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Box 1.1: HR: The New Hot Rod!

T Human Resource have taken the centre-stage.

Over the pasl few years wilh the radically changing busir]ess environmen

Consider the following examples:
people. We have had a number of HRD consultants, but HRD

spend more time with my

Adi Godrej: " it is really important for me to
to be patient for cultural and mind-set changes”

initiatives are time-consuming and one has

Philips: i . -
ilips: According to Rama Chandran, MD, Philips India " my human resource department is the centre of competence"

AF. Fergu & Co: Anvi : "
rguson & Co: Arvind Mahajan, Director " the only way you can be different is in the way you manage pe "
ople"

Brian Friedman: "It is important to reali ' y
: se that employees are your gre [
o oes not, cepreciate over greatest asset. Unlike other assets
appreciating with p e time. Ot the:coniragy; ihe mare you se them, the better th peope sre e only asset
p g with the passage of time (on his visit to India, 1998) I Sy gELaverime. INSIFVRLE Koepa on

HLL.' "At Hindustan Lever lhe acce t t5 iri
n on hirin peopie who
-t , , g pl are even better than the ones at HLL HLL now

Marico Industries: Harsh Mariwala
: : ,owner" | am very sensitive
e BB kg T gy ry sensitive about losing star performers. If the guy i
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# Nature of HRM
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Scope of HRM
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Chapter 1 The Stategic Role of Human Resources Management
rprises. It permeates all levels

Pervasive fbrce IRM
:1 is per vasive in r i \
o i nature. Iti n
f manﬂgement in an Ol‘gnni “ \ s prescnl n ﬂ“ e Le

Action ; .
procedu::_:::ref' HRM focuses attention on action, rather than o
rules. The problems of employees at work are golved throug

Individ. : 2
to give &‘:::ybo”e" ted: It tries to help employees develop their potential fu
est to the organisation. It motivates employees through a systema

recruitm ; e
ent, selection, training and development coupled with fair wage policies.

Peopl 1 : .
peo;ceo‘;r;n"ed‘ HRM is all about people at work, both as individuals and groups. It
people and Slgj}ed jobs in order to produce good results. The resultant gains are use
motivate them toward further improvements in productivity.
Future-oriented: Effecti
: Effective HRM helps an organisation meet its oals in the future by providin

for competent and well-motivated employees. ¢ 7P ¢
I:evelopm.ent oriented: HRM intends to develop the full
:k?llldulge is tuned to the needs of employees. Training is offered to sharpen and improve their

5 S. 1}1p10yees are rota_ted on various jobs so that they gain experience and exposure. Every
attempt is made to use their talents fully in the service of organisational goals.

I’:f egrat ing me;hanism: H_RM.tries to build and maintain cordial relations between people working
at various levels in the organisation. In short, it tries to integrate human assets in the best possible

manner in the service of an organisation.

Co:_'nprehens?ve function: HRM is, to some extent, concerne
which has an impact on the workforce or the potential workforce.
ddle and top managers. Itis

people working at various levels, including workers, supervisors, mi
el. Personnel work may take

concerned with managing people at work. It covers all types of personn
al hierarchy but the basic objective of

difft_are_nt shapes and forms at each level in the organisation
achieving organisational effectiveness through effective and efficient utilisation of human resources,
ntialities of employees so that they get

remains the same. “It is basically a method of developing pote
their best efforts to the organisation”. (Pigors and

n record keeping, written
1 rational policies.

\ly. It encourages them
tic process of

tries to put
d to reward

potential of employees. The reward

d with any organisational decision
The term ‘workforce’ signifies

maximum satisfaction out of their work and give

Myers)

Auxiliary service: HR departments exist to assist and advise the line or operating managers todo
r is a specialist advisor. 1t is a staff function.

their personnel work more effectively. HR manage
activity, utilising knowledge and inputs

Inter-disciplinary function: HRM isa multi-disciplinary
tc. To unravel the mystery surrounding

drawn from psychology, sociology, anthropology, economics, €
the human brain, managers, need to understand and appreciate the contributions of all such ‘soft’

disciplines.
Continuous function: According to Terry, HRM i
only one hour each day or one day a week. It requires a con
relations and their importance in every day operations.

s not a one shot deal. It cannot be practised
stant alertness and awareness of human

The scope of HRM is very wi
workers and advanc
The Indian Institute 0

de. Research in behavioural sciences, new trends in managing knowledge
field of training have expanded the scope of HR function in recent years:

es in the
s specified the scope of HRM thus:

f Personnel Management ha

This is concerned with manpower planning,
training and development, lay off and retrenchment, remune

Personnel aspect: recruitment, selection, placement,
transfer, promotion, ration, incentives,

productivity, etc.

Welfare aspect: 1t
Junch rooms, housing,

etc.

ns, crcch'tes, rest and

ities such as cantee : st a
' recreation facilities,

It deals with working conditions and amen
transport, medical assistance, education, health and safety,
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ations, joint €©

rel
i1tes, etc.

1-mnnngﬂ'm°"t ;
t of dispt

ers unior
ttlemen

Industrial relations aspect: This cov
procedures, 8¢

bargaining, grievance and disciplinary

~ Objectives of HRM
The principal objectives of HRM may be listed thus: ke other dcparlmcn"s in an
3 £ nl, 2 ’ :
b R B I::il‘:ofizl:;]lri{fg;lz:nd irit does not meet this purpose,

a.

,~Importance of HRM

To help the organisafi
organisation, exists to achiey
HR department (or for that

the skills and abilities of th
productive an

‘o the goals of the orga
matter any other unit
e workjforce
d to benefit customers,

o well-mo
e:flzt::deff'orts, that their per
ated on the basis of their

R lie.
) will wither and di Lurpose of HRM

s: HRM requires
ce be evaluated
contributions to the

To employ
is to make people’s strengths
ation with well-train

ted to exert their maxi
remuner

To provide the organis
that employees be motiva
properly for results and that they be
organisation.
To increase to the fullest the employee’sjob saﬁsﬁ“{”"’" “"‘,f ”
prompt and stimulate every employee to realise his potent:al. To this en
to be designed aimed at improving the quality of work life (QWL)-

es employment in th

To develop and maintain a quality of work life: It mak o ality ©
desirable, personal and social, situation. Without improvement in the q
difficult to improve organisational performance.
To communicate HR policies to all employees:

in the fullest possible sense; tapping ideas, opinions and _ _
regulators and other external public as well as understanding the views of internal human resources.

To be ethically and socially responsive fo the needs of society: HRM must ensure tl}at
organisations manage human resource in an ethical and socially responsible manner through ensuring

compliance with legal and ethical standards.

ctualisatiou: It tries to

lf-a
r gramimes have

d suitable pro
e organisation a

f work life, it is

It is the responsibility of HRM to commun icate
feelings of customers, pon-customers,

People have
knowledge-based industries. An organisation's

and abilities (KSAs) of employees,
distinguish an organisation from: i
organisation can hire, deve

ns, but their strategic importance is growing in today's
success increasingly depends on the knowledge, skills
particularly as they help establish a set of core competencies that
ts competitors. With appropriate HR policies and practices an
lop and utilise best brains in the marketplace, realise its professed goals and

always been central to organisatio

deliver results better than others.

Box 1.2: Important Terms: Clearing the Fog

Human resaurce: Knowledge, skill sets, expertise of employees, the adaptability, commitment and loyalty of employees

L]
® Skills: The individual abilities of human beings to perform a pigce of work
° Resource: The stock of assets and skills that belong to a firm at a point of time
e Capability: The ablhllty of a bundle of resources to perform an activity; a way of combini
to transform inputs into outputs. ining assets, people and processes
L Core competencies: Activities that the firm i
: _ performs especially well wh :
e e s e o coode o meiosk ovste o periu: b en compared to its competitors and through which
® Competitive advantage: Il comes from a firm's abili b
5 ) s ability to perform activiti isti
rivals. To attain competitive ad WBIeS Motk digtingy
LA P_ .vantage. firms need to add value to customers and tively and more effectively than
easily imitated or copied by rivals (Uniqueness). and offer a product or service that ca
) : nnot be
° Value: Sum total of benefits received and costs paid by the customer in a qgi
" given situation.
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Huma | ' ! |
n Resource Man agement helps an organization and its people to realise their respective goals thus:
. Atthe enterprise level:

. waod }mn_um resource practices can help in attracting and retaining the hest people in the
Organisation. Planning alerts the company to the types of people it will need in the short,
medium and long run,

®

It helps in training people for challenging roles, developing right attitudes towards the job and

the company, promoting team spirit among employces and developing loyalty and commitment
through appropriate reward schemes.
. At the individual level: Effective management of human resources helps employees thus:

® It promotes team work and team spirit among employees.

e It offers excellent growth opportunities to people who have the potential to rise.

® Itallows people to work with diligence and commitment.
lil. At the society level: Socicty, as a whole, is the major beneficiary of good human resource practices.
®*  Employment opportunities multiply.

®  Scarce talents are put to hest use. Companies that pay and treat people well always race ahead
of others and deliver excellent results.

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

Box 1.3: Importance of HRM

attract and retain talent
Irain people for challenging roles
develop skills and competencies

promote team spirit

Good HR Practices help develop loyalty and commitment
increase productivity and profits

improve job satisfaction

enhance standard of living

generale employment opportunities

Systems Approach to HRM

A system is a set of interrelated but separate elements or parts working toward a common goal. A university,
for example, is made up of students, teachers, administrative and laboratory staff who relate to one another
in an orderly manner. What one group does has serious implications for others. So, they have to be
communicating with each other in order to achieve the overall goal of imparting education. The enterprise
operations, similarly, must be viewed in terms of interacting and interdependent elements. The enterprises
procure and transform inputs such as physical, financial and human resources into outputs such as products,
services and satisfactions offered to people at large. To carry out its operations, each enterprise has certain
departments known as subsystems such as production subsystem, finance subsystem, marketing
subsystem, HR subsystem, etc. Each subsystem consists of a number of other subsystems. For example,
the HR subsystem may have parts such as procurement, training, compensation, appraisal, rewards, etc.
If we were to view HR subsystem as crucial to organisational performance, an organisation presents itself
thus:
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Future of HRM: Influencing Factors

L.

