hierarchy. No doubt, a large part of this
phenomenon is attributable to the law prohibiting discrimination on the basis of gender. Of
course, much more needs to be done to make workplaces women friendly. Questions on
sexual harassments and glass ceilings within the organization need to be addressed
stringently.

There is an increase in the representation of the minorities. Through policies on reservation
more minority applicants are able to find jobs, especially in the public sector. Reservations
across hierarchical levels have also benefited the minorities. It is possible to find their
representation in all rungs of the hierarchy. Of course, in the private sector the concept of
caste-based reservation is yet to find takers. Off late, there is an increased interest among the
private sector to participate in affirmative action to bring the minorities to the mainstream.
Corporate bodies like the CIl and the FICCI are also stressing the role of inclusive growth
policies in ensuring social equity. Affirmative action and inclusive growth policies must not
only be able to protect the interests of the minority but also facilitate sustainable
development.

Laws also prohibit discrimination on the basis of caste, race, physical abilities, gender, age,
nationality or religion unless there is a need to. Therefore, there is a good representation of
different people in the workforce.

Another noticeable phenomenon is the presence of a larger number of elderly people in the
workforce. There is also a slight increase in the retirement age. This reduces the pension
burden and therefore organizations prefer to retain their services. There is a growing trend of
people working even after retirement. This is because people are still active and desire to
continue as long as they can. Moreover, the need to maintain at least the current living
standards edges them on.

With globalization, there is a movement of employees across the borders. Employees are
forced to work with people from different nationalities. This promotes multi cultures. This



phenomenon is noticed not only in India but also in the US, Canada, Britain and Singapore to
name a few. However, in the US and Canada, it is more pronounced. The trend is likely to
continue in the near future too.

What does all this mean to human resource managers? Human resource managers need to do
cultural audits to ensure diversity in their organizations. They need to provide diversity
training for employees. As work force diversity is recognized as a healthy sign, conscious
efforts must be taken to encourage diversity programs. Therefore, organizations must be
sensitive to differences between each heterogeneous group. It must also be able to appreciate
the importance of these differences in the work place. They must be able to understand the
influence of the individual employee’s needs, expectations and values on his work. They
must also be able to help employees manage their work life in the midst of diversity.
Specially designed diversity program initiatives would go a long way in achieving this.

MANPOWER MANAGEMENT

Organizations are often faced with the problem of managing their manpower. At times,
manpower is in abundant supply. At other times, it is in short supply. What decisions do
they make under these circumstances? Let us see each of these separately.

High Attrition

Manpower trends are fairly difficult to predict. Since the 1990s most organizations required
highly skilled manpower to fill job vacancies. A sizeable number of these organizations are
knowledge based. Most of the recruits in these organizations are young and mobile. Most job
positions are available across the globe. The younger workforce finds these global job
positions attractive. They prefer to move jobs whenever the prospects are bright.
Consequently, there is a fairly high level of attrition in knowledge-based organizations.

However, organizations have been able to manage new recruits with reasonable success.
How is it possible? India has a fairly large educated population. Therefore, the labor market
is faced with a large supply of manpower. With a little training, most organizations are able
to develop the skill sets required.

Post Independence there is a growing number of women entering the workforce. They are a
new source of manpower. They are recognized to be talented and skilled. Being better in
people management skills, they are even preferred in some job positions. We see women and
men in the forty plus age group quitting jobs. The phenomenon is more pronounced in the
case of women. While some of these individuals remain young retires, others move on to set
up their business, take up freelance consulting or do voluntary work. A fraction of the latter
group is thus still available as manpower supply, but probably at a different level.

There is a rising trend of individuals continuing to work post retirement. They find pension
or other income insufficient to meet expenses. They are therefore, forced to find new
employment. Even in the case of individuals with good post retirement benefits or alternate
income, the trend is similar. These individuals feel that the current retirement age of fifty-
eight or sixty to be too early to give up an active employed life. Yet, they have to retire at the
superannuating age. Some are re employed in the same organization as advisors or
consultants under special employment rules. Others are forced to seek alternate employment



elsewhere. It is obvious that there is a growing graying population seeking employment.
They add to the supply of skilled and experienced manpower.

Attrition is pronounced in the knowledge based organizations. It is however prevalent
noticed in other industries and services too. Manufacturing, construction, health and teaching
are a few that are affected badly. It is predicted that within the next decade, it would, be
impossible to find suitable substitutes to replace retires in top jobs. The situation is perhaps
no different at other levels of the hierarchy.

Managing Contingent Workforce

A common method of cost cutting is to have a large number of contingent workers on the
rolls. Organizations, world over are converting a large number of their permanent jobs into
temporary or part time positions. Contingent workforce is found not only in blue-collar
positions but also white collar ones.

A contingency workforce consists of part time, temporary and contract workers. They are
used whenever there is a mismatch between the workforce available in the organization and
the workforce actually required to do the jobs. This may be a temporary situation arising out
of an increase in business or because of attrition. Rather than lose business or wait until a
permanent worker is recruited, the organization may ideally recruit contingent workers.
Contingent workers normally perform work not usually done by existing permanent
employees. In a dynamic environment, organizations need to be flexible. Having several
permanent employees can be a constraint on flexibility. Therefore, contingent workers are
preferred. Permanent employees impose several costs in terms of better salary and benefits.
Moreover laying them off when business is dull raises legal issues as also add upon to the
costs. These days’ organizations desire to be more considerable to their employees. Lay off
of excess employees goes against this principle. Yet, they may not be able to continue to
have these employees on the rolls. Firing decisions are quite tricky; therefore, organizations
prefer to have a few core permanent employees. The rest of the required manpower usually
consists of contingent workers. These workers can be recruited when needed. They can be
laid off when not required. There are seldom any costs or legal implications involved.

Sometimes, the organization may have a need for a special skill for a short period of time.
Opting for contingent workforce to fill this short-term need may be a good alternate. Most,
organizations in the IT sector recruit contingent workforce.  This is mainly because a
software development project may run for four to six months. Persons working on the project
may require special skills to complete it. Subsequent projects may not require the same skill
sets. Recruiting employees with this skill on a permanent basis may not be desirable.

Challenges In Employing Contingent Workers

Human resource managers find several challenges in managing contingent workers.
Foremost is the need to ensure that contingent workers do not feel neglected or inferior to
permanent employees. Once such feelings set in, they would be less committed to their work.
As there is also no loyalty to the organizations, performance may be fairly low. This would
automatically vitiate the purpose of their recruit. Therefore, human resource managers must
take initiatives to motivate contingent workers and foster their commitment to their work.
Human resource managers must be able to ensure availability of contingent workers



whenever required. When the organization relies heavily on contingent workforce, problems
may arise if there is a sudden shortage of such workers in the job market. Several strategic
decisions need to be made to ensure that such situations do not occur. Therefore, planning
scheduling and organizing contingent workforce are crucial to the human resource managers.

The organization must be capable of attracting the right talent even among the contingent
workers. Unless the compensation package is attractive, it will not be able to attract the right
talent. However, making compensation for contingent workers attractive is seldom possible
as contingent workers are usually used as cost cutting measures. There is often a wide
disparity between the compensation paid to permanent employees and contingent workforce.
However, if the organization is able to offer attractive term of employment such as flexible
work hours, autonomy, recognition etc. it may still be able to attract right talent.

The human resource managers have a responsibility to ensure that the permanent employees
and the contingent workers coexist peacefully. As there are several differences in the terms
of their employment, there are possibilities for conflict. Conscious efforts must be taken to
develop good interpersonal relationships between all the persons in organizations. Such
efforts can go a long way in bringing about harmony.

Kinds Of Contingent Workforce

Contingent workforce includes part time employees, temporary employees and contract
workers.

Part time employees: Part time workers do not work for the whole of the eight-hour day.
They may at best work for a few hours a day, normally for four or five hours. Part time
employees are given very few benefits by the organization. Generally persons, who desire to
work but find it difficult to work for the full eight-hour schedule, find it convenient to opt for
part time work. A large part of the part time work force consists of women.

Temporary Employees: Sometimes, the organization may need to recruit temporary help for
a few days or months. Some permanent employees may stay away from work due to illness,
childbirth or sabbaticals etc. In such cases, the organization knows the employee would be
away for a reasonably long period of time. If it is not able to reallocate the employees work
among others, it has to recruit temporary help. They are usually paid a consolidated pay for
the time spent in the work.

Contract Workers: They are usually hired to complete specific jobs. They are usually
highly skilled. The nature of the contract work assigned determines the amount of the
contract. Payments are made after the contract is complete.

Organizations opt for this method of employment when they feel that they lack the expertise
and experience to take up the job them. Sometimes, they may understand that the costs
would be much higher if they were to undertake the job on their own. Moreover the quality
may be missing. For example, today, organizations leave housekeeping to contractors. These
contractors get the needed work force to do the job. They ensure better sanitation and
cleanliness, as they are able to keep a tighter check on the work being done. If the
organization were to do the job by recruiting permanent employees, it will have to pay them
more. Moreover, with permanency assured employees shirk work. The sanitation and
cleanliness of the work place would be affected. Even with higher costs, quality may be



missing. You may recall how Chennai Corporation was able to ensure cleaner streets through
outsourcing garbage clearance in some corporation zones to Onyx. Onyx was able to
transform the city in a short time span. Something that Chennai Corporation is still struggling
to achieve in other zones with its own workforce.

Balancing Work Force Requirements

Another issue that needs to be considered is how many employees does the organization
really need? Manpower assessment may tell the organization that it is overstaffed. In which
case it needs to eliminate some jobs in order to ensure efficiency. This process is called
downsizing. You may recall the introduction of computerization in public sector bank. Most
banks realized that they had surplus staff. Through attractive voluntary retirement schemes
they were able to cut down the number of employees. Downsizing is an important strategy.
It does not mean that the organization will not recruit new staff if there is a need to. However
, downsizing is looked on suspiciously. Organizations prefer to go for rightsizing. This is
the process of linking employee requirements to organizational goals. Rightsizing recognizes
the need to opt for services from others whenever it is advantageous. Outsourcing is another
technique used these days. Organizations send work to another organization. This latter
organization does the work through its employees. It helps the organization to be flexible and
hence capable of adapting to changes in the environment.