Size of workforce: Corporates have grown in size considerably in recent years, thanks to global
competition in almost all fields. The Slze of the work force, consequently, has increased, throwing
up additional challenges before HR managers in the form of additional demands for better pay,

benefits and working conditions from various sections of the workforce constantly.

Composition of workforce: The workforce composition is also changing over the years. The rising
percentage of women and minorities in the work force is going to alte_r_vﬁnﬂlace equations
dramatically. oI')en:taru:ls for equal pay for equal work, putting an end to gender inequality and bias in
certain occupatlons the breaking down of grass ceiling have already been met. Constitutional
protection ensured to minorities has also been met to a large extent by HR managers in public

sector units. The new equations may compel HR managers to pay more attention to protecting the
rights of the other sex and ensure statutory protection and concessions to minorities and disadvantaged

sections of socnety “The shifting character of workforce in terms of age, sex, religion, region, caste
etc. is going to put pressiires on HR managers rs trying to mtegrate the efforhfg_o_f— people from \anous '
places M anagmg heterogeneous sand culturally diverse groups is going to strefch the talents of HR
managers fully. "'

Employee expectations: “Instead of attempting to force employees to conform to a ‘corporate
mould’ future managers may well have to make more allowances for individual differences in people”.
(Mathis and Jackson p. 616)TNowadays workers are better educated, more demanding and are
ready to voice strong, violent and joint | protests in case their expectatmns are not met. The list of
financial and non-financial demands is ever-growing and expanding: In fast-changing industries
such as software, telecom, entertainment and pharmaceuticals the turnover ratios are rising fast
and if HR managers do not respond positively to employee expectations, the acquisition and
development costs of recruits is going to mount up steadily. An efficient organisation is, therefore
required to anticipate and manage turnover through human resource planning, training schemes

followed by appropriate compensation packages.

Changesin technology Increased automation, modernisation and computensatmn have changed
the way the traditional jobs are handled. In such a scenario unless employees update their knowledge
and skills constantly, they cannot survive and grow’ This will necessitate training, retraining and
mid-career training of operatives and executives at various levels. Where such initiatives are missing,
it becomes very difficult for employees to face the forces of technology with confidence and get
ahead in their careers steadily.
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Life-stvle changes: The life-style patterns of emplo
times. Unlike their predecessors people are now ready toc
jobs in start-up companies instead of manufacturmg uni
ideas. A recent survey of young executives in four major metros : . :
Delhi) (Business line, Urban pulse, Feb 2000) in India revealed several interesting things:

yees have undergone a rapid change in recent
hange jobs, shift to new locations, take up
ts and even experiment with untested
(Chennai, Bombay, Bangalore and

table 1.6

| Sizing up Young Executives |

Factor
Working Hours

About choosing a job

Job Satisfaction

Career goals

Corporate lcons

Preferred Industry

Aspirations, preferences, attitudes, claims

Work for a little more than 8% hours a day. None of the respondents spend weekends at
traditional hang-outs such as discos and pubs

Freshe_:rs wanted to jump jobs quickly; for them compensation was an important factor while
choosing a job but as one progressed to higher levels compensation was replaced by factors
such as job satisfaction, responsibilities etc., 30 to 40 per cent of young people grabbed the first
job offer and changed jobs after acquiring some experience. Other important factors in valuing

] 1 "

;::r;a::sdsoo; gtlob:l pac!:(ages _and pragtices made young executives look for high paying jobs,
pay well are dissatisfying. Other factors determining satisfaction levels were:

well established company, informal work
, a " . aw - 1
hours, travel abroad, designation, job conte:\T:?gherel TS S M

Making it big some day and qoj i '
s ki y going places in their careers. Most seem to have achieved their

M jorlty 0 young e BCUI‘
) : ves 55‘ \
3I I ' L Xi l( /0) had no ro’e mOdel. Olll&rs Ilad lOle IIIOde!s h il '

|l|10l|"||ali0f| EChHO!O i I
H y .Adve I i
. i J I : gy ﬂIsInQ- |nanc9, Manageillellt cor ISU"a“CBn I I' ‘ ) ‘

[

U

nlike the western world
faced any additional challen

w |

here dy
; re qui . .
gesin the formy, Quite common, HR managers in India have not

. . of re] i .
etc. The situation, however, may ch ecation efforts, job sharing and job hunting exercises

telecom sectors where the numbery of

ange in the next coupl

Womep e of years especially in software, media,

employees is rising steadily.
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Th oy
tak?rfu}t:ey of young executives underlined the importance of designing jobs around th‘e individual,
& 1ls career expectations into account. Flexible working hours, attractive compensation packages,

job

content and growth opportunities etc. may occupy the centre-stage in HR strategies of Indian

managers in the days ahead.

for::;:g'::mnm; ch""""ﬂf’“-‘ Privatisation efforta in Indin are likely to gather rnt’amcntlum in the
employ JSRAE, HA-mOst P“h_hc sector units face survival problems. (For example Air Fndla lhas 750

ployees per aircraft, which makes it the most over-staffed airline in the world. Air India’s cost
per c_mplo_\'oc 18 over Rs 5 lakh a year, perhaps highest. among Indian public sector units. Likewise,
Dﬂlll_’[;‘i‘_‘ﬁjoﬂ Corporation has 30,000 employees, of which 15,000 are excess and the annual
efpcfld‘_t_‘_lw_on fliﬁs excess staff works out (o Rs 22 crore!) Mnunl.in_écgs_ts, rising wage bills, increased
competm-on_ inefficient operations, outdated technology, debt burden ete. will compel many public
sector um.ts to either draw the shutters down or seck private sector partners. The burden if training
and_rPtf‘_f‘l“iEg employees with a view to make them more productive and useful under the new set-
up is going to fall'on the shoulders of HR managers. With' this the legal stipulations covering
recruitment and selection of employees, employment of reserved category employees, minorities :
etc. are also likely to lose their importance over a period of time.

Personnel function in future: The personnel function in future is going to evolve thus:

I
.

Job redesign: The focus on job redesign will increase: Flexitime, job sharing and alternative
work arrangements will come to occupy a centre-stage.

Career opportunities: Apart from compensation, personal growth and self-development may

become primary motives for working. HR managers may have to restructure work so that
employees may find expression of their needs for creativity, autonomy and entrepreneurship

(For example NIIT has already started the Netpreneur scheme in 2000 to encourage budding
net consultants — either from its own ranks or outside) in their jobs.

Productivity: “Productivity, efficiency, growth” are going to be the new mantras for corporate

survival and growth.
Recruitment and selection: Effective selection devices are likely to be used, giving premium to

employee'skjlls, knowledge, experience, ability to get along with people etc.

* Training and development: As technologies change rapidly, people need to update their skills

continuously. A much broader range of abilities is required to keep pace with ever-present
changes, forcing companies to spend increasing sums on training and development. (For instance
pharmaceutical majors like Dr Reddy Labs, Ranbaxy, Cipla, Sun Pharma have increased their
Research and Development budgets in response to WTO conditionalities in recent years).
Rewards: Rewards will be tied to performance. Benefits will accrue to those who show merit.
Individually — designed packages recognising talent may out-number group compensation plans.
Carrot and stick policies may not find a place in the new corporate lexicon in the days ahead.
Safety and welfare: Increasing investments may have to be made by companies to improve the
work atmosphere, climate and job satisfaction levels of employees.
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" 3 captl ungrycountey o ndie Fobs a0 o0 ot
In a labour surp s ok capr living, places of residence, status and even hi isati Orth. Jobg
help determiiie st.anda-.l‘ds-o oo be e they are the means of accomplishing organisa lun?I Objective,
are important to organisations also becaus d way.! The popular view about a job wag that

o fine jobs in a rigi e :
Traditionally, Org:mswincsh?;;e F?tdiiﬁ;eos i]gncd to be immutable and unchanging, irrespective of the
what it requires does no '

: ver jobs are not static. They are subject to chap,
et Eetapr e o o
Technolog! cal a.d - FO ;III;rformance rather than on standard job dut'xes, tasks etc. Moreover, the
on ch,?mctef-;stlcs ofsufﬁe?;ml;rently at different times of the year (e..g., llff’ guards, a(fcotﬂmtam@’ gki
some job might be Iéa'lr'lh e b incumbent might declare, "I do what I I:{elleve right on the .]Ob. - The joh {5
m;:rtut;t: ::gfbﬁt.: makiioof it. To understand the dynamic nature of jobs, managers gather informatjon
W .

about jobs from time to time.

, What is Job Analysis?
_ ) _r A : tic investigation of the tasks
' al and detailed examination of jobs. It is a systema . : g
\/ ) analysis is a form do a job. A task is an identifiable work activity carried out for 3

ties and responsibilities necessary to it
s;ec?.;c purpose, for example, typing a letter. A duty is a larger work SEgTIJE.'nt gopmstmg of several tagks
(which are related by some sequence of events) that are performed hy: an individual, for example, pick
up, sort out and deliver incoming mail. Job responsibilities are obligations to perform certain tasks and

duties.

figure 4.1
[ Nature of Job Analysis

Job Tasks

[ Job Analysis I% Job Duties

Job Responsibilities
I — i
Job analysis is an important personnel activity because it identifies what people do in their jobs and what

they require in order to do the job satisfactorily. The information about a job is usually collected through
a a structured questionnaire:

Box 4.1: Partial Job Analysis Questionnaire

JOBANALYSIS INFORMATION FORMAT
Your Job Title Code o
Class Title ate
Your Name Department
Superior's Title E?::“y "
Superior's Name i
Hours Worked AM to AM
1. Whatis the general purpose of your Job? PM A
2. What was your last job? If it was in another organisation please n
3. To what job would you normally expect to be p "°l'ﬂotad7' ame it
4. If you regularly supervise others, list them by name and job title
5. If you supervise others, please check those activities that are ;:an '
O Hiring O Coaching o “° your supervisory duties:
romoting
Contd.-
L - 'ﬁ
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List advanced degrees or specified professional license or cedificate required.
Plezse indicate the educalion you had when you were placed on this job.