What are the implications to the human resource managers? In tight labor markets, it is
difficult to attract persons merely with good pay and benefits. What is required is to
understand the human psyche. Human resource managers must thereafter design appropriate
strategies to attract and retain the required talent. Otherwise, they would be forced into a
situation of skill shortage.

FOCUS ON QUALITY

There is an increased awareness of the need to maintain quality in all aspects. The focus is
both on the product/service and people issues. Quality management is concerned with
continuous improvement. Several quality experts such as Deming, Juran, Crosby and
Taguchi have repeatedly emphasized the need for continuous improvement to ensure the
competitive edge for the organization. continuous improvement relies on feedback from
customers. The term ‘customer’ has a very wide connotation in this context. It includes
every person who is involved with the organization. It includes the external customer as well
as the internal customer (employee). The organization must focus on the customer,
appreciate the importance of continuous improvement, emphasize quality in every dimension,
ensure accuracy in the measurement of operations and empower employees by involving
them in the improvement process.

A limitation of continuous improvement is that it relies heavily on incremental change. In
today’s competitive and dynamic environment this is not sufficient. Therefore, organizations
must concentrate on work process engineering. This is a radical change that may require a
complete overhaul of all existing products/services, processes and practices. In effect, it may
require even changing the nature of business as also the way it is done. For example, take the
case of an organization that is engaged in the business of manufacturing landline telephone
instruments. Imagine there is a clear trend showing that customers are flying to mobile lines.
Would continuous improvement keep it in business? What should the organization do?



Obviously, if there is a severe downturn in the need for the instruments it is manufacturing,
there is no purpose in continuing to manufacture it. It would be wiser to change its line of
business. Probably, it would be better if it could decide on manufacturing mobile handsets,
rather than wait to be totally pushed out of the market. This way, it can not only avoid losses,
but also if the timing is right it may even gather a sizeable share in the mobile handset
market. However, such a decision would not be possible by following continuous
improvement tenets. Towards this end, the organization must have put in place a work
process engineering initiatives. Work process engineering in this case would alone point to
the need for a radical and quantum change to mobile handset manufacturing.

The human resource managers have a pivotal role in change management. Any quality
improvement program, be it, continuous improvement program or the work process
engineering requires a commitment to change. Ensuring the commitment to change is an
important role human resource managers need to play. They must be able to plan for the
change, convey related information to employees, ease change related anxiety, guide
implementation, remove any resistance whatsoever, and ensure transition to the changed
environment. Often, change necessitates ‘new learning’. Employees must be trained in ‘new
skills’ and ‘new methods’. Thereby, adaptation to change is quicker. The benefits of the
change are likely to be observed faster.

WORK LIFE BALANCE

Today’s workforce finds it fairly difficult to balance the pressures of work along with
pressure of the family. Employees often find it impossible to cut off from work even after a
hectic eight-hour schedule. They are forced to stay longer hours to meet ever-pressing
deadlines. Sometimes they even have to carry work home and work through the night to be
in time for a deadline. Such work can be extremely stressing and severely affect the health
and family life of employees. The problem is more acute when the employee’s spouse also
works. Taking care of the home, spouse, children and extended family inevitably becomes
difficult. Dual career couples working in the Business Process Outsourcing organizations
find it extremely difficult to meet social obligations. This is because they work right through
the night whereas others may be working through the day. Over a period of time such
mismatches can create loneliness, if the employee does not find ways of balancing it.

Another trend that is noticed is the increasing importance that the job gets over the family.
This is quite absurd as the job cannot be in competition with the employee’s family or vice
versa. What is important is that the employee must know to give each its due importance.
Understanding this, organizations allow employees flexible work hours. A case in point is
Satyam Computers. At Satyam Computers associates work flextime. A family club at the
technology center enables the association and their families to spend weekends together.
Xansa also has flexible timings to help employees balance their work and family. It observes
family friendly Fridays and has a family friendly website. In addition, it has adoption and
parental leaves to help employees spend time with their families.

Every society understands that the family is a pillar of strength to each and every individual.
Therefore, all efforts must be made to keep the family happy. Flexible work hours may be
extended to all employees. Employees may be encouraged to work from home, so that a lot
of time that is otherwise spent on trans commuting is saved. Employees need to be



encouraged to opt for part time employment or share work with others when under family
pressure. Organizations especially in the IT sector are giving paternity leave to new fathers
to spend time with their newborn. Women employees may be encouraged to take extended
maternity leave to take care of their babies. Time offs may be permitted to enable the
employee attend to the family. Family get together and paid holidays for family are other
measures that can be resorted to, to help employees spend time with their family. The human
resource managers have to ensure that the employee is able to balance work and family. The
need to spend quality time with family must be impressed upon each and every employee.
Employees must be exposed to workshops that give them tips on managing work life balance.
They need to be given assertiveness training to help them refuse work that infringes on
family time. They must also be involved in Yoga, Meditation and other stress relieving
programs.

KNOWLEDGE MANAGEMENT

Essentially, Knowledge Management requires the organization to adapt to new knowledge.
This is an era of knowledge boom. In this context, it is pertinent that the following issues are
taken care of.

Knowledge based organization

Knowledge management is the process of organizing and distributing knowledge to
organizational members. It ensures that the right information gets to the right people when
they require it. Knowledge management recognizes the importance of all forms of
knowledge. Knowledge may be explicit or tacit. Explicit knowledge is clearly documented
and ready for use. Tacit knowledge on the other hand is intuitive and not easily documented.
Irrespective of the nature of knowledge, it is understood that knowledge is crucial to an
organization. Knowledge gives the competitive advantage.

Knowledge management is important for many reasons. It is understood that intellectual
assets are more important than other assets. This is because intellectual assets are creative
and can think big and new. This alone can ensure competitiveness in the market place.
When an employee leaves an organization, he takes a wealth of knowledge with him. It
would be fairly difficult to replace him. A knowledge management system can help to
capture his knowledge. A new employee can use it when required. This way, a lot of time
that would be otherwise spent in arriving at decisions is saved. It also ensures that the new
employee is on the right track even in the first instance. A good knowledge management
system makes the organization vibrant. Efficiency and effectiveness are other positive
outcomes to the organization.

The top management must be committed to put in place a knowledge management system.
Human resource managers must take the initiative to impress on the employees the need for
such a system. Steps must be taken to record the knowledge of the employees. Computer
databases must be able to store and retrieve the knowledge when required. The organization
must ascertain what knowledge is important to it. Deciding on this is fairly easy. However,
the organization may find it extremely difficult to get employees to part with knowledge.
Therefore, for success in establishing a knowledge management system, the employees must
be encouraged to share knowledge. Rewarding employees for knowledge sharing can go a
long way in making it a success. Finally, the human resource managers must develop a



culture that values knowledge sharing. TISCO has a knowledge management system in place.
It ensures that all people in the organization are involved in this process. It is one of the few
organizations in the world to have a successful knowledge management system in place.

Knowledge Workers

With the coming into existence of knowledge based organizations, there is a noticeable shift
from manufacturing to service based organizations. The information age of the 1970s was
witness to the rise in number of knowledge workers. These workers are engaged in jobs
involved with the acquisition and application of information. They do professional jobs.
Sometimes they are technologists. Knowledge workers are fairly competitive. Managing
knowledge workers is a lot more difficult.

Human resource management practices have therefore had to accommodate the peculiarities
associated with employing a sizeable number of knowledge workers. The process of
managing knowledge workers is still evolving. Organizations are able to understand the need
to continuously upgrade their management practices to stay competitive. Failure to do so
would force the organization to face high attrition.

Knowledge Creation

An organization cannot survive unless it innovates. Therefore, creativity and innovation need
to be encouraged. Understanding, the role of innovation and creativity in the success of the
organization, there is a lot of interest to encourage employees to think differently. Even
workers on the shop flow are encouraged to put up new ideas to the top. These are then
worked upon to improve the product/service or processes. Employees are also given due
recognition for it and any cost savings is ploughed back to them proportionately.

What is the role of the Human Resource Manager in knowledge management? The Human
Resource Managers must take a proactive role to ensure that creativity is encouraged and
duly recognized. Both employees and top management must understand the power of
creativity. At Infosys original thinking is encouraged. Every year employees under age
thirty make presentations about how to improve the organization. It encourages new ideas.
To encourage innovation, the freewheeling open environment encourages discussions and
debates. These ideas are then translated to marketable products or services. The organization
is able to thereby leverage innovation through system and processes. The cycle time is
reduced and rewards thereby maximized.

EMPLOYEE INVOLVEMENT

Employee involvement is increasingly recognized as important for success. This is made
possible through delegation, participative decision-making, emphasizing teamwork, and
empowerment. The work place usually demands the employee to multitask. Often this
requires each employee to delegate a part of his authority to another employee. Such
arrangement expects a certain degree of multi skills, with employees. Only then, will they be
able to make decisions, shoulder responsibility and execute work. This is an important issue
for most organizations of the day. Concepts like decentralization, delegation, participative



management, management by objectives and empowerment of employees are gaining
acceptance. A lot of interest is shown in developing employee’s involvement.

Besides shouldering responsibility, employees are also expected to participate in the decision
making, when employees participate in decision making, they are able to comprehend
requirements of the work better, obtain more information and plan action based on
requirements of the organization. Thus, they become more responsible. Quality of the
decision is better as it is more realistic. Decisions are usually translated into action. This is
because employees feel the need to “make it happen’ as they have been a part of the decision
making. Today’s, workplace usually requires employees to work in teams. Employees need
to be able to move with team members. Often the team members may have different skills,
come from different backgrounds and have different expectations. These must be managed
sensibly to the advantage of the organization. This needs good leadership. When employees
are able to bond with their team, it results in synergy and the goals are easily accomplished.