Chapter 4 Job Analpis @ 89

D Orienting O Counseliing ) Compnnsating
O Training O Budgeting (1 Disciplining
O Scheduling O Directing L1 Terminating
O Developing O Measuring Performances [ Other

How would you describe the successful complelion and resulta of your work?

Job Duties - Please briefly describe WHAT you do and, if possible, How you do it. Indicata thasa duties you condidar 1o be
mos! imporiant and/or mos!t difficult:

{(a) Daily Duties

(b) Penodic Duties (Please indicate whether waekly, monthly, quarterly, etc )
(c) Duties Performed al Iregular Intervals

Education — Please check the blank that indicates the educallonal requirements for the job, not your cwn educational
background.

“ No formal education required

“ Less than high school diploma

" High school diploma or equivalent
"~ College certificate or equivalent

* College degree
Educalion beyond graduale
degree and/or prolessional license.

Source: Richard | Henderson, Compensation Management (Reston, Va : Reston Publishing 1976), pp 88-99

V/ﬁses of Job Analysis

Good human resource management demands of both the employee and the employer a clear understgr.d'mg
of the duties and responsibilities to be performed on a job. Job analysis helps in this understanding by

drawing attention to a unit of work and its linkage with other units of work. More specifically, the uses of
job analysis may be summarised thus:

a.

Human resource planning: Job analysis helps in forecasting human resource requirements in
terms of knowledge and skills. By showing lateral and vertical relationships between jobs, it factlitates

the formulation of a systematic promotion and transfer policy. It also helps in determining quality of
human resources needed in an organisation.

Recruitment: Job analysis is used to find out how and when to hire people for future job openings.
An understanding of the skills needed and the positions that are vacant in future helps managersto
plan and hire people in a systematic way. For example, a company might be traditionally hiring
MBA students for equity research. A recent job analysis showed that the positions could be fillad by
graduates with an analytical bent of mind. Now, this would help the company hire equity analysts
from a greater number of available graduates even by offering a slightly lower salary.

Selection: Without a proper understanding of what is to be done on a job, it is not possible to select
the right person. If a Super Bazaar manager has not clearly identified what a clerk is to do, it is

difficult to ascertain if the person selected is to position stores items, run a cash register, or keep the
account books.

Placement and orientation: After selecting people, we have to place them on jobs best suited to
their interests, activities and aptitude. If we are not sure about what needs to be done on a job, it is
not possible to identify the right person suited for the job. Similarly, effective job orientation cannot

be achieved without a proper understanding of the needs of each job. To teach a new employee how
to handle a job, we have to clearly deline the job.

Training: If there is any confusion about what the job is and what is supposed to be done, pml;i;’
training efforts cannot be initiated. Whether or not a current or potential job holder n‘qfxims addit mh !
training can be determined only after the specific needs of the jobs have been identified throug
job analysis.

——Aq
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90 ® Human Resource Management

f.  Counselling: Managers can properly counsel employees about their carcers when they
the different jobs in the organisation. Likewise, em]ll(lyvcf*'m" better flpprf!cxtxtc their
when they understand the specific needs of various other jobs. Job analysis can point
an employee might need to develop to further n carcer.

Undergty,
CATeer optign

out areag that

g. Employee safety: A thorough job analysis roveals unsafe conditions associated with a joh, By sty dyin
how the various operations are taken up in a job, managers can find unsafe practices. Thig helps ig
rectifying things easily.

h. Performance appraisal: By comparing what an em ployee is supposed to be doing (hageq on job
analysis) to what the individual has actually done, the worth of that person can be assessed. 1 ltimar.:giy
ever} organisation has to pay a fair remuneration to people based on their performance, Ty, achiens
this. it is necessary to compare what individuals should do (as per performance standard;, with
what they have actually done (as per job analysis).

i. Job design and redesign: Once the jobs are understood properly, it is easy_to Ic_.cate wezk spoty
and undertake remedial steps. We can eliminate unnecessary movements, simplify certain steps
and improve the existing ones through continuous monitoring. In short; we can redesign jobs 1,
match the mental make-up of employees. .

j.  Job evaluation: Job analysis helps in finding the relative worth of a job, basa?d on criteria such a3
degree of difficulty, type of work done, skills and knowledge needed, etc. This, in turn, assists iz
designing proper wage policies, with internal pay equity between jobs.

figoure 4.2
[ Multifaceted Nature of Job Analysis |

Recruitment
Human Resource
Planning V\ T / Selection
Job Evaluation g———— {——p Placement
Job Design and —
Redesign t———p Training
Performance / .
Appraisal i Counselling

Employee Safety /"J

Who should Conduct the Job Analysis?

It isalways b etter to use supervisors, job incumbents or some combinations of these to obtain informallzz
about jobs in an organisation. The job incumbents offer n clear view of what work is actually donee
against what work is supposed to be done. Further, involving job incumbents in the job analysis pm: on
might increase their acceptance of any work changes stemming from the results of analysis. l-.lowevli:'m
the negative side, job incumbents might, exaggerate the responsibilities and importance of therr “’9:4_ su
, in the process, the whole effort might suffer due to lack of objectivity. External analysts help avoi e
piased opinions. They tend to baase their write-ups on a realistic view of the people, jobs an a:rl
arganisation Byste{n as a whole.” To be eITeFtive, external analysts should have considerable kr:: o the
about how worlf is actually processed thhin. the organisation while offering a 'sna}’}?llll;choica 5
job; present requirements and expected changes in future must also be taken into account.
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ting Job Analysis Data

ethods of ( Iollec bout jobs None of them, hﬂwevlel‘,.isdperfect. In
' ' tion abo . B alt sis daka.
’ A variety of methods, £ e :;'} cotlllcgtolrnsf::::::l ]mcthods is used for obtaining job analy Thege
natio

actual practice, therefore, a com
are discussed below.

y y

. a0t ] hysical hazards, socia]
. thcmbmcludmgp :
. 2 :perience of contextual factors on Ui : | for jobs that can
s ﬁ:;tu:r;gezxms and mental requirements. This mcl.ho;:_l ;2 l;‘i?lf:.]er!!) i v dipanen thlz
demanldf'- ﬂ:c? It is not suitable for jobs that are hazardous (e.g- !
easily learned. =

i v ining (e.g., doctors, pharmacists).

uire extensive training (e.g., | '
req ation: The analyst observes the worker(s) doing the job. Thedtae:ks perforﬂiied,
9. Personal obser ;1 aCtiviEies are done, the working conditions, etc., aré observed during a complete

at whic! . : ;
'ﬁriﬁle. During observation, certain precautions should be taken:

rkers during average conditions.
lved in the job.
the behaviours specific to particular

e The analyst must observe average WO

e The analyst should observe without getting directly invo

e Theanalyst must make note of the specificjob needs and not
workers.
e The analyst must make sure that he obtains a proper sample for generalisation.

This method allows for a deep understanding of job duties. It is appropriate for manua.}, short period job
activities. On the negative side, the method fails to take note of the mental aspects of jobs.

3. Critical incidents: The critical incident technique (CIT) is a qualitative approach to job analysis
used to obtain specific, behaviourally focused descriptions of work or other activities. Here the job
holders are asked to describe several incidents based on their past experience. The incidents so
co_llected are analysed and classified according to the job areas they describe. The job requirements
will become clear once the analyst draws the line between effective and ineffective behaviours of
workers on the job. For exam}?le, if a shoe salesman comments on the size of a customer’s feet and
itlt:ie cur;;om}?}; Iea:::us-1 the store in a huff, tl}e. be}faviour of the salesman may be judged as ineffective
o 1:ce —e ;oth :11: :)_roduct:ld. The crxt?ca.l incidents are recorded flfter the events have already
ks gae- | hcu ine an n?n—_mutme. The process of collecting a fairly good number of

s is a lengthy one. Since incidents of behaviour can b i issimi
classifving data _ icid e quite dissimilar, the process of
sifying data into usable job descriptions can be difficult. Th al o
have analytical skills ili . The analysts overseeing the work must
8 and ability to translate the content of d ipti i :

L . . . escriptions into meaningful statements.
‘ ntgrmew: ’Ijhe interview method consists of asking questionsto b 1

in either an individual or a group setting. The reason behind o both mcumlgaents and supervisors

holders are most familiar with the job and can suppl enind the use of this method is that job

observation. Workers know the specifi pplement the information obtained through

o ¢ duti ' :
relationship to the rest of the organisatio AR5 9 e job ang Supervisors are aware of the job's

2: Guidelines fo
i r Conduc
® Put the worker at ease; establish rapport ting Job Analysis Interviews

® Make the purpose of the interview clear. a
® Encourage the worker to talk by using em
® Help the worker to think and talk accordin

pathy Ci‘eativit!

g to the logj
® Ask the worker only one question at a time gical sequence of the il o
. rmed.,

Contd.-
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Chapter 4 Job Analysis ® 93

, Phrase guestions carefully so that the answers will be more than just "yes" or *no"
Avoid asking leading questions. )

secure specified and complete information pertaining to the work performed and the worker's trails
Conduct the interview in plain, easy language. '
consider the relationship of the present job to other jobs in the department.

Control the time and subject matter of the interview,

Be patient and considerate to the worker.

summarise the information obtained before closing the interview.

Close the interview promptly.

Although the interview n?ethod provides opportunities to elicit information sometimes not available
through other mthOd!_S, it has its limitations. First, it is time consuming and hence costly. Second,
the \.ra.lue of data'1s primarily dependent on the interviewers’ skills and may be faulty if they put
ambiguous questions to workers. Last, interviewees may be suspicious about the motives and may
distort the information they provide. If seen as an opportunity to improve their positions such as to
increase their wages, workers may exaggerate their job duties to add greater weightage to their
positions.

5. Panel of experts: This method utilises senior job incumbents and superiors with extensive
knowledge of the job. To get the job analysis information, the analyst conducts an interview with
the group.. The interaction of the members during the interview can add insight and detail that the
analyst might not get from individual interviews.