Employees are given more responsibilities than a decade before. They are given authority to
make decisions in matters concerning their work. Therefore, they have greater access to
information. Work teams are engaged in complex projects requiring multi skills. These
teams are focused on the goals. Time is an important factor. Business is made or lost within
seconds. Only people can make it happen at the right time. You may recall the first mover
advantage that Amazon.com has. 3M are another success story. The innovative mindset and
creativity of people behind it is history now. Look at the Dabbawalas closer home. The
extent of involvement that goes into the business is unimaginable. Their success too! There
is no doubt that today’s business relies a lot on the loyalty and commitment of its employees.
The spirit of commitment must permeate through all levels of the hierarchy.

Empowerment is a relatively new concept. Organizations understand the need to empower
their employees. Empowerment gives employees the freedom to take all such action that is
required to achieve their goals. Empowerment gives employees control over their actions.
Therefore, they are more responsible. Goal accomplishment is faster.

Ensuring employee involvement is the responsibility of the human resource managers. They
need to have leadership skills to steer employees towards success. They must also be
supportive of employees. They must be able to plan appropriate training for employees.
Employee involvement requires the employees to work in teams. Therefore, they need good
interpersonal skills, decision-making skills and ability to shoulder responsibility. Any
training must center on these key issues. Human resource managers must be proactive in
designing appropriate training that can lead employees to success

What are the implications for Human Resource Managers? The success of employee
involvement largely rests on the availability of right leadership. The organizational climate
must facilitate employee involvement. The management must be inclined to support
employee involvement. As employees need different skills involved in decision-making,
right training must be provided. They need to learn delegation, team working, and
interpersonal skills. Sometimes, it may be necessary to design training that will help
employees unlearn some of what they have learned over the years. This may be required as
the past learning may restrict him from involvement in decision-making.



SUMMARY

There are several noticeable changes in the work world. Globalization has necessitated
human resource managers to change the way they do their work. Significantly they need to
be more responsive to cross cultural issues. Typically, the concept of ‘global village’ is here
to stay. Employees who are an essential constituent of this global village have different
expectations, experiences and expertise. The human resource practices of the organization
must consider these. For example accepting and managing diversity in workforce requires a
different mindset. Continuous improvement programs are strategic initiatives required of in
the organization. It underscores the need to embark on periodical audits to weed out
inefficiency and keep the organization focused on quality. Technology enables the
organization to improve its productivity. There are other issues that also merit attention.
Knowledge and creativity management are two important issues that the organization must
address to stay competitive. The human resource manager has to play a proactive role in all
these areas. Only then will the organization be able to ensure its competitive edge.

After studying this unit, you must be able to answer the following questions:
Short Questions

Does culture influence an employee’s work?

What is the role of the intranet in building employee relationships?
Is it advisable to use contingent workforce?

Explain the purpose of continuous improvement program.

What is knowledge management?

Why is ethics important for the organization?
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Review questions

=

Explain the impact of technology on the way people work.

Why should the organization be conscious of workplace diversity?

“Ensuing work life balance, is an important role of the human resource manager”
Substantiate.

Explain why employee involvement is crucial to success of the organization?
Describe how organizations manage manpower issues.

What are the issues in knowledge management?

Explain the roles of the human resource manager.
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Practice Questions

=

Visit a Multinational Corporation. How do they address cross cultural issues?

2. Meet a human resource manager from the IT sector. Compare his role with that of a

counterpart from the manufacturing sector. Is there any difference?

Report on any two uses of the intranet in developing employees.

4. Visit the web sites of any two organizations. What are the new trends they have
introduced in ‘people management’?

5. Is ‘creativity’ and ‘innovation’ important to your organization? Explain what
initiative you would take to encourage creativity?

6. Critically examine the need for practicing ethics in work life. Substantiate your
answers with suitable examples.

7. Do you perceive any change in the future role of human resource managers? Explain.
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CASE ANALYSIS

A financial service provider had recruited twenty youngsters as financial advisors, five years
back. Their tasks include meeting clients, understanding their financial requirements, and
suggesting the best investment opportunities. Most of the work involved fixing appointments
meeting the clients at their place, accepting filled applications for investments and depositing
them at the appropriate place. In short the financial advisors do the entire customer support
required by the company. The job requires a high level of mobility, interest and commitment.
On an average, the financial advisors work from 9 in the morning to 9 at night. They are paid
Rs.10,000/- a month and incentives based on business volume. The company’s remuneration
is below the industry average. Yet, it has managed to attract and retain talent. The
company’s business has been increasing every quarter. The management knows that it is
only because of the hard work put in by its financial advisors. It has also off and on
appreciated them for it. Last week, while announcing rewards for high performers, the
company listed the financial advisors as commission agents. Deeply disturbed, they took up
the matter with the HR manager. They informed him that they were in the belief that they
were regular employees of the company. At no point of time earlier, where they informed
that they are just commission agents. Had they known this they would not have continued
this long in the company. The management, however, felt that they are not quite keen to treat
the financial advisors as regular employees. They however suggested that they would hike
the incentives by 10% as a reward for their performance. The financial advisors were not
willing for it. In about ten days time, all of the financial advisors tendered their resignation.

Read the case and then analyze it.
1. Why did the Financial Advisors protest?

2. Is the Company right in its action?
3. Is there a better way of handling this issue? Substantiate.



UNIT 11

IDENTIFYING THE BEST FIT EMPLOYEE

INTRODUCTION

One of the most challenging problems facing human resource managers is the selection
of the right person for hire. There is also a need to identify the correct number of people
to be recruited. This in turn depends on the future plans of the organisation and the
manpower demand and supply conditions. Recruiters must know the knowledge, skills
and abilities required of the prospective candidate .These are reflected in the job
specification. When the recruitment is based on the job specification, the incumbent is
likely to do a good job. The job analysis thoroughly studies the tasks done by current
incumbents. This facilitates the development of a job description .The job description
tells the new recruit the tasks to be performed. It provides a benchmark for performance
evaluation. This evaluation is linked to the pay and other benefits. Only then is it
meaningful. How does the organisation decide the pay and other benefits for a job
incumbent? It is based on the importance of the job to the organization. It is reflected in
the job evaluation. All of these activities come under the purview of human resource
planning. Let us understand them more clearly.

LEARNING OBJECTIVES

On completing this unit you must be able to:
e Define manpower planning.
e Make assessment of manpower needs.
e Match demand and supply of manpower.
e Know the internal and external sources of manpower.
e Perform a job analysis.
e Differentiate job description, job specification and job evaluation.
e Understand the selection process.
HUMAN RESOURCE PLANNING

An organisation needs inputs like financial resources ( money and credit), physical
resources ( buildings and machinery), and intellectual resources (people) to achieve the



goals. Often, managers underestimate the importance of people for the success of an
organisation. The people in the organization are the most important resources. Physical
resources and money cannot plan and work for success, people can. Organisations are
made up of people. People need to be recognized as the organisation’s most valuable
assets. Organisations do not own people, as it does other resources. Hence, this resource
is not given enough attention. Most failures in business however are because managers
have not realized this. In the recent past, across the globe, however, there is a growing
interest in people issues. It is understood that the competitive edge of an organization is
in its intellectual capital.

To accomplish its goals, the organization requires adequate manpower. The human
resources in the organisation must be able to ensure the timely completion of operations .
Therefore, the organisation requires human resource planning. Human resource planning
is a key element in  human resource management. Human resource planning determines
the manpower needed. Human resource planning is the process by which an organisation
ensures that it has the right number and right kinds of people, at the right places, at the
right time. These resources must be capable of effectively and efficiently completing the
tasks required to achieve its goals. In the absence of fairly accurate estimation of an
organisation’s human resource needs , goals may not be achieved .

In most organistions, except for the top management, the rest are unaware of the
objectives. Quite often, these objectives are vague. At times they are contradictory and
confusing too. In such situations, manpower planning is difficult. It is also possible that
human resources to fill up unexpected vacancies, make replacements created by
retirement or to meet new business opportunities are in short supply when required. This
can overburden existing manpower and slacken accomplishment of objectives.

To prevent such a situation, the organization must undertake manpower planning as a
continuous process. It will also facilitate planning for future development of the
organization. Through human resource planning, it is possible to assess the current status,
the future requirement, forecast demand and supply, and match demand and supply of
human resources. All of these will facilitate the growth and development of the
organization.

ASSESSING CURRENT HUMAN RESOURCES

Human resources planning starts with determining the current status of human resources.
This is an internal analysis of the manpower available within the organization. It includes
an inventory of the people and the skills available . A comprehensive job analysis is
mandatory to understand the jobs and the skills required for each .

With the help of computers, it is fairly easy to prepare a human resource inventory. The
inputs are obtained from the forms completed by employees. These are verified by the
supervisors and the Human Resource Management Department . Typically, the inventory
includes a list of names of employees on the rolls, their education, training, prior
employment, capabilities, and special skills.



This inventory is useful in determining the skills that are available. It can facilitate
undertaking of new opportunities by the organization. Planning for expansion and
developing alternate strategies is also possible. This inventory is also useful in other
activities such as selection, training and executive development, transfers, promotions,
career planning and management.

The human resource inventory provides crucial information for identifying current and
future manpower problems. The impact of these on the organisation’s ability to perform
can be assessed. Thereby, the organization can prepare itself. For example, when
competitors computerize their service delivery, there is a need for the organization to do
so. Without which the speed and efficiency of service delivery is affected. Customers
may switch over to the competitor. If there are only older employees on the rolls, they
may not be aware of computerized process. They are obsolete and therefore need to be
retrained or replaced. This information facilitates identifying employees who are obsolete
and need to be trained. Steps need to be initiated to replace employees who refuse
training and those who fail to accomplish a certain level of competence.

A start point for identifying manpower is to first understand what are all the jobs
available in the organization and the knowledge, skills and abilities required for each .
This is possible through a good job analysis. Let us see what it is?

JOB ANALYSIS

Job analysis defines clearly the jobs within the organisation. The behaviour needed to
perform these jobs is also identified. Job analysis obtains information about all jobs in the
organisation. This information is used to develop job descriptions, job specifications and
to conduct job evaluation. These are useful to identify individuals suitable for
recruitment. It also provides information about training needs of employees. It is valuable
for performance appraisal, career development and compensation administration. A good
job analysis provides up to date, accurate information on the tasks, duties, scope and
position of employees. Besides a general understanding of jobs and careers, information
on the job element i.e. the smallest unit of work is essential for a good job analysis.