6. Diarymethod: Several job incumbents are asked to keep diaries or logs of their daily job activities —
according to this method — and record the amount of time spent on each activity. By analysing these
activities over a specified period of time, a job analyst is able to record the job’s essential characteristics.
However, it is a time consuming and costly exercise in that the analyst has to record entries for a
painfully long time.

7. Questionnaire method: The questionnaire is a widely used method of analysing jobs and work.
Here the job holders are given a properly designed questionnaire aimed at eliciting relevant job-
related information. After completion, the questionnaires are handed over to supervisors. The
supervisors can seek further clarifications on various items by talking to the job holders directly.
After everything is finalised, the data is given to the job analyst.

The success of the method depends on various factors. The structured questionnaire must cover all job

related tasks and behaviours. Each task or behaviour should be described in terms of features such as

importance, difficulty, frequency, relationship to overal! performance, etc. The job holders should be
asked to properly rate the various job factors and communicate the same on paper. The ratings thus
collected are then put to close examination with a view to find out the actual job requirements.

thod is highly economical as it covers a large number of job holders at a time. The

The Questionnaire me
computer. The participants can complete the

collected data can be quantified and processed through a
items leisurely. Designing questionnaires, however, is not an easy task. Proper care must be taken to

frame the questions in such a way that the respondents are unlikely to misinterpret the questions.
Further, it is difficult to motivate the participants to complete the questionnaires truthfully and to return

them.
Some of the standard questionnaires that are widely used are discussed below.

1. The Position Analysis Questionnaire (PAQ)

The PAQ is a standardised questionnaire developed at Purdue University to quanti
oriented job elements. It contains 194 items divided into six major division
management to scientifically and quantitatively group interrelated job elements

These are explained below:

tatively sample wor k-

s. The PAQ permits
into job dimensions.
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96 @ Human Resource Management 1d not place heavy emphasis on wh

: rts should n p_ : at
nt em.)rts: Job unnlysli:)s zfczomny be gifted with unique capabilities gng
tig doing: Somo ¥ 7 d assume more responsibilities. The Company

the employees are CUrren cof the job an
given a chance they may expand the SCOE fice Lh‘:l t person if he or she were to leave the company,

/ : i omeon _ description of w
The, hf‘il re dlgli W]Lyd:el:cfj?p(:.lizﬁ znd job specifications should not be merely a descrip hat the
Therefore, 5 €Jo = . "

. - oy # ¥ . .
person currently filling the job doe may put mAnagers in a ‘Strait-jacket’, llmmng

’ it-jacket’: Job analysis efforts ; : !

® Mﬂ,"‘;-f;rg c':ftoi:l’;?t'gajmxging needs from time to time. To avoid this, theyc?;};ii\:rlo;fgze o
n J : " ,

;};;I;priat:ly describe what an employee is supposed to do in the company rse,

further confusion in the minds of employees.

\/Job Description

A job description (JD) is a written statement of what the job holder does, how it is done, ﬁn}c:zer what
conditions it is done and why it is done. It describes what the job is all about, throwing light on job,

content, environment and conditions of employment. It is descripti've in nature a_nd deﬁn.es the purpose
and scope of a job. The main purpose of writing a job description is to differentiate the job from other

jobs and state its outer limits.

Contents: A job description usually covers the following information:

*  Job title: Tells about the job title, code number and the department where it is done.

* Job summary: A brief write-up about what the job is all about.

* Job activities: A description of the tasks done, facilities used, extent of supervisory help, ete.
]

Working conditions: The physical environment of job in terms of heat, light, noise and other
hazards.

®  Social environment: Size of work group and interpersonal interactions required to do the job.

e Overemphasisoncurre

table 42
| Specimen of Job Description ' B T P
Title Compensation manager
Code HR/2310
Department Human Resource Department
Summory

Responsible for the design and administrati
Duties .

® ® 0 0 90 @
]
=
@
(=]
o
0
3
o
Q
Q.

Working condifions
Repon 1o

when the duties covered by the Jjob descriv T‘lm' mployera, on thes ther g o colentie s
problems crop up consciously or unconsciI:)ul:ln arh
Y while
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o It is not easy to reduco all the essential components of a job in the form of a clear and precise
document,

o Job descriptions are sometimes not updated na iob dutiea change.

e They can limit the scope of nctivitioa of the joh holder, reducing organisational flexibility.”?

Writing Clear and Specific Job Descriptions

According to Ernest Dale, the following guidelines should be kept in mind while writing jub descriptions:

¢  TheJD should indicate the nature and scope of the job, including all important relationships.

o Itshould bebrief, factual and precise; use active verbs such as collect mail, sort out ‘'mal’, ‘distribute’

mail, ctf:. .A.\"Oid statements of opinion. Give a clear picture of the job; explain all the duties and
responsibilities of the job in greater detail,

o  More specific words be chosen to show (i) the kind of work, (ii) the degree of complexity, (i) the

degree of skill required, (iv) the extent to which problems are standardised and (v the degree and
type of accountability.

o  The extent of supervision available should also be clearly stated.

e  The reporting relationships must also be clearly indicated (e.g., who reports to whom, frequency,
etc.).

Mode of Writing

The job analyst has to write the JD after proper consultations with the worker and the supervisor. The
preliminary draft about the job must be discussed in the presence of both the worker and the supervisor
to uncover gaps, deficiencies, ete. The following method is suggested by an expert in this connection:

e  Firstly, get the questionnaire about the job filled in by the immediate supervisor of the emploves.

e Secondly, the job analyst must observe the actual work done by the employee and complete the job
description form.

e  Thirdly, every effort must be made to involve the employee and the supervisor while finalisins the
JD.

Finally, keep the JD up-to-date by keeping track of changing conditions and incorporating the
relevant ones as and when needed.

[ ]
“Job Specification

Job specification summarises the human characteristics needed for satisfactory job completion. It tries to
describe the key qualifications someone needs to perform the job successfully. 1t spells out the important
attributes of a person in terms of education, experience, skills, knowledge and abilities (SKAs' to perform
aparticular job. The job specification is a logical outgrowth of a job description. For each job description,
it is desirable to have a job specification. This helps the organisation to determine what kind of persons

are needed to take up specific jobs. The personal attributes that are described through a job specification
may be classified into three categories:

*  Essential attributes: skills, knowledge and abilities (SKAs) a person must possess.

*  Desirable attributes: qualifications a person ought to possess.

* Contra-indicators: attributes that will become a handicap to successful job performance.
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/Introduction ‘
i d the overall performance of companij
ig an im ortant corporate asset an el T ' s do

Eu;?la&:izi;r:tei;aput to I\)Jae. In order to realise company objectives, it 18 esslentlal FO hﬁVe a hi; .
rtl:aource plan, Human Resource Planning (also called omploymt:;:t or ];iljizt:)n;et flar}nﬁﬁ? is eawmm?

- Hur : ified people into the rg e right time go . ¥

ess of getting the right number of qualifie . tti at

tt;l.lrgnne pr;:xt?;n cgfx meEt, its objectives. It is a system of mnl.chmg.thu- supply of people (e)FlStlng emplny::
and those to be hired or searched for) with openings the organisation expects over a given time ffamea ,

) is a forward looking function. It tries to assess human Te80uy,,

requirements in advance keeping the production schedl..lles, markqt fluctuatlons, demac{lc’l forecasts E‘u:_-l
in the background. The human resource plan is squect. to revision, of course, ﬁn ig tuned to e
requirements of an organisation from time to time. It is an integral palrt 9f‘ the overall corporate plan gy
reflects the broad thinking of management about manpower nfzeds within thf: orgamsatmn._"[‘he f_OCUs of
the plan is always on getting right number of qualified people into Fhe o;gamsatmn at the right time 1,
this end, human resource plans are prepared for varying time periods, 1.e., short terr111 plans covering,
time frame of 2 years and long term plans encompassing a period of 5 or more years.

Human Resource Planning (HRP

«» Objectves

The basic purpose of having a human resource plan is to have an accurate estimate of the number of
employees required, with matching skill requirements to meet organisational objectives. It provides
information about the manner in which existing personnel are employed, the kind of skills required for
different categories of jobs and human resource requirements over a period of time in relation to
organisational objectives. It would also give an indication of the lead time that is available to select and

train the required number of additional manpower.

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

e Forecast personnel requirements: HR planning is essential to determine the future manpower -
needs in an organisation. In the absence of such a plan, it would be difficult to have the services of
right kind of people at the right time.

e Copewithchanges: HR planning is required to cope with changes in market conditions, technology,
products and government regulations in an effective way. These changes may often require the
services of people with the requisite technical knowledge and training. In the absence of an HR
plan, we may not be in a position to enlist their services in time.

e Use existing manpower productively: By keeping an inventory of existing personnel in an
enterprise by skill, level, training, educational qualifications, work experience, it will be possible to
utilise the existing resources more usefully in relation to the job requirements. This also helps in
decreasing wage and salary costs in the long run.

@ Prqmate efnplayeea ina systqmatic manner: HR planning provides useful information on the
basis of which management.; decides on the promotion of eligible personnel in the organisation. In
the absence of an HR plan, it may be difficult to ensure regular promotions to competent people 0B
a justifiable basis.

,, Importance
Human Resource Planning is a highly important and useful activity. If used properly, it offers a nurbe’
of benefits: "

. f: The organigation can h i
. Reservoir of ta'len ; : n have a reservoir of talent at a i ime. Peop®
ith requ isite gkills are readily available to carry out the assigned tasks ks

e ———————— e _4
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advance and this
human resource

gons) through

motivated and developed. in
asily. Likew1se,
tion for various rea

! ined

are people for future: People can be trained, :
i:;:ﬂ in meeting future needs for high-quality employees qulto. e
shortages can also be met comfortably (when people quit the organisa

proper human resource planning.