How is Job Analysis Done?
Information required for job analysis may be obtained by using any of these methods:
Observation method

The superior usually observes the jobs of his subordinates. These observations are
recorded. At times, the organization may prefer to use the services of a consultant. Either
way, caution must be exercised not to disturb the employee on his job. It is also important
that the person does not know he is being observed. Otherwise the employee may change
the way he behaves and performs on the job. This in turn will mislead the observer. The
records created will be inaccurate. It will not serve the purpose of job analysis.



Diary method

Often, employees maintain a record in their diaries of work done by them. The diary
entries provide vital information on the work done. Job analysis is facilitated thereby.
This method is especially useful to record information about jobs at the top levels.

Interview method

Job incumbents may be interviewed. This brings clarity about the perception of the
individual about the job. Such interviews may be used at all levels. Interviews give an
opportunity to interact with the incumbent; it facilitates a better understanding of the jobs.
Job analysis is made easier.

Expert views method

The views of experts in the job may be obtained. Such views are useful to get a better
understanding of the job. It may be used at all levels. This method improves the job
analysis.

Questionnaire method

A questionnaire may be prepared to facilitate data collection for job analysis. Job
incumbents, supervisors and subordinates may be asked to respond. Questions are raised
to understand the tasks performed. The importance, time spent, the frequency,
knowledge, skills and abilities required are also obtained. The questionnaire provides a
rich source of information.

The job analysis may indicate a need to redesign the jobs. Some tasks may be redundant,
duplicated or too small. They must be removed .New tasks maybe identified and must be
included. It implies that some rework on defining the jobs must be made. Job redesign
accomplishes this. Let us understand it in detail.

JOB REDESIGN

Job redesign may be done by any of these methods:

Job Characteristics Model

One of the most important approaches to redesign is the Job Characteristics Model. It is
developed by Hackman and oldham . The model improves the performance and

satisfaction of employees. This is because five core characteristics are considered while
designing jobs. These are discussed below:



Skill variety: Indicates the extent to which the job expects the incumbent to use a
number of skills, activities, and abilities in order to complete the job allocated.

Task identity: Indicates the extent to which the job incumbent is able to do a clearly
identified job from beginning to end.

Task significance: Indicates the extent to which the job impacts the jobs or life of other
persons.

Autonomy: Indicates the extent to which the job gives freedom and autonomy to the job
incumbent.

Feedback: Indicates the extent to which feedback about performance is given to the job
incumbent.

The Job Characteristics Model uses the Job Diagnostic Survey. This is an instrument with
twenty one items. It ascertains the extent to which the employee perceives that each of
the five core characteristics is present in their job.

Multi method Job Design Questionnaire

This is a forty eight item instrument .It evaluates the motivational, mechanistic,
biological, and perceptual - motor components of the job. These are discussed below:

Motivational component: These relate to enriching and enlarging jobs to make it
intrinsically motivating.

Mechanistic component: These relate to the importance of task specialization and skill
simplification in enhancing job performance.

Biological component: Emphasizes the importance of the physical and environmental
aspects on job performance.

Perceptual-motor component: Considers the physical and mental capacities in the
design of jobs.

The responses of the job incumbent to the instrument are meaningful. The responses help
in job redesign .It is possible to enhance the performance and satisfaction of the
employee.

Based on the observations of the job analysis, the jobs are redesigned. The purpose is to
make the job more interesting, challenging and complete. Let us see some methods by
which we can ensure this.

JOB ENRICHMENT



Job enrichment may be vertical or horizontal. In horizontal job enrichment, jobs at the
same level are combined. In vertical job enrichment, jobs at different levels are
combined. The purpose is to make the job meaningful and complete. It ensures that
duplication is avoided. An important observation is that the job incumbent understands
the job better when he does it. It prepares the job incumbent for supervisory positions. It
improves the chances of his promotion.

JOB ROTATION

The employee is exposed to different jobs. This helps him to learn the job while he does
it. This prepares him to substitute another employee when needed. This takes care of
possible short term shortage of skill .

JOB ANALYSIS OUTCOMES

The outcome of the job analysis is useful in preparing job descriptions, job specifications
and Job evaluation. Let us now understand the essentials of the job descriptions, job
specifications and job evaluation.

Job Descriptions

A job description is a simple written record of what the jobholder does on his job. It also
shows how it is done, and why it is done. An accurate description of the job content,
environment, and conditions of employment must be provided. A job description often
includes the job title, the duties to be performed by the employee, and the distinct
features of the job. The authority and responsibilities of the jobholder are included to
facilitate a complete picture of the job.

Job specifications

The job specification indicates the minimum qualifications that the jobholder must
possess to perform the job well. It identifies the knowledge, skills, and abilities needed to
do the job effectively. These are based on the information obtained through job analysis.

Job evaluation

Besides providing data for job descriptions and specifications, job analysis also provides
information that enables comparison of jobs. In order to draw up an equitable
compensation program it is essential to group jobs that have similar demands in terms of
skills, education, and other personal characteristics .There after a common compensation
must be made available to the group. Job evaluation makes it possible through an
objective evaluation of the relative value of each job in the organisation. The higher the
relative value of the job, the higher the compensation offered.



FORECASTING FUTURE REQUIREMENTS

The objectives of the organisation determine its future human resource requirements.
Requirements include an assessment of the number and mix of human resources. It is
derived from the organizational strategy. Therefore, before estimating the future human
resources requirements, we need a formal commitment of the organization plans for the
future. These may be given in objective measure such as the sales revenue forecast. This
forecast must include the rupee amount as well as the composition of each product to the
sales revenue. This information helps the manpower planners to identify the future
employee mix for the organisation. Projections on a yearly basis at least for the next five
years are desirable.

There are five basic ways to compute future demands. Let us see each of these in detail.
Historical comparison

In this technique, past trends are used to project the future. Trends are meaningful when
organizations are exposed to stable conditions. Yet, in a dynamic competitive
environment past trends may not provide an accurate prediction of the future.

Expert Committee

In this approach, experts familiar with employment trends estimate the organisation’s
future needs. These estimates are based on their experience and judgement of the future
prospects of the organization.

Correlation

Human resource requirements are observed to fluctuate in the same pattern as some other
variable (demand). It is possible to forecast the human resource requirement by
correlating it to the demand .

Modeling

Decision models, more particularly quantitative ones, can be used for demand
forecasting. Linear programming and queuing theory are used widely to predict human
resource requirements. These models consider the relationship between a number of
variables.

Task analysis

Each job is analyzed to determine tasks or duties expected of it . It clearly identifies

what needs to be done on the job. This method is tedious, takes time and is costly. It is
useful to identify shortage of skills required within the organisation.



The organisation can decide the method it would prefer to adopt. For purpose of
accuracy, it is necessary to perform the analysis for each and every significant job level
and type. This must be done on a yearly basis.

CHANGES IN INTERNAL SUPPLY

Let us now see how the internal supply of human resources is affected. Internal supply
refers to the supply of resources from within the organisation department or functional
unit. The supply may increase or decrease at different time periods. What are the reasons
for this fluctuation? Let us understand them.

Increase in Internal Supply

The organisation may face an increase in the supply of human resources. This is due to
fresh hires. However, a department or functional unit may experience an increase because
of fresh hires, transfers or individuals rejoining after leave. Individuals may avail leave
on account of maternity, sickness, leisure or sabbatical. =~ Such inflows are easy to
estimate as the duration is known.

Decrease in Internal Supply

The organisation may face a decrease in the supply of human resources. This is due to
illness, dismissal, layoff, retirement, voluntary retirement, sabbatical, or death of
individuals. Additionally, in the case of a department or functional unit the decrease
may be due to transfers-out of the unit. While some of these outflows are easy to predict
others are not.

It is easy to forecast retirements as organisations have a specific superannuating age for
its employees. For e.g in India for government officers the mandatory retirement age is
fifty eight. There is no difficulty in forecasting in such cases. However in cases of
voluntary retirement, duration of illnesses, and deaths it is quite difficult to make
forecasts. While deaths of employees are almost impossible to predict ,transfers, layoffs,
sabbaticals, and dismissals can be forecast fairly accurately.

CHANGES IN EXTERNAL SUPPLY

The supply of human resources is also affected by external factors. The organisation has
no control over these factors. Even though they happen outside the organisation, they
influence the supply of individuals. Let us now look at the factors that cause fluctuation
in the external supply.

Increase in External Supply



Fresh graduates increase the external supply of human resources. Besides them,
housewives , women returning after a temporary break, students seeking part time work,
migrants, repatriates and individuals seeking a new job increase the external supply.

Decrease in External Supply

Decreases in the external labor supply is affected by migration out of the community,
recruitment of erstwhile unemployed elsewhere , death or individuals opting to retire or
pursue studies.

MATCHING DEMAND AND SUPPLY

The last activity in human resource planning is to match the forecast we have made of the
future demand and supply. This activity facilitates identification of shortage of
manpower both in terms of skill and number. This is an important task for manpower
planners. If they find, that the demand for manpower will increase in the future, then,
decisions to hire must be made. The additional requirement could be met through new
hires or transfers , or both. The purpose is to balance the numbers, skills and quality of
manpower.

The possibility of having an excess of employees on rolls in future can also be known. It
makes it easy to plan the correct use of manpower in the future too. It is desirable to
know the availability of manpower for hire to meet current and future requirements. This
information, signals the need to carry people on the rolls, in case there is an impending
shortage. In such a case, the organisation would prefer to recruit now rather than suffer a
loss of productivity in future. Otherwise it need recruit only when the requirement arises.

In the absence of adequate manpower, it is practical to change the objectives of the
organisation. Continuing with the objective curtails the growth and development of the
organisation. This is a critical situation. The organisation may prefer to avoid it.

Each organisation wants to recruit the right number and right talent at a desired time. Yet
it may not be able to do so. The organisation may encounter some problems. What are
they? Let us now understand these constraints.

CONSTRIANTS ON RECRUITING

There are two major constrains that organizations face. The first is that every recruiter
has a picture of the ‘best fit” applicant. Often, the list of qualified applicants may not suit
that picture. In addition sometimes, internal organizational policies ,union requirements
and, government rules need to be met. These may alter the picture. The second is that the
‘best fit” applicant may be unwilling to join the organisation. How does the organisation
recruit in these circumstances? In the first case the alternate is to recruit the best available
candidate. In the second case the organisation can perhaps do nothing about it.Once these
constraints are addressed, the decision to recruit is made.



RECRUITING SOURCES

The organisation decides the source of recruiting. There are two choices. The
organisation may either prefer an internal search or an external search. The internal
search identifies a list of employees from within the organisation. These employees may
be subject to a selection process and the “best fit” employee is made the job offer. In the
external search the organisation identifies a list of prospective candidates from outside
the organisation. These candidates are subject to a selection process and the” best fit’
candidate is made the job offer. Let us see these two in greater detail.

Internal Search

Typically, organisations try to develop their employees for higher positions. Internal
search develops the morale of employees. It also serves as a training method. It is most
suited for developing middle and top level managers. However, there are problems with
using internal sources. At times, the organisation may have to sacrifice quality. This is
bad for the organisation. An external search may have been better on this count. The
organisation should not resort to internal search in all circumstances. Occasionally at
least it must bring in fresh candidates. This infuses desired ‘new blood” important for
encouraging fresh ideas.

Quite a few organisations “post” new job openings and allow their employees to
compete for the position. The postings are communicated through the bulletin board or
the intranet. These postings alert employees who are suitable and ready for such
positions. In case they are not are not interested in the position, they can inform friends
about it. This improves the pool of applicants for the post.

External Search

An individual from the outside may appear to be a better choice in contrast to someone
employed in the organization. However, it may not be right. It is only when the person
joins the organisation his shortcomings are known. Hence, most organizations attach
considerable importance to recruiting from within. In case the desired incumbent is not
available, then the organization opts for an external search.

There are a number of external sources from which the organisation can recruit . Let us
see a few of these.



Advertisements

They are popular as the reach is wide. It is also cost effective. To be effective,
advertisements must be clear, precise and easily understood by readers. Several factors
influence the response rate to an advertisement. Of these, there are three most important
variables. They are:

e Easy identification of the organisation giving the advertisement,
e Labour market conditions it is exposed to, and
e Clarity with which special requirements of the job posted are highlighted.

Some organisations place a blind advertisement. This is an advertisement which does not
have any identification of the organisation. The respondents reply either to a post box
number or to a consulting firm. In the former case the oganisation directly initiates the
selection process. In the later case, the consulting firm is an intermediary between the
applicant and the organisation. The selection process is initiated by the consulting firm.

Employee Referrals

Current employees may recommend individuals for jobs in the organisation. These
individuals perform effectively as the job is obtained through the recommendation of a
current employee. Current employees would exercise enough caution while
recommending individuals. The organisation thereby benefits. This is one of the best
sources of recruitment.

Employment Agencies

Employment agencies do recruitment for organisations. There are three types of agencies.
They are government agencies, private agencies, and management consultants. These
agencies may perform a part or the complete recruitment process depending on the terms
of reference.

Government agencies are run either by the central or state governments. Applicants
register their names with these agencies. It matches the skill and educational
requirements desired by the organisations and the job preference of the applicant
.Thereafter, a list of prospective candidates is prepared and sent by the agency to the
organisation. The recruitment process may be initiated by the organisation. Sometimes
especially for lower posts, recruitment may be based on the seniority list provided by the
agency. The Public Enterprise Selection Board takes care of the entire recruitment
process to key posts in the Public Enterprises in India. The posts are advertised widely.
Applicants send their application to the Board.

Private employment agencies are used by organisations for facilitating recruitment. These
agencies usually do the recruitment based on criteria identified by the client. They are



quite popular. They have a wide and efficient network. They are at times even used to
recruit individuals for overseas assignments.

Management consultants are used for recruitment by organisations. They usually have a
wide network .Their charges are quite high. The reputation of the consultants is a key
deciding factor. They are used both for executive search and head hunting . They
specialize in middle-level and top-level recruitment. They are widely used for recruitment
for foreign assignments.

Temporary Help Services

Some agencies provide individuals on a temporary basis. Organisations facing fluctuation
in the requirement of manpower approach these agencies. They provide a good source to
recruit from. The individual works for the organisation as long as there is a requirement.
Thereafter, they revert to the rolls of the temporary help services agency.

Educational Institutions

Campuses of Colleges and Universities are excellent sources of recruitment. The
campuses are selected on the basis of their reputation as determined by student
performance. It is an important place for recruitment of freshmen .Premier institutions
like the Indian Institute of Technology and the Indian Institute of Management are much
sought after for recruitment of freshmen and experienced individuals.

CASUAL OR UNSOLICATED APPLICANTS

Unsolicited applications may be made through post, telephone or in person. It is a major
source of prospective applicants. The image of the organisation is an important reason for
applicants posting their applications unsolicited. Unsolicited applicants resort to this
method as they do not want to risk missing any opportunity if available. Usually, they are
confident about their qualifications. They perceive that the possibility of getting a job
opening is fairly bright. The organisation files unsolicited applications if there is no job
opening at present. When there is a need they are used. This saves time. Normally, a lot
of time is wasted between the time the post is advertised and the application is received
and initial screening done.Inspite of its advantage, unsolicited applications are not
encouraged by some organisations. The formal mode of advertising the job postings is
resorted to.

JOB FAIRS

Job fairs are conducted to facilitate recruitment. “The Hindu Opportunities’ job fair is
catching up as an important source of recruitment. It provides a platform for the employer
and the prospective candidate to meet each other. Organisations participating in the fair
put up their stalls. Job openings are posted at the stalls. Prospective applicants have a
choice of openings. They can go through the recruitment process at the fair. In case they
are unable to do so they drop their applications in the drop box. The organisation gets



back later. Sometimes, the entire recruitment process is completed at the fair. The job
offers are made on the spot. At other times, the initial screening alone is done. The rest of
the process is completed later in the organisation.

E- RECRUITMENT

Online recruitment is also resorted to these days. Organisations post their job openings on
their website. Interested candidates fill in their applications and mail them online.
Through the support of the HRIS, the applications are screened and short listed
candidates are called for subsequent evaluation. Successful candidates are then offered
the job.

RECRUITMENT CHALLENGES
Let us now see the challenges recruiters face. They are :

e Minority recruitment .

e Equal Employment Opportunity

e Use of correct selection device.

e Selection of the right candidate.
Let us see what each means? What do recruiters need to do? How do they manage the
situation.
Minority Recruitment
Affirmative action to protect interests of minority in recruitment decisions is resorted to.
Affirmative action includes reservation or preferential treatment to the minorities in
recruitment. This is necessitated because of poor representation of the minorities in job
postings .Minorities include disadvantaged persons from a specific caste, community or
religion, women, the differently abled etc. Such initiatives may be legally enforced or
voluntary on the part of the organisation.Even international organisations like the United
Nations Organisation or the World Bank is engaging in affirmative action. Their
advertisements encourage women and the differently abled to apply for job positions.
Equal Employment Opportunity
Legislation in most countries of the world clearly supports equal employment

opportunity. It is illegal to discriminate on the basis of caste, religion, gender or marital
status. However, wherever the bona fide occupational qualifications indicate a need for



such discrimination, the employer may do so. For example, the Indian army recruits only
unmarried males for certain technical jobs.

Use Of Correct Selection Device

The purpose of the selection process is to predict which applicant will be successful if
hired. The selection device must be chosen correctly. It must test the suitability for the
job. It must be appropriate and relevant . It must be reliable and valid.

Reliability

A predictor must have an acceptable level of reliability or consistency of measurement.
This means that the selection device should produce consistent scores each time it is
used. The reliability is measured through correlation coefficient. Reliability is established
through correlations which range from 0 to 1.0. However, a correlation of 0.8 and above
indicates a high level of reliability. Selection methods are seldom perfectly reliable. The
aim of ensuring reliability is to reduce the error in measurement. Reliability ensures
validity.

Validity

A high reliability is meaningless if the selection device has low validity. In such a case,
the measures obtained are not related to some relevant criterion. For example when
assessing job performance, a test score may give consistent results. Yet, it may not be
measuring important characteristics that are related to actual job behaviour. Then, the
selection device does not serve the purpose. Further, it must also distinguish between
acceptable and unacceptable performance on the job. There are three specific types of
validity. They are content, concurrent and predictive validity.

Content validity: indicates the degree to which the content of the test represents all the
requirements of the job that need to be considered. For example, while selecting
accountants, a selection device that tests the knowledge of accounts is considered to have
content validity. Experts in the field are able to judge whether the content of the selection
device is able to test the knowledge and skill required for the job.

Concurrent validity : indicates the extent to which a test score is related with the job
behavior. In concurrent validity the predictor scores are obtained from current employees.
For example, an organisation may desire to test the performance of its employees using a
newly designed standardized selection device. It can divide the employees into two
groups viz. high performers and low performers. The selection device is administered to
both groups. The organisation may find that the high performers obtain scores
significantly higher than the low performers. It implies that the selection device is useful
in predicting high performance. It could be used on new applicants to assess their
suitability for the job. It would be advisable to select higher scorers. There is a greater
chance that they would perform better on the job.



Predictive validity: indicates the degree to which there is a relationship between scores
on a selection device and some future job behavior. This is perhaps the most important
type of validity for selection of candidates for the job. A high predictive validity indicates
that there is a strong relationship between the score on the selection device and some
future outcome such as job performance. For example, in campus placement, a recruiter
may insist on a particular grade. This is because the recruiter assumes that there is a high
predictive validity between the college grades and actual performance on the jobs. Those
who are hired will be evaluated later to determine how effective the grades are in
predicting the job performance. In predictive validity the scores are obtained from a
sample of job applicants. Establishing predictive validity is both costly and time
consuming. Yet, it is often preferred to concurrent validity.