Expand or contract: If the organisation wants to expand its BC b
casily. Advance planning ensures a continuous supply of people with requisite
challenging jobs easily. :
Cut costs: Planning facilitates the preparation of an appropriate HR b‘ucligct for each (/Jecfcé::;i?:?n
or division. This, in turn, helps in controlling manpower costs by avoiding sho‘rtﬂlg;:sl b il
manpower supply. The physical facilities such ag'canteen, quarters, school, medical help, étc.,

also be planned in advance. g

i i d
rations, it can go ahea
gy kills who can handle

Succession planning: Human Resource Planning, as pointed out previously, prep§1'65 PG}‘:Ple fz;
future challenges. The ‘stars’ can be picked up and kept ready for f‘urtl:xer p‘romo.tlczns w eﬂ-e‘ifn
they arise. All multinational companies for example, have this policy of hav‘mg a ‘hot list’ of promis g
candidates prepared in advance e.g,, HLL, Proctor & Gamble, Godrej consumer products e.tc.
Such candidates are rolled over various jobs and assessed and assisted continupusly. When the time
comes, such people ‘switch hats’ quickly and replace their respective bosses without any problem.

The Process of Human Resource Planning 'ﬁ,".’:’!’

The process of HRP usually followed in a large organisation, consists of the following steps:

1. Forecasting the Demand for Human Resources

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

a. External challenges: These challenges arise from three important sources:

o  Economic developments: Liberalisation, opening up of banking sector, capital market reforms,
the on-line trading systems have created huge demand for finance professionals during 1990-
1995 in India. The late 90s saw the rise of manufacturing, FMCG, Pharmaceuticals, Auto-
components, Healthcare and Chemical Industries in a steady manner. Consequently, the demand
for Engineering and Management graduates, Scientists and Healthcare professionals has picked
up in recent times. :

e  Political, legal, social and technical changes: The demand for certain categories of employees

and skills is also influenced by changes in political, legal and social structure in an economy.

Likewise, firms employing latest technology in construction, power, automobiles, softwar;
ete., have greatly enhanced the worth of technicians and engineers during the last couple of,’

years. Technology, however, is a double-edged weapon and hence, its impact on HR plans is

difficult to predict. For example, computerisation programme in Banks, Railways Plt))st and

Telfagr:'iph Departments may reduce demand in one department (book k:ee i g ’ 1

while increasing it in another (such as computer operations). High ol OP.examP_e)
4 attendant benefits may compel organisations to lean and dows _teChl'lOlOg)' g
Employment, planning under such situations b - Eln. g PR
Bl ecomes complicated.
Competition: Companies operating in fields w
cutting each other’s throat (with a view to en
workforce. Competition is beneficial to cust

here a large number of players are bent upon
hance their market shares) often reduce their

i ; omers but suicidal f i ti thin
margins, Such : al for companies operating on
otheglhanr.i,LI ccomc;aﬁl;:; gﬁ:th;‘;edtq necessarily go ‘lean’ by reducing their workforce. On the
with critical skills, oing well and Progressing smoothly will always look for people

..
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b. Organisational ployment

new ventures mus
expects higher demand for biscu

consideration. Likewise, if it tries to ventur
and confectionery items, {he demand fur peo
couple of years should be looked into carefully.

c. Workforce factors: Demand i8 modified by rotiroments,
Jeaves of absence, Past experience, however m
fairly predictable.

d. Forecasting techniques: The man
organisations are given below:

e  Expert forecasts: In this method, manag
using their experiences and judgements to good effect.

e Trend analysis: HR needs can be estimated by examin
can be projected into the future or e
with a particular index.

ite and bread,

tion's strategic plan,

d, the long-
o into other Jucrativ
ple posacesing requ

alkes the rate of oc

power forecasting techniques

mployment growth can be es

gales and production forecy
planning. If Britannia Ind.um;;;‘ta By
torm HR plan must take thiza.m
o fields such as milk based pmdm
(sito skills in those areasin th :e,‘,

terminations, resignations, deathg

currence of these actions by employe,,

commonly employed by moder,

ers estimate future human resource requirement,

ing past trends. Past rates of chang
timated by its relationzhi

Box 5.1: Trend Analysis (An Example)

2001-02 Production of Units 5,000
2002-03 No. of Workers 100
Ratio 100:5000
2003-D4 Estimated Production 8,000
No. of Workers required B000 x L = 160
5000

If supervisors have a span of 20 workers, B supervisors are also needed In 2003-04
i |

e. ggler er:ethoda: Several mathematical models, with the aid
needs, e.g., regression, optimisation models, budget and

of computers are also used to forecast
planning analysis. .

To proceed gystematicall
y, human resource professionals
generally follow three ste
ps. Let’s examine these

steps as applied in respect of, say a commercial bank

o Workforce analysis:
discharge, ete., d::ir:é ;11‘1}::1::: Eage loss of manpower due to leave, retire
years may be taken into account ’The ra:nen:, lt;.eai:h, transfer,
: e of absenteeism and

labour turnover should aleo be taken into account. Th t
. The na

banks, other non-bankin
s, financial inti
roquisentents i s year (Bgo xlunﬁet;;:ial institutions may also b

;n;z of: competition say from foreign
nsidered here to find out actua!

Box 8.2t Manpower Flows In a Bank

Transfers In > Promotions out

Recrults In >

Promotiong |n 5

v
Vv VvV ¥V ¥V ¥ ¥ Vv V¥

Job Hopping
Transfers Out
Retiremant

v

DIRS Scheme (Golden handshake)
scharge or Dismissal

Terminations

Resignations
Retranchment

Attractions |n Other Banks, eto.
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The basic purpose of pre
available within the organisation

p——

Planned output for the year 10,000 pleces
standard hours per plece 3 hours
planned hours required 30,000 hours

Chapter 5 Human Kesoures o ==

While some of the iﬂtel‘ch‘angeu and external supply could be predicted (growth npportunitiea.
romotions, transfers, retirements, etc.) othera are not so easy o predict. Past experience an
historical data may help bank managers in this regard,

Work Foad analysis: 'I"he need for manpower s also determined on the basis of work-load analysis,
wherein the company triesto cglcu‘mto the number of persons required for various jobs with reference
toa pllanned output - after giving weightage to factors such as absentecism, idle time, etc. The
following example would throw light on thia:

Box 5.31 Work Load Analysis (An Example)

Productive hours per person per year 1,000 hours (estimated on annual basis)
(allowing for absenteeism, tumover, idle time etc.)

No. of workers required 0
If span of control in the unit is 10 per officer, then 3 officers are also required.

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

analysis helpsin finding out the abilities or skills required todo the jobs efficiently.
dentify the qualifications and experience required for
them. Job analysis includes two things: Job description and job specification. Job description is 2
factual statement of the duties and responsibilities of a specific job. It gives an indication of what is
to be done, how it is to be done and why it is to be done. Job gpecification provides information on
the human attributes in terms of education, skills, aptitudes and experience necessary to performa

job effectively.

ng Manpower Inventory (Supply Forecasting)

find out the size and quality of personnel
have two major sources

Job analysis: Job
A detailed study of jobs is usually made to i

Prepari

paring manpower inventory is to
to man various positions. Every organisation will

of supply of manpower: internal and external.

(a)

whether current employees are proper

Internal labour supply: A profile of employees in terms of age, sex, education, training, experience,
job level, past performance and future potential should be kept ready for use whenever required.
Requirements in terms of growthldivarsiﬁcation, internal movement of employees (transfer,
promotions, retirement, etc.) must also be assessed in advance. The possibilities of absenteelsm and
turnover should be kept in mind while preparing the workforce analysis. Through replacement
charts or succession plans, the organisation can even find out the approximate date
important positions may fall vacant. Frequent manpower audits may be carried ou
available talent in terms of skills, performance and potential.“ (see Figure 5.1)

Some of the important forecasting techniques may be summarised thus:
os on the

Staffing table: 1t shows the number of employees in each job. It tries to cln;;ﬁo'-’;the table indicates

basis of age, seX, position, category, experience, qualifications, gkills, ete. A stu
ly utilised or not.
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Projected Outflogs)

@ Promotions

@ Quits
fers @ Terminations
e Transiels o
ions current Staffing Employ 000 o Retirements
e Promotion Employees In el
@ New Recruits e Deaths
e Recalls ° jyoﬂa
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[ Marcov Analysis for a Hypothetical Retail Company
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§lgv r e 5.3
| An Example of a Skllis Inventory

|

Name : A.K. Sen Date printed : 1-4-2004
Number : 429 Department : 41
Key words Work experlence
Word Description Activity From To
Accounting Tax Supervision | 1998 2000 Tax clerk ABC Company
and analysis
Book Keeping Ledger Supervision | 2000 2002  Accountant XYZ Co.
Auditing Computer Analysis 2002 2003 Chief Accounts TTBank
records Officer
Education Special Qualifications Memberships

Degree Major Year Course Date 1. AIMA
MBA Finance 1998 e DBF 1996 2. I1sTD
B.Com Accounts 1985 e RiskManagement 1999 3. ICA
Computer Languages Position Location Hobbies
Literacy preference choice
e Tally e French Accounting e Kolkata e Chess
e Banking Auditing . e Delhi « Football

Software e Bangalore e Boating
Employees Signature _ HR Department_________
Date N ] Date

| — __ - |
Replacement chart: It shows the profile of job holders department-wise and offers a snapshot of
who will replace whom if there is a job opening. (See Figure 5.4).

!igure5.4

[ An Executive Replacement Chart |
General Manager Key
V. K. Garg Names given are replacement
Al2 candidates
A. Promotable now
PAto i :
B. Needing development
General Manager C. Not suitable to position
L. Mathews Z
B/1 1. Superior performance
2. Above Average performance
Assistant General Manager 3. Acceptable performance
R.K. Arora A2 4. Poor performance
B.K. Nehru B/3
Division: Division: Division: . )
HRMMSIaonér Accounting & Planning Manager Technical Advisor
P Tha: rg A Taxation Manager AN.Gupta A/ N.R. Murthy  B/3
P.Thakur AL || AT Roy CR2 KP.Rao BN
— | | l :
Northern Region Central Region Southemn Region Manager Eastern Region
Manager Manager A. Subramanyam B/2 Manager
L.C. Srivatsav A2 S.P. Kumar A/ B.K. Menon B/ R. Krishna B3
| A. Thapar C/4 R.Pandey B ,;,,___J

o
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(b) External labour supply: When the organisation grows ré

g

[14 ® Human Resource Management pi dly, diversiﬁes into newer areas qf
: ds, etc. in the case of a bap
operations (merchant banking, capital market operations, mutual rf::;:as, o TodkRtE outsi:l
et find the peoplo 18O Y t:n_flll tl}e vac:;idc recruitment needs and logkg
sources. To the extent an organisation is able to anticipate 1t; ;)?n e, its sroblem in finding ip.
into the possible sources of supply keeping the market tren O I ecome Pre ot (sce Box 5.4)

right personnel with appropriate skills at the required time

coar g thousands of employee
Organisations, nowadays, do not generally track the quallﬁFﬁtlo::pzf;ience, abilities etc.. ar:
manually. Details of employees in terms of knowledge, ski s’e sver 300 computerised human
computerised, using various packaged software systems. [There#r

resource informations systems now available].