SELECTION OF THE RIGHT CANDIDATE

A good selection minimizes the cost of replacement of the candidate. It also eliminates
the need for training. The productivity is better. A questionable selection engages the
organisation in legal battle. The result is a bad reputation. During the selection process,
the candidate is informed about the job and organisation. This helps the candidate make a
self assessment of his suitability for the job and the organisation. This prevents
resignations due to misfits. The organisation may use the personality job fit theory or
something similar to ensure accuracy in selection. This theory underscores the need to
understand the personality of the applicant. The theory states that if the applicant is
recruited to a job that fits his personality, he would be successful.

The organisation may also conduct a realistic job preview. It may include films, plant
tours, work sampling or simple written pamphlets about the job. The idea is to give as
realistic a picture of the job as possible. Care is taken to inform both favorable and
unfavorable aspects of the job. This helps the applicant decide whether he would be
willing to work under these conditions. For example a job may require long hours of
work or extensive travel .This may not be a normal part of similar jobs. When the
applicant is informed he is able to decide whether he would like to work with the
organisation .If he is uninformed, he may join and quit when he realizes he is required
to stay long hours or travel.

There are two methods of selection. In the first, a candidate who is unsuccessful at
any stage in the selection process is rejected immediately. This is the discrete method
of selection . An alternate is to permit all applicants to go through all steps in the
selection process. The final decision is based on the cumulative performance in all
the stages. This is the comprehensive approach.

The organisation decides the method preferred by it. Thereafter it initiates the
selection process. The selection process must be completed within the prescribed
time. This ensures that the incumbent is in position when required. Recruiting early
when the supply of manpower is adequate is an avoidable cost to the organisation
.The practice is best avoided. However, when supply is inadequate or erratic it is
better to recruit immediately. Delaying recruitment may force the organisation into a



shortage. Productivity is affected. The organisation must evaluate the payoffs of the
trade off and decide. Let us now understand the selection process.

THE SELECTION PROCESS
A typical selection process consists of seven key steps. They are:

Initial screening interview
Completion of the application form
Employment tests

Comprehensive interview
Background interview

Physical examination

Final employment decision

Initial screening

All applications received are screened. Those applicants who satisfy the basic
requirements are short list. These applicants feel they fit the job specification. They
appear to be willing to take on the tasks identified by the job description. Hence they are
to be called for a screening interview. This step includes the preparation and dispatch of
the notice of screening interview. This step is of practical use when the number of
applicants is large. Calling all of the applicants would be meaningless. An organisation
may even opt to skip the screening interview.

Completion of Application Form

Prospective candidates are asked to complete an application form. This is prepared by the
organisation. It may consist of only the applicants name, contact address and telephone
number . Sometimes it may be comprehensive and include a lot of personal information.
In short the application form gives a synopsis of the applicants education, skills, earlier
job postings, past tasks, responsibilities and accomplishments. All such information is job
related. Sometimes, the organisation may validate all this information with turnover and
performance and given appropriate weights.

Employment Tests

Organisations expect a certain level of intelligence from recruits. This level is determined
through a series of tests. The tests may be purely of technical nature. Sometimes they
may use ability, aptitude, and personality tests too. This gives a comprehensive
evaluation of the candidate. Some organisations use handwriting analysis (graphology)
and lie detection (polygraph) tests. An important criticism against the use of polygraph
tests is the invasion on privacy of the individual. However, its use is justified if the nature
of the job requires the candidate to clear these tests.



Let us discuss a few of the common testing practices.

Written tests: Written tests are a significant input to the selection decision. It is
especially used when the number of applicants is very large. Sometimes it is used to sieve
out applicants who may be fairly deficient in their knowledge. For example the Union
Public Service Commission uses a two tier testing. The first tier is an Objective type test
of the candidates’ general and subject knowledge. A candidate who qualifies this stage
takes up the second tier testing. Here, the candidate is subject to a rigorous examination
of the general knowledge and subject knowledge. The tests expect the candidate to
answer to short and long questions. A critical evaluation of the knowledge acquired by
the candidate is thus possible.

Tests may include a number of components. For example the selection tests for Bank
Probationary Officers usually consist of analytical reasoning, numerical ability and
general knowledge.

Performance simulation tests: These tests test the candidates’ ability to do the job. The
job analysis identifies the abilities expected of the candidate. The test is designed to
ensure that the candidate is proficient in the specific behaviors which are identified as key
behaviors necessary for doing the job successfully.

Work sampling: In work sampling a small version of a job is created. The applicants are
asked to do the job. They are then evaluated. The applicant must be able to do the job.
This demonstrates that the candidate possess the required talent.

Assessment Centers: The organization may create an assessment center. This is a
centralized facility used for testing and training activities. Rigorous performance
simulation tests are administered at the assessment center. These tests evaluate the
applicant’s managerial potential. Both individual and group exercises are used for
evaluation.  The performance of the applicant in these exercises is evaluated by
practicing managers and psychologists.

Comprehensive Interview

The comprehensive interview is conducted to seek clarifications if any. Job related issues
are discussed. The questions are directly related to the job characteristics. The candidate’s
suitability in terms of personality, knowledge, skills and aptitude is assessed. The stress
interview is used in many organisations to assess if the candidate would be able to
withstand  the pressures of the job. Organisations are also using the comprehensive
interview to make assessments of the candidate’s ability to work in teams. The creativity
and leadership capabilities are other qualities assessed in this stage.

Background investigation



The background investigation is done for candidates who are potential employees. The
educational qualifications of the candidate are verified. The personal and job related
references are checked. Former employers may be contacted for verifying details of the
candidate’s current job profile, performance appraisals and key responsibilities.

Physical Examination

A general physical examination is performed to find out if the candidate has the
minimum physical standards required for the job. In some cases a more comprehensive
medical examination is done. This is to know if the candidate would be able to bear the
rigor of the job. For example in the armed forces a minimum height and weight is
prescribed. Even though the candidate is not responsible for a lower height or weight, he
loses the chance of a job offer. This is because these standards are required for successful
performance in a combat. A candidate passing this stage is put through several tasks. For
example he may be required to run a couple of meters in hard terrain with a heavy load. If
he fails he is rejected. The task evaluates his endurance. A certain degree of physical
standards are required to complete the task successfully. The physical examination also
discloses vital information about the physical well being of the individual. It also
provides information for medical insurance and future compensation claims.

Final Job Offer

Candidates who qualify all the stages are alone given the final job offer. A minimum time
to join the job is given. Thereafter the offer lapses . If the candidate joins the contract of
employment commences.

A new employee typically encounters problems of adjusting to the new environment.
This is what we shall discuss now under socializing.

SOCIALIZATION

It is a process of adaptation. When a new employee enters the organization he faces a
new situation. Similarly as he continues his career in the organization he may be
transferred or promoted. Each of these situations brings new challenges which he has to
face. He needs to adapt to a new environment, new boss, new subordinates or new peer
group. Each of these may require him to change his work conditions and consequently his
style of work. This process of adaptation is continuous and lasts through out his career. In
case he moves out of the organization he may have more complex situations to face. He
has no choice. He has to adapt to the situation.

Socialization influences performance .To a fair extent, performance depends on
knowing what should be done. There is often a right way of doing the job. Socialization
helps the employee to understand this. When the employee does the job the right way,
effectiveness is ensured.



ORIENTATION

Orientation is a minor part of the socialization process that a new employee faces in the
organisation. Orientation includes all the activities involved in familiarizing the new
employee to the organisation and the work place and people. This orientation need not
be formal. For example, the new employee in a small organisation, may report to his
boss. The boss may introduce him to one of his coworkers. This coworker will take him
around the workplace, the canteen and his desk. He will then introduce him to other
coworkers. Thereafter, the new employee has to take initiative to acclimatize himself
with the workplace and coworkers.

Need for Socialization

Let us now understand why organisations are keen on socialization. Each and every
organisation has a culture of its own. The culture defines the appropriate behaviors for
its employees. The socialization process helps the organisation to communicate the
culture . Every organisation has its own culture. It is distinct from that of any other
organisation. This culture may be communicated through formal written rules and
regulations. It may also be communicated through informal methods. The new employee
observes coworkers and slowly imbibes it. Thus, uniformity of behavior is ensured. It
facilitates the development of good interpersonal relationships . These ensure the smooth
functioning of the organisation . Organisational stability is ensured. All organizations use
a combination of norms, rules and values to communicate the culture. What do these
terms mean?

Understanding culture has its own share of problems. The most important is anxiety.
Almost all new employees undergo a high anxiety .Some reasons include low
identification with the new work , new work place, new boss, new co-worker, and new
set of rules and regulations. Every employee may encounter problems with all or a few
of these. Depending on the ability to cope they may experience loneliness or isolation.

Anxiety has two implications for human resource managers. First, the new employee
needs special attention at this time. The organisation must take required steps to reduce
anxiety. Providing enough information can reduce uncertainties and ambiguities. Efforts
must be taken to develop good work relationships. Second, not all anxiety is bad.
Anxiety can have positive effects if it is within limits. It drives individuals to learn the
norms, rules and values as quickly as possible. Effective communication can hasten the
learning pace.

SOCIALISATION PROCESS

Considering the importance of socialization, human resource managers would prefer to
prepare themselves for this role. Understanding the process of socialization will facilitate



preparation. Socialization is conceptualized as a process made up of three significant
stages. They are the pre arrival, encounter and metamorphosis stages. Fig 2.1 depicts this
process.

Fig 2.1

THE SOCIALIZATION PROCESS
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Adapted from :John van Maanen and Edgar H.Schein,”’Career Development” in
Improving  Life at Work, .edsJ.Richard and J.Lloyd Suttle Santa
Monica,Calif:Goodyear,1977,pp.58-62

The pre arrival stage recognizes that each new employee enters the organisation with a
set of expectations, attitudes, and values. These are developed by the institution which
has trained him for the job. For example, business schools teach practices that they
believe would be useful for the student in his new job. These usually cover both the
expectations of the organisation and the job to be done . These may not match with the
organisations requirements. New employees may be in for a shock. One way of reducing
this fallout is to use the pre placement interaction effectively. It is done as a part of the
selection process. During the interaction, most organisations inform the applicants about
the expectations of the organisation .

On entry into the organization, the new employee enters the encounter stage. In this
stage, the employee observes that reality is different from his expectation about the
organisation, his job, his boss , and his co-workers. In some cases the difference is large
while in some it is negligible. In the latter case, expectations are more or less accurate.
Then , the encounter stage simply confirms his perceptions . However, such cases are
rare.

In the metamorphosis stage, the new employee must sort out any problems discovered in
the encounter stage. Change is inevitable. The metamorphosis is complete when the new
employee settles down completely. The new employee is now able to meet expectations
of the organisation and the job. A successful metamorphosis has a positive impact on the
new employee’s productivity . It reduces turnover. It enhances loyalty and commitment
to the organization.



SUMMARY
Every organisation is required to recruit to facilitate accomplishment of objectives.
Hence, it must assess its manpower requirement. It must also critically evaluate the
demand and supply situations in the labour market. The timing and number of persons
to be recruited are other issues to be considered. All these come under the purview of
manpower planning. The most crucial task facing human resource managers is the
selection of the right candidate for the job. This is possible by ensuring that the right
section device is used. The selection process must be comprehensive and error free.
Choosing the right candidate saves unnecessary expenditure of efforts, time and
money. It also improves satisfaction and productivity.
HAVE YOU UNDERSTOOD?
The questions below help you to know if you have understood the contents of the
unit. Try them after you have studied the complete unit.
SHORT QUESTIONS
1. Define manpower planning.
2. How do you assess the demand for manpower?
3. Why should we assess the supply of manpower ?
4. Explain the concept of job fair.
5. Are unsolicited applications of any use?
6. What is e-recruitment?
7. Why is minority recruitment an important issue?
8. How will you test the reliability and validity of a selection device?
9. Is physical examination warranted?
10. Distinguish between induction and socialization .

REVIEW QUESTIONS

1.Explain the process of manpower planning.

2.What are the internal and external sources of recruitment?



3.What should you consider while selecting from within and outside?
4.Why is job redesign done. How is it done?

5. Explain how job analysis is done.

6. “Job Analysis’ is a useful tool . Substantiate.

7.Explain the selection process in detail.

8.What are the challenges in recruitment.

9. Why is induction and socialization important?

10.Explain the relevance of attrition and rightsizing in manpower decisions.

PRACTICE EXERCISES
1.Explain the manpower planning process in your organisation.

2. Visit two organisations and report on their induction and socialization
process .

3. Look at any two job ads. Which outcomes of the job analysis are  reflected in it?
4.Explain the selection process in an organisation of your choice.

5.1dentify any two selections that have been challenged recently. What do
you feel about it?

6.Do a job analysis of your position. What is the description and
specification mentioned against it? What does the job evaluation say?

7.Visit the website of a famous organisation. Have they advertised any
job for you? Post an online application and try your luck.



UNIT 111

TRAINING AND EXECUTIVE DEVELOPMENT

INTRODUCTION

A substantial part of corporate investment is in employee training and development. This
is because of its widely recognized importance to organizational survival and success.
Typically, in the past an employee was exposed to one training during his entire work
life. Normally this takes place as soon as he takes up his first job. The situation has since
changed. Today, the organization requires every employee to attend a couple of programs
aimed at improving his technical and management skills. The process of learning
extends throughout his career. Even if the organization does not see the need for training
and development, the individual employee does. Most employees feel the need to keep
abreast of developments in their field . Training and development helps in this direction.
That is the reason why they take initiative to enroll in some program of their choice.
These days, continuous learning or life long learning is as essential to the individual
employee as the organization to remain competitive. This unit helps you understand
issues relevant to training and development. You will also get familiar with career

development practices.

LEARNING OBJECTIVES

e After learning this unit you must be able to understand:

e Need for training.

e Distinction between training and development.



e Onthe job and off the job training techniques.

e On the job and off the job development techniques.

e Career development.

e Dimensions of career.

o Career management stages.

e Importance of self development.

IMPORTANCE OF TRAINING AND DEVELOPMENT

Recruiters continuously search for the employee with the right ability-job fit.
However, they are often confounded with the problem of having to select
people with skills that fall far below the requirements of the job. As a
manager faced with such a problem what are the options before you? You
could either choose not to recruit or recruit such people. If you choose not
to recruit you are faced with the task of initiating the recruitment process
once again. The search could even turn out to be perpetual. Can you
Imagine the cost to the company in terms of man hours lost, search costs and
efforts wasted? Would it be worth the wait? Definitely not. That is the
reason that organizations select as good a fit as is available. The skill gap is
reduced through training and development. With experience on the job the
incumbent would be able to meet organizational expectations.

Jobs and job contexts are increasingly complex. Moreover, several changes
occur time and again. Employees therefore need to adapt quickly.
Employee training is now more important than ever before. Just look back
at the technological changes in the past decade. You will recall the initial
resistance to accept computers as tools for improving efficiency in
nationalized banks. So much of resistance to learn computer operations by
employees and unions was observed. Of course, there were other fears too
besides the doubt whether the older staff would cope with the demands of
computerization. What is the pay off today? You will appreciate that



training not only erased most fears besides improving employee efficiency.
Can we now imagine a bank without computers?

Let us look at another example — ATMs. When ATMs entered the banking
scenario it was a desired change. The idea was wonderful, we could draw
money anywhere anytime we want. Yet, there were few takers. Customers
felt the banking experience was missing. Moreover, many were afraid of
fraudulent money withdrawals. Reports of the process of cash withdrawals
were confusing. Added to this were the reports of the inability of bank
officials in redressing grievances raised by ATM users. Consequently there
was a reluctance to use ATMs. Customers preferred the age old method of
counter withdrawals. Such awkward situations could have been avoided by
first training the bank officials on use of ATMs and related troubleshooting
measures. Customers also could have been given clear instructions to
familiarize them with the process. Live demonstrations of ATM operations
could have provided a good training experience.

What do these examples tell us? It is not enough if the organization is adept
at providing products and services required by customers. It is also
important to identify the right jobs and skills required to sell these products
and deliver the services. Needless to say that it even indicates the need to
design new jobs to meet ongoing changes. That is the reason we see new
jobs that never existed a decade ago. For example you can see positions like
system analysts, information officers, chief environmental officers etc.

Training is essential for people at all levels. It is important for people
planning to change their career. You may recall the concept of life long
learning and its importance introduced earlier in the course. Most people
change their careers at least twice during their work life. Some do so
voluntarily, others have no choice, their jobs may simply disappear. There is
a need to train to keep themselves current. This way, they are able to pick
up another job immediately in case of a need. A case in point is the
elimination of stenographer posts in most organizations. In the Government
departments there are no new recruits to the post except for a bare minimum.
Existing incumbents have been allowed to continue often with modified
jobs. In the private organizations, the stenos have had to change their
careers. Especially with wider availability of speech recognition software,
these jobs are becoming redundant. If there is a wider acceptability of these
software, it will not be surprising if typists disappear too!



Considering the importance of learning to the individual and the
organization , it is pertinent to understand the concepts of training and
development .This will help to create a learning environment. Let us
therefore understand what they mean?

WHAT IS TRAINING?

Training is learning that is directed at bringing about a permanent change,
that improves the persons ability to perform the job assigned. Training
involves changing knowledge, skills and attitudes. It also involves changing
social skills to suit organizational needs. Training is confined to operatives.
Operatives are persons employed in production, maintenance and other
clerical jobs. They do not supervise the work of others. Therefore, they
need to learn skills required to perform their jobs. Training directed at
understanding and usage of social skills is limited.

TRAINING METHODS

Organizations adopt on-the-job and off-the-job methods to train their
employees. Let us now see some of the widely used methods.

ON-THE-JOB TRAINING

This is perhaps one of the most popular methods of training. The employee
observes others at their job. The employee then learns by doing the job.
This method is very simple. It is useful in cases where the simulation of the
work environment is difficult. There is no waste of time on training. The
employee is productive even during the training time. However, the main
disadvantage is that the productivity of the employee is low till he gains
experience. The cost of errors made during training may be high. Yet,
organizations make use of this method when they are short of training
personnel and facilities. With appropriate quality checks, the costs of errors
could be offset. Let us now see some of the on-the-job techniques.

Two popular on the job training techniques are:

e Apprenticeship programs

e Job Instruction training



Let us discuss them in detail.

Apprenticeship programs

Learning of skilled trades is facilitated through apprenticeship training. The
apprenticeship period usually extends to a year. For more complex trades
the period may extend longer. For example, in India apprentices are
recruited by public sector manufacturing organizations, the electricity board,
BSNL etc. to name a few. They are governed by the provisions of the
Apprenticeship act of 1961. The apprentices are usually paid a stipend
which is much lower than the pay of a regular employee. At the end of the
apprenticeship they may be absorbed into a regular post. During the period
of apprenticeship, the apprentice trains under the guidance of a superior.
The latter is responsible for imparting to the trainee the knowledge and skills
required for doing the job. Such understudy is useful to learn complex
skills. It also provides hands on experience on the job.

Job Instruction training

This is a systematic on the job training developed during the World War I1.
It facilitates training of operatives by their supervisor. It consists of four
steps. They are:

1. Familiarizing the trainee about the job. This reduces anxiety about
uncertainties.

2. Giving key information about the job and clear instructions about
doing it.

3. Practice sessions to ensure that the trainee has understood the job.

4. Working on the actual job. In case there is a problem a pre designated
superior helps out.

This method is found to improve productivity and reduce risk of rejects. It
also improves the quality of the output. Even today, it is used in the
manufacturing organizations as an effective method to train workers.

OFF-THE-JOB TRAINING



In this method, the training is done away from the workplace. There are a
number of techniques used in this method of training. While some are very
easy and use simple equipment some others are complex and require
sophisticated equipments.

Four popular off the job training techniques are:

Lectures

Films

Simulation

Programmed Instruction

Let us discuss them in detail.

Lectures

This is one of the simplest and easiest techniques of off-the-job training. It
Is very useful to impart information about the rules, procedures and methods
to be used on the job. It is cost effective as a large number of trainees can be
trained at a time. However, as there is very little interaction from the
trainees their involvement in the learning process may be low.
Consequently, the training may not give the desired results. Lectures can be
made more interesting with the use of audio visual aids. Trainers must make
their classrooms more interactive.  Trainees may be encouraged to
participate actively through feedback and discussions.