Box 5.4: Important Barometers of Labour Supply

—

1 “tet migration into and out of the area

2 Education levels of workforce

3 Demographic changes in population

4. Tecnnological developments and shifts

5. Population Mobility

6 Demand for specific skills

2 National, regional unemployment rates

6 Actions of competing employers

9. Gavermnment policies, regulations, pressures
10. Economic Forecasts for the next few years
11.  The attractiveness of an area

12.  The attractiveness of an industry in a particular place

3. Determining Manpower Gaps

The existing number of personnel and their skills (from human resource inventory) are compared with
the forecasted manpower needs (demand forecasting) to determine the quantitative and qualitative gaps

in the workforce. A reconciliation of demand and supply forecasts wiil gi

_ ; give us the number of peopl
recruited or made redundant as the case may be. This forms the basis for preparing the HR Il]aane s
shows how demand and supply forecasts can be related over a period of three years -

Box 5.5: Determining Human Resource Requirements

Year
1. Number required at the beginning of the year 1 : 3
2. Changes to requirements forecast durin
th
i‘ Lotal l;'eacmlrerlr'-lal'lts at the end of the yea?(ifz}tear DEMAN
s umber available at the beginning of
g, gditiortnls (transfers, prornotinns? e -
. mibdorsielllsir i SV
7. Total avaiable at the end of year (4 rere O OVt &nd oth
% evsiopemanialisie of year (4+5+6) er losses) SUPPLY
?.0 h.;l?it?:nt;fl thosuberecruiied during the year -
. numbers needed during the year (8+9) RE('ES!;IE: ---------
: ILIATION
4. Formulating HR P] VAN OOFWTERHEABOVE
ans
o NEEDED
ganisations operate in g chanp;
BIng en

change continuall

2 y. Chan vironm

important things that meges in product i Conse
procedure outlin i

ces edj Bpecia] attent: On agre Hum&n r
E:hfll.::» Program 1:51;!;9 :hﬁve box neeentmn_ Th huxgnrasn;ems' Cﬂmpetiti:és ource requirements also
i .
placement, et ) Strategies (f rzt anslate aoc ce reqllireme?}it;o-gs are some of the
Cruitmen Oncrete 1 ldentified al
» selectiop R plan ong the
t

» training o~ backed up by detailed

Promot; i
Otion, retirement,
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Chapter 5 Human Resource Planning @ 115

o Recruitment plan: Will indicate the number and type of people required and when they are
needed; special plans to recruit right people and how they are to be dealt with via the recruitment
pmgramme.

o :zedeplo?'r:entplam Will indicate the programmes for transferring or retraining existing employees
or new jobs.

° Redundt-m.cy plqm Will indicate who is redundant, when and where; the plans for retraining,
where this is possible; and plans for golden handshake, retrenchment, lay-off, etc.

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

o Productivity plan: Will indicate reasons for employee productivity or reducing employee costs

through work simpliﬁcation studies, mechanisation, productivity bargaining; incentives and profit
sharing schemes, job redesign, etc.

e Retention plan: Will indicate reasons for employee turnover and show strategies to avoid wastage

through compensation policies; changes in work requirements and improvement in working
conditions.

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

Responsibility for HRP

Top level executives are responsible for HR planning as it is one of the important factors influencing the
success of an organisation. The plans are usually prepared by the Human Resource Division in consultation
with other corporate heads. The responsibility and accountability for manpower aspects of various divisions
is on their respective heads. They should undertake their own appraisals of future needs in such a way as
to provide a concrete basis for organisation-wide forecasting and planning. The Human Resource Division
must offer counsel and advice to various divisional heads and coordinate the various manpower estimates
from time to time. Prof. Geisler outlined the responsibilities of Human Resource Department in respect
of HR planning thus:

o  Assist and counsel operating managers to plan and set objectives.

e Collect and summarise manpower data keeping long-run objectives and broad organisational interests
in mind.
*  Monitor and measure performance against the plan and keep top management informed about it.

¢  Provide proper research base for effective manpower and organisational planning.

Limitations

The problems faced by human resource professionals while preparing or administering HR Plans may be
Summariged thus: '

Box 5.6: Problems in HRP

® Accuracy: Projecting manpower needs over a period of time is a risky one. It's not possible to track the current and future
trends comrectly and convert the same Into meaningful aclion guidelines. Factors such as absenteeism, labour turnover,
seasonal trends in demand, competitive pressures, technological changes and a host of other factors may tum the best of
manpower plans into fashionable, decorative pieces.
Contd...
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+ Introduction £ ganisation. The success or fail
i tant assets of an or C : i
The human resources are the most impor f the people working therein. Without positive ang

v gu the calibre o
orgm?lsatlon is IaJ:gEIYFE::E:Ende;l[teosrganisationg cannot progress and prosper. .In order to achieye the
creative contnbutllsns tivitig:c:J fa'n organisation, therefore, we need to recruit people with requisit,
goals or perform the ac we have to keep the present as well as the futy,,

skills, qualifications and expefien-ce. Wh;le doing so,
requirements of the organisation in min.

, Pefinition |
\-,/_Recruitment is the process of locating and er_lcouragin_g pc!te:ni.:ial applicants to apply f‘or existing or
anticipated job openings.l It is actually a hpkmg fu’nctlon, jolmng together those w1th:]obs to fill ang
those seeking jobs. Recruitment, logically, aims at (i) aﬁtractm_g a large nm'rnber of guallﬁed applicants
who are ready to take up the job if it's offered and (ii) offering enough information fo: unqualified
persons to self-select themselves out (for example, the recruitment ad of a foreign bank may invite
applications from chartered accountants who have cleared the CA examination in ¢he first attempt only),

Constraints and Challenges

In actual practice, it is always not easy to find and select a suitable candidate for a job opening. The
recruiter’s choice of a communication medium (e.g. advertising in a trade journal read by the prospective
candidate) may not be appropriate. Some of the bright candidates may begin to view the vacancy as not in
line with their current expectations (e.g. challenging work, excellent rewards, flexible schedules and so on).2

The most suitable ones may not have been motivated to apply due to several other constraints.3

Poor image: If the image of a firm is perceived to be low (due to factors such as operating in a
declining industry, earning a bad name because of environmental poliution, poor quality products,
nepotism, insider trading allegations against promoters etc.), the likelihood of attracting a lar

number of qualified applicants is reduced. -
o  Unattractive job: If the job to be filled is not very attractive, most prospective candidates may
turn indifferent and may not even apply. This is especially true in case of jobs that are dull, boring,
anxiety producing, devoid of career growth opportunities and generally do not reward performance
in a proper way. (e.g., jobs in departmental undertakings such as Railways, Post and Telegraphs,
public sector banks and Insurance companies failing to attract talent from premier management
institutes.)
e Conservative internal policies: A policy of filling vacancies through internal promotions based
on seniority, experience, job knowledge etc. may often come in the way of searching for qualified
hands in the broader job market in an unbiased way. Likewise, in firms where powerful unions
exist, managers may be compelled to pick up candidates with questionable merit, based on issues
such as caste, race, religion, region, nepotism, friendship etc.
Limited budgetary support : Recruiting efforts require money. Sometimes because of limited
resources, organisations may not like to carry on the recruiting efforts for long periods of time. This
can, ultimately, constrain a recruiter's efforts to attract the best person for the job.

Restrictive policies of government: Governmental policies often come in the way of recruiting
people as per the rules for company or on the basis of merit/seniority, etc. For example, reservations
for special groups (such as scheduled castes, scheduled tribes, backward classes, physically

ha.‘nc!.it.:apped {lnd di_sabled persons, ex-gervicemen, etc.) have to be observed as per Constitutional
provisions while filling up vacancies in government corporations, departmental undertakings, local

bodies, quasi-government organisations, ete.

e
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Chapter 6 Recitment @ 127

The Contract Labour Act, 1970: The Act is applicable to every establishment ( contractor) ?mplﬁg
) or more persons. It tries to regulate the employment conditions of contract labour in ce
stablishments and also provides for the abolition of contract lahour in certain circumstances.

e

ponded Labour System (Abolition) Act, 1976: The Act provides for the abolition of bonded labour

tem of forced labour to liquidate debts payable to partics who are bent on exploiting the vulnerability
o?;she victim) or his family members.

The Child Labour Act, 1986: The Act prohibits the employment of children below 14 years of age in
certain employments. This has become a serious issue in India recently when German firms refused to

qccept carpets exported from Uttar Pradesh, objecting to the employment of child labour in the carpet
industry.

\/%urces of Recruitment ~=
Jour™

The sources of recruitment may be broadly divided into two categories: internal sources and external
sources. Both have their own merits and demerits. Let’s examine these.

V,{ﬁemal Sources

. Persons who are already working in an organisation constitute the ‘internal sources’. Retrenched
employees, retired employees, dependents of deceased employees may also constitute the internal sources.

Whenever any vacancy arises, someone from within the organisation is upgraded, transferred, promoted
or even demoted.

tabl e 6 . 1
Merits and Demerits of ‘Recrulting People from Within'
/4

Merits

Demerits

(i Economical: The cost of recruiting internal ()

candidates is minimal. No expenses are incurred on
advertising.

Limited choice: The organisation is forced to select
candidates from a limited pool. It may have to sacrifice
quality and settle for less qualified candidates.

(i) Switable: The organisation can pick the right (i) Inbreeding: It discourages entry of talentsd people,
candidates having the requisite skills. The candidates available outside an organisation. Existing employses
can choose a right vacancy where their talents may fail to behave in innovative ways and injact
can be fully utilised. necessary dynamism to enterprise activities.

(i) Reliable: The organisation has knowledge about | (iii) Inefficiency: Promotions based on length of sarvice
the suitability of a candidate for a position. ‘Known rather than merit, may prove to be a blessing for
devils are better than unknown angelsl!'. inefficient candidates. They do not work hard and

prove their worth.

(iv) Satisfying: A policy of preferring people from | (iv)
within offers regular promotional avenues for

Bone of contention: Recruitment from within may
lead to infighting among employees aspiring for limited,

employees. it motivates them to work hard and earn higher-level positions in an organisation. As years roll
promotions. They will work with loyalty, commitment by, the race for' premium positions may end up on a
L and enthusiasm. bitter note.

|
L«E{temal Sources

EXtemal sources lie outside an organisation. Here the organisation can have the services of: (a) Employees
?Orkmg in other organisations; (b) Job aspirants registered with employment exchanges; (¢) Students
fom raputed educational institutions; (d) Candidates referred by unio ns, friends, relatives and existing
*Mployees; (e) Candidates forwarded b

verti ; by search firms and contractors; (f) Candidates responding to the
Ttisements, issued by the organisation; and (g) Unsolicited applications/walk-ins.

The merits and demerits of recruiting candidates from outside an organisation may be stated thus:
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cht:hods of Recruitment

The following are the most commonly used methods of recruiting people.
Internal Methods

Promotions and Transfers
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Box 6.1: Moulding Talent for all Systems

Texss Instruments (India) is willing to back employses who want 10 maka tha carear ahift It racantly creatad 3 new QToup m. lh:'-
wireless domain and firs! advertised for the jrhe internally Sevaral hardwars desgrers appled far tha jtis which wera ngsnntially
software Even Ihnugh these are advertised internally Tl pasires [hat the astaclnn procsata M farr A nr-"ﬂ"'-'f""'l bras doed not
xnow, he is AppIYING for & Job Unti) 1he person accepta tha ofter [Sea Cimat Maces 1n VWiar Suresy 2004, B Wortd 6 12 2004]

One of the important advantages of this method ia that it offara a chanee to highly qualified applicants
working within the company to look for growth opportunitiea within the company withaut lnaking for
greener pastures outside,

Employee Referrals

Employee referral means using personal contacts to locate joh opportunities It i= a recommendation
from a current employee regarding a job applicant. The logic hehind employee roferral iz that “it takes
one to know one”. Employees working in the organisation, in thia caze, are encovragreedl to recrimnmend
the names of their friends working in other organisations for a posaible vacancy in the near future In
act, this has become a popular way of recruiting people in the highly competitive Information Technoloz
industry nowadays. Companies offer rich rewards also to employees whose recommendations are accepted
_ after the routine screening and examining process is over - and job offers extended to the sugzzested
candidates. Citibank, for example, offers Rs. 50,000 to its employees for every vacancy filled up 57 the
bank on the basis of their referral. Birla 3M also has an incentive-based employee referral programmea ia
place. Infotech compqnies such as Polaris Software Labs, Cognizant Technology Solutions, Cizeo Systems
etc., have even discovered that the stickiness of employees joining through referral scheme 13 quite high.

Box 6.2: Possible Benefits and Costs of Employee Referrals
e Recommender gives a realistic picture about the job. The applicant can weigh the pros and cons carzfuly Sefor Rarding Susr
the CV. The applicant is more likely to accept an offer if one is made and once employed, to hawe 3 Righer cb surmal

¢ It's an excellent means of locating potential employees in those hard-to-fill positions. The recommencar 2arns 3 =warZ ard °e
company can avoid expensive recruiting search = in case the candidale gets selected

¢ Recommenders may confuse friendship with job compelence. Factors such as bias, nepctism, and 2agemess 1D se2 Jer
fnends in the company may come in the way of hiring a suitable candidate.

To obtain effective results, the details of a referral scheme should percolate down to all levels using
various means such as posters, e-mails, kick off parties etc. Employees should understand that they are
being entrusted with a critical task. And those making a referral should get prompt feedback so that they
come back with more referrals. An upper limit for the number of referrals and the rewards to be dolad
out could be fixed in advance to avoid any disappointment in this regard later on. Every attempt, however
should be made to ensure quality. The firm should constantly measure the quality and performance of
employees recruited through the programme. Finally, when the firm decides to shut down the programme.
it should give advance notice and clearly communicate the reason for doing so.

Direct Methods

Campus Recruitment

It isa method of recruiting by visiting and participating in college campuses and their placement centres.
Here the recruiters visit reputed educational institutions such as II'Ts, 1IMs, colleges and universities
with a view to pick up job aspirants having requisite technical or professional skills. Job seckers are
provided information about the jobs, and the recruiters, in turn, get a snapshot of job seekers through
constant interchange of information with respective institutions. A preliminary screening is done within
ﬂ_le campus and the shortlisted students are then subjected to the remainder of the selection process. In
View of the growing demand for young managers, most reputed organisations (such as Hindustan Lever
Ltd, Proctor & Gamble, Citibank, State Bank of India, Tata and Birla group companies) visit IIMs and
IITs regularly and even sponsor certain popular campus activities with a view to varn goodwill in the job
market. Advantages of this method include: the placement centre helps locate applicants and provides
resumes to organisations; applicants can be prescreened; applicants will not have to be lured away from
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Guidelines for Campus Recruiting: Radhika Dhawan offered the following guidelines covering campus
recrsitment efforts of well known companies in India thus:”

Shortlist campuses: The campuses whose curricula and specialisat

are short listed in advance. Asian Paints, for instance, evaluates
leading B-Schools, including the quality of classroom education, the strengths of the faculty, and the

depth of support svstems like libraries, computerised referencing etal. It also scans the entrance
tests of these schools 1o find whether the admitted students are intellectually superior. The schools
thet it 1t stmnpent standards are on its list every year.

Choose recruiting team carefully: The recruiting team should consist of senior executives, having
e thorough knowledge of the company and the job. The composition of the team generally shows
how senously the mansgement tukes campus recruitment. To create a favourable impression, for
exemple, HCL Technologes Ltd CEO Shiv Nadar addresses the students himself. Alumni from the
B-school from which the firm wants to hire people could also be used to get a positive response.

+ O College Placemenl 1876

ion match the needs of a company
the education standards of all

o Pa;r amartly, not highly: Since compensation is not the most important {actor at the beginning of
one's career, the recruiting firm ehould focus attention on a compensation package that is competitive
;necdhm hine \:vuh industry pr.Eu‘:l‘jc:.-..':'. For example, there is one thing all prospective Hm‘:}"“u
mmrgc::ﬂ‘a:;ll:ti;e Lab tHTSL) employees in Bangalore are told clearly while they are being
Sscvizend : pany 1s not trying to match the best salaries in the industry. But then the
pany has something that other companies can't offer. New recruits find the recc?gnition system,

the work culture and the learning opportunities a big attraction
Present a clear image: Companies such us Procter and Gamble

how they help the new recruits build 151
" d promising career withi ime "
pveiria by Hapr . 1in short span of ti wwW
el a.ggjgnf:::j 2a{l};];f§;fltlht:npmb-l'm:!m: candidates who are in senrl:h of imzzs:ﬁ:;eé}ﬁensinﬂ
. assignments cushioned with rewards and benefits) |

Do not : ; -

" be::p;ug::::::;?gﬁou?::ﬁ:f;TI);T:HT ;Wc: ae'!lling the idea of a learning environment of

ing li - instead, facts must b in a frank wayi
throwing light on how performance gets rewarded and competencies aﬁaﬁﬁﬁgg ::I;r:fullb'-

, Nestle present a clear imnge.of
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. early: Leadin : ; .

: G?:iznship‘: with thegrrﬁ:?:;lmﬁs tr}t to identify }hcir stuc.Ir.-nts ns early a3 possible and build fruitful

el live DIoi Bh various ways (like selecting summer trainees carefully, putting the

traln:-:sijﬂsr:m Opf;z_l'l:‘ct.a. amnamngl their abilities early, offering job offers on the spol e;.c. as in the

case 0 1' bei g scholarships, endowing chairs, sending manngers ns coaches to teachion
campus are aiso being passionately pursued with a view Lo forge a hond with students.

Not everyone fita the bill: To avoid disappointments ns a later stage, the recruiting company

chould try to'wrify the career plans, nspirations and i i
o hing objectively before exteriding the o expectations of recruit-elects and recheck

~

[ndirect Methods

Advertisem ents

These include advertisements in newspapers; trade, professional and technical journals; radio and
tolevision; ete. In recent times, this medium has become just as colourful, lively and ims;ginative as
consumer advertising. The nds' ger.lerally give a brief outline of the job responsibilities, compensation

, prospects in the organisation, etc. This method is appropriate when (a) the organisation intends
to reach a large target group and (b) the organisation wants a fairly good number of talented people -
who are gmgraphn_cally spread out. To apply for the advertised vacancies, let's briefly examine the wide
seriety of alternatives available to a company - as far as ads are concerned:

Newspapers ads: Here it's easy to place job ads without much of a lead time. It has flexibility in
terms of information and can conveniently target a specific geographic location. On the negative
cide, newspaper ads tend to attract only those wha are actively seeking employment at that point of
time, while some of the best candidates who are well paid and challenged by their current jobs may
not be aware of such openings. As a result, the company may be bombarded with applications from
2 large number of candidates who are marginally qualified for the job - adding to its administrativ>
burden. To maintain secrecy for various reasons (avoiding the rush, sending signals to competitors,
cutting down expenses involved in responding to any individual who applies, etc.), large companies
with a national reputation may also go in for blind-box ads in newspapers, especially for filling
lower level positions. In a blind-box ad, there is no identification of the advertising organisation.
Job aspirants are asked to respond to a post office box number or to an employment firm that is

acting as an agent between the job seeker and the organisation.