Films

Films can be produced in house or bought. Films can drive home a point
better. This is because besides the oral message, the visual effect reinforces
learning. Subsequently, discussions may be initiated. They are useful when
Imparting sensitive information. For example a short film may be screened
to show the negative consequences of not wearing the safety gear while at
work. This will drive home the message of having to comply with safety
rules and laws. It is often more effective than reprimanding the worker
frequently.

Simulation



It involves creating an environment similar to that of the workplace.
Simulations give a feel of the actual scene that the trainee may encounter. It
enables the trainee to mentally prepare for such simulations. Simulation
techniques include case exercises, experimental learning, vestibule training
and computer modeling.

Case exercises : The case is a comprehensive description of a problem that
the trainee is likely to confront on the job. The trainee reads the case
thoroughly, identifies the problem and evaluates the alternate courses of
action to arrive at a satisfactory solution. Case studies hone the analytical,
problem solving and decision making skills of the trainee. This is one
technique that is used frequently for multi skill development.

Experiential learning : The focus is on learning by doing the exercise.
Negotiation skills for example is better learnt through a structured exercise
rather than a theoretical lecture. As the exercise progresses the learners are
able to observe and personally experience the negotiation process. On
completion of the exercise the trainer discusses what happened during the
negotiation process, the dos and do nots of negotiation. The theoretical
concepts are then introduced and explained.  The behaviour of the
negotiators during the negotiation process is critically examined. This recall
and analyses reinforces the learning of the concepts better .

Vestibule training : The training is conducted away from the workplace.
The trainee learns the job on the equipment that would be used at work.
This way the trainee is familiarized with working on the equipment.
Absence of the pressures of the actual work environment make learning
relaxed. For example the use of a computerized accounting package may be
taught at a computer lab. The trainees will get a hands on experience in
using the package. Through practice they would be able to use the package.
This would help them to confidently use the package when they go back to
their work places.

Complex computer modeling : Computers are used to simulate the work
and the environment. Critical job dimension are familiarized . This
technique is widely used to train pilots. The risk and costs associated with
errors made in real life flying are avoided. Errors made during the
simulation can be corrected. The pilot understands that a similar error while
flying can result in loss of lives and huge cost to the organization. This
technique is best suited in situations where the cost of training on the job is



very high. Complex computer modeling is expensive . Therefore its use is
appropriate only when there is a need for such a formal training program
.Moreover, the number of trainees must be large enough to justify the costs
associated with the modeling..

Programmed Instruction

Programmed Instruction uses well structured concise learning material
prepared as texts or manuals. The learning process is well organized. A
logical sequence is adopted. Assimilation of the material is ascertained
through responses. Feedback is provided immediately. This helps trainees
to know if their responses are correct. Sometimes learning is facilitated
through computers. Online courses are provided through intranet. The
trainee is able to schedule the learning at an individually desired pace.

EXECUTIVE DEVELOPMENT METHODS

Executive development may take the form of on-the-job and off-the job techniques. Let
us discuss some of the popular techniques.

ON THE JOB EXECUTIVE DEVELOPMENT TECHNIQUES

Four popular on the job executive development techniques are:

e Coaching
e Understudy Assignment
e Job Rotation

e Committee Assignment

Let us discuss them in detail.

Coaching



When a manager takes an active role in guiding another manager we refer to it as
coaching. Coaches observe, analyze and suggest methods to improve performance. The
manager learns the job by doing it. The direction and feedback given by the coach is
immediate and therefore effective. Not all managers are good coaches. Coaching success
relies heavily on the ability of the coach. Coaching suffers from two disadvantages. It
encourages the development of similar styles and practices existing in the organisation. It

relies on the abilities of the coach to develop the manager

Understudy Assignment

In this method the understudy manager substitutes the experienced manager during his
absence. Usually it is for a short period of time. The understudy is able to learn the job
while doing it. Errors may be committed during the understudy. Therefore in major cases
decisions are either not made by the understudy or are made in consultation with the
superior. Such actions defeat the purpose of an understudy assignment. This method is
useful when the managers’ are willing to encourage their subordinates to grow or the
organization expects them to facilitate their subordinates to take up their positions. In the
latter case the manager’s own career advancement relies on preparedness of the

underlings to occupy their position

Job Rotation

Job Rotation may be Horizontal or vertical... Horizontal job rotation refers to lateral
transfer. In horizontal job transfers, a manager works on an activity for about 2 to 3
months. Thereafter he moves to another activity. Sometimes the manager may be moved
as the work is no longer challenging to the incumbent. At other times it may be to meet
the requirements of work scheduling. Most organizations may move managers between
line and staff positions. This facilitates the development of managerial talent. Vertical Job
Rotation involves promoting the manager to a higher position. Job rotation exposes the
manager to new experiences. Monotony is reduced through frequent transfers. There is



greater interest to learn and do new jobs. The manager is prepared to assume
responsibility. He is also aware of the intricacies and interrelationships of activities. The
disadvantages of job rotation are high development costs and productivity loss when the

manager is moved to a new position.

Committee Assignment

This method provides the manager an opportunity to learn by watching others. The
manager is able to analyze organizational problems and involve himself in managerial
decision making. Temporary or ‘Adhoc’ committees are typically in search of a solution
for a particular problem. They recommend action plans to implement a solution.
Participation in these committees is interesting and a rewarding learning experience.
When a manager is appointed to a permanent committee, he is exposed to new
organisational members. Such exposure is challenging and facilitates growth of the

manager.

OFF THE JOB EXECUTIVE DEVELOPMENT

Four popular executive development techniques are :

e Lectures

e Simulation

e Sensitivity Training
e Role-plays

Lectures

Lecture courses facilitate knowledge transfer. Conceptual and analytical abilities are
easily developed through this technique. Through face to face interactions between the
lecturer and learner, clarifications are sought and given immediately. Organisations may
either provide these courses “In House” or “Off Campus” In case of in house lectures the

training venue is inside the organisation. The course is conducted by either in house or



guest faculty. In the case of off campus programs the lectures are conducted outside the
organisation at premiere institutions, universities and consultants . Managers attend these
lectures . Managers attend these programs with other participants from different
organistions. Sometimes, programs may be tailor made exclusively for participants from
an organisation. Lectures help to update knowledge at short notice. A number of
participants can listen to the lectures at a time. When the number of participants is large,
the cost of development per employee is less. Therefore, this method is widely used by
most organisations. However, the greatest drawback is Low learner involvement and
consequently low update of knowledge. This can be overcome through interactive

sessions.

Simulation

Simulations represent actual business situations. They are also called business games.
They replicate awide range of factors that affect the business. Trainees manipulate these
factors individually or in a combination . The outcomes would naturally differ. Normally
business games are conducted with at least two teams. This builds the spirit of
competition and the desire to win . Each team member takes up a specific task and
therefore influences the outcome. He takes responsibility for the outcome, Today
computers are used to simulate these factors. This allows for building in a god deal of
complexity. For example construction of investment portfolios may be learnt through
stock market games. Simulations encourage risk taking, decision making and
responsibility besides developing team spirit. The outcomes provide the feedback . As it
is immediate it is effective. Trainees learn from their own mistakes besides mistakes of
others. However it is expensive to develop business games . Trainees do not take games
seriously. This affects the quality of learning. Moreover it often does not reflect reality.

As such it has limited use.

Sensitivity Training

Sensitivity training is also referred to as T-group training. It is usually used to develop
good interpersonal relations. Behaviour modification is achieved through unstructured



group interaction. Trainees work in small groups of ten. The trainer who leads the T-
group guides them. The trainer does not directly involve in the process. He only
encourages the group to express feelings freely and frankly. The group has no leader or
specific purpose. The idea is to understand oneself. This would go a long way in

improving behaviour.

Role- plays

Role-plays are used extensively to develop good interpersonal
relations. The trainees learn by doing. They are given a situation in
the organizational setting. Trainees are assigned roles. They enact
them. This leads to certain consequences. Participants are able to
observe the actions and body language of the role players. The trainer
then initiates a discussion that helps the trainees understand what is
acceptable and what is not acceptable behaviour. The feedback given at
the end helps trainees learn correct practices. For example
Transactional Analysis 1is best Ilearnt through practice. Role-plays
provide the opportunity. Transactional Analysis identifies three ego
states. They are parent, adult and child ego states. A person must be
able to identify the correct ego state of the other person. Then it is
possible to avoid conflicts. Trainees may be given a simple situation
of an overbearing boss. Through role-plays the trainees get to know
what is the ego state of the boss. They also know what happens when the
subordinate interacts from each of the three ego states. They may be
able to appreciate that in this situation the child ego state is
appropriate for the subordinate. This is because the overbearing boss
is in the parent ego state. This way they can avoid conflicts in the
workplace. As the trainees are able to watch the outcomes, they begin
to appreciate the importance of interpersonal skills in ensuring good
work relations. It 1is therefore more effective than traditional
methods.

EVALUATION OF EFFECTIVENESS OF TRAINING

Soon after the training is complete a feedback is obtained from the
participants. Most participants may appreciate the training. While



some may be too critical, yet others may be indifferent . Often the
reactions of the participants give some clue about how much they have
benefited from the training. However, this may be misleading at times.
Other objective measures must be used to get a correct picture. These
include 1improvement 1in productivity, quality enhancement, desired
change in job behavior, greater satisfaction etc. The benefits of
training must also justify the costs committed. In short it must
provide value to the organization. It must enable organizational goal
accomplishment.

UNDERSTANDING CAREER

The word career has several meanings. It can mean advancement on the job, a profession
or a sequence of job positions held by an individual. .Human Resource Managers
understand a career as a sequence of job positions occupied by an individual during the
course of his work life. The definition is wide enough to cover temporary, skilled and
unskilled persons. It also includes paid and unpaid work that is done for a fairly long
time. An interesting observation is that it has no reference whatsoever to success or

failure on the job.

Career development can be seen from both the perspective of the individual or the
organisation .Both these perspectives are different and have far reaching implications on

career development. Let us now see how these perspectives differ.

From the perspective of individual career development the focus is on facilitating
individuals to achieve their career goals.