» Television and radio ads: These ads are more likely to reach individuals who are not actively
king employment; they are more likely to stand out distinetly, they .hElP the orgunietatinn to target

the audience more selectively and they offer considerable scope for designing ads crentv{el}-. Hm}rever,
these ads are expensive. Also, because television or radio is simply seen or heard, potential candidates

may have a tough time remembering the details, making application difficult.

Third Party Methods?

Private Employment Search Firms
A search firm is . that maintains computerised lists of qualified applicants
ate employment agency 2 . .
and supplies the:el:;l:m;l(e}yeﬁﬂ willing to hire people from the list for a fee. Firms like Arthur Anderson,
imoria, KPMG, Ferguson Associates offer specialised

oble and Hewi ultents, SB Bill
ewitt, ABC cons for a fee, especially for top and middle level executive

®Mployment-related services to corporate houses 4 o ;
Y8cancies, At the lower end, a number of search firms operate - providing multifarious services to both

‘ iters and the recruitees. .
"Vate search firms have many plus points to their credit. They have many contacts and are especially

Bo0d at contacting qualified, currently employed candidates who are not actively looking to change jobs.

& can keep the firm's na;ne confidential till the deal is struck. They can advertise vacancies on their

1 Pre-gereen hundreds of applicants and identify the right candidates in a highly pmfessmnal \-;E:]j;-‘
the negative side, the fees charged by search firms could be very high, sometimes over 30 per cen

Scanned with CamScanner



- b b AN NI LEL T T
Tl N
arc[[ Fid apssas =7 o

the annual salary for i 4o be filled. Again, ' ; 8
persuading a ﬁr:n}’lnohi::?l E’?j:;ilr?:l c't than in finding one? hn.cﬂnnicllvcl":?;:cﬂ[{isrliti czoflj:etgf? best out
of a search firm, it is necessary (o (ollow certain i g: (i) Make sur i czplain fu?la;r:}lln
out a thorough search (ii) Meot the persen:® h the searc rges and get everything .
sort of candidate is required and why e tgand fin her the firm has Cumplet.:i
writing (iv) Before «Lriking the deal, meel the se lients

recent assignments satisfactorily, in a silent ane

h firm cha
d whet

| secrel way.

¢ Employment Exchanges
: d all over India
ally handicapped, etc. As
(ablishments from time
re they are filled. The
loying 25 or more
mplementing the
acancies and

Employment Exchangcs
compani
ancies through th
ced persons,
d to notify the vacancies arising
seribed employment exc
[tural esta
difficulties inv
ct of their sta

cled tono

ctive Employmen .
pcrsmme], physic

in their es
hanges befo
blishments emp
olved in 1

{f strength, v
y organisations have

e sponsored

ps aire also expe
¢ respe

As a statutory requirement,
ex-military

Act, 1059, applies] their vac
for helping unemployed vouth, displa
per the Act, all employers are suppose
to time - with certain exempt jons - to the pre
Act covers all establishments in public gector and nonagricu
workers in the pr r. However, in view of the pmcticul
ons of the A parterly return in respe

| distribution of their employees, etc.
k up candidates

vate seclo
ot (such as filing 2 q

wing occupationa

provisi
hen they were asked Lo pic

shortages, refurns sho
ht court battlesw

successfully foug
t exchanges.

by the employmen

themselves at the factory gate

uiting through word-of-mouth

in the small scale sector in

Gate Hiring and Contractors

kers, generally blue coll
a daily basis), hiring thr
despite the many possib

ar employees, present
ough contractors, recr

Gate hinng (where job see
ilities for their misuse —

and offer thelr services on
publicity are still in use -

India.

Unsolicited Applicantstalk-ins

receive unsolicited applications from job seekers at various points of time. The

economic conditions, the image of the company and the job

ht be available ete. Such applications are generally kept in
the company would intimate the candidate to apply

through a formal channel. One important problem with ihis method is that job seekers generally apply to
a number of organisations and when they are actually required by the organisation, either th];p{zre
already employed in other organisations or arc simply not interested in the position IThe walk o, |

case, should be treated courteously and diplomatically, for the sake of both the rec;'uiting cnn;;nai;}'l'g

unity image and the applicant's self-esteem,

Companies generally
number of such applications depends on
seeker's perception of the types of jobs that mig
2 data bank and whenever a suitable vacancy arises,

any
comm
Internet Recruiting
In recent years most companies have found it usef
_ : ul to devel i : s
on it. The website offers a fast, convenient and cost effectiv:;g::r ?wr? website and list job openings
re:;me r.!'nroughdr:hu Internet. Infosys Technologies Lid., for exam I: e joli appliceunta ook thelf
It:.'l.-u: mﬁeﬂf}?a:fiﬁtea lhroughl the Net. The resumes are then cnpnv’egftz piby 1600 resuimson & Seg 2
e compan N : r.e .
S i qua]iﬁcatiopng J{;;ﬂ:ﬁevclopul for short listing candidates ar::todi? standard fo::ma!; using
‘'profiles’ of candidates fmm' lhs c:'c"lCE ete. The HR manager has to key i ‘: T -t
 ailable - in addition to a com mpany's database gel generated 9 %’ in his or her requirement and
sotential employers can che}:cl:(nj;-a own website - where “PPch't here are a variety of websites
E . s n . .
i) www.headhunters.com (iii) ww:r ql_-]ﬂ.r.lrjgd applicants. fsuci 58 Sl.-lbmlt their resumes 220
www.abcconsultants.net (vi) ‘naukri.com (iv) www.m 88 ) www.jobsahead.cor
ting, as menti www.datamati onsterindia.co i
- as mentioned earlier aticsstafling.com (viii .com (v) www.mafoi.co™
» Benerates fast, cost-effecti viii) www.timesjobs.com etc.) Int rnet
e ECtl‘.’E, “me_ly res : € c') IS
ponses from job applicants fro™
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7 IIltl‘OdllCﬁOll the place of posting, the nature of job

of a companys PO ich job aspirants are 1,
rs influence {he manner 11 w j p St

h the prosess of recrultrn.ent, a company triey.
cies at various levels. Recruitj,,

ima
The size of the labour market, th? Itl;wﬁuctn
compensation package and a host @ Fq compAnY:
to respond to the recruiting efforts 03¢

g them
locate prospective employees and encourapes
thus, provides a pool of applican

Throug
1o apply for yacan

W
S
e
=
2.
a
S
=

g have relevant qualiﬁ(-;,at_i{.‘,'rIl
—— . . ving individuals who
To select meansto choose. Selection is the process of picking! R o can most SUCccsafun?
D se

i i ose the i
to fill jobs in an organisation. The basic purpose 18 to cho
:Erl'n:m t:hcjnb from the pool of qualified candidates.

- uir
suitable candidate who would best meet the requirement

e pu-l'P‘D-E‘ Or - lectl{}n 1.5 tﬁiplc .p ; . ]. A 1
. : 1 - 0

i ‘ ‘b are matched with the profile of candidates
age, qualifications, Ek{ui 12';?12:;?559?3;;&2:t?::;i:ﬁ;i the less suitable a'pplican.ts througltl ]s)ug;issw.g
Thqaguse mc&;; :;;mi;sgf;opmceﬁ How well an employee is matched to E-ij()b is V?ryﬁl_npor;ijt‘; c;] m;e&l;
;Iimctl\' aﬁetl-s the amount and quality of the emp]c:ﬁ:e’s ;or]:.s A;::raﬁgaaalc;l;lrt l-;,si;iefg T e peratin

isati i < of money, time and trouble, €sp A _
ﬁ??:ﬁ:iﬂﬁﬁ?&fﬁ103,-ee mn},-' find the job distasteful and leave in f rusltrat:.mn. He; nl:layheveu
n‘rtuiate ‘hot news' and juicy bits of negative information about the coml')anj_r, causul'lg H:I;a.lc; -t':l e a:;l.m
in the long run. Effective selection, therefore, demands constant monitoring of the ‘fit” belween ihe

person znd the job.!

+ The Process

' Selection is usually a series of hurdles or steps. Pach one must be successfully cleared before the applicant
proceeds to the next. Figure 7.1 outlinesthe important steps in the selection process of a typical organisation.

The time and emphasis placed on each step will of course vary from one organisation to another and,
indeed, from job ta job within the same organisation, The sequencing of steps may also vary from jabte

job and organisation to organisation. For example, some organisations may give importance to testing,

while others may emphasise interviews and reference checks. Similarly, a single brief sclection interview

might be enough for applicants for lower level positions, while a lican sy :
' ' ' ts for m be
interviewed by a number of people. PP or managerial jobs might

Reception

A i ;
company is known by the people it employs. In order to attract people with talent, skills and experiencé

a company has to create a favourable impression ' ' i
Whoever meets the applicant initially shoull]d be tact?:l]l ;?1?1 :Ell:’ehtcants e o

way. Employment possibilities must be presented honestl

point of time, the applicant may be asked t
b ed to contact Lthe

o extend help in a friendly and courteot®
Hy and clearly. If no jobs are available at that
R department after a suitable period of tim®

5 . i
Screening Interview

4 preliminary interview is generally planned by lar

. . : Y large organisati .
Ji ganisations to cut the co : Jowing
nly eligible candidates to go through the further stages in selection. A jiniszsefescﬂti::);::};&i 0e
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f HRMasa Central Subsystem In an Enterprise I

Hiring Decision Step 8

Reference Checks Step 7

Medical Examinalion Siop 6

Salecti
on Interviow Stap 5

Selection Tests Slep A
b ]

Application Blank Step 3

Screening Interview Step 2

Reception

| |
ment m‘a}' elicit responses fro:'n applicants on important items determining the suitability of an
ajob such as age, education, experience, pay expectations, aptitude, location choice etc. This
rutew’, as }t is often called, helps the department screen out obvious misfits. If the department
didate suitable, a prescribed application form is given to the applicants to fill and submit.

]}epm‘n
epplicant for
‘cnur:f_c:'l' Iﬂfll."

finds the can

Appiication Blank

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

lub|e7.1

[ Contents of Application Blanks

s Personal data (address, sex, identification marks)
e Marital data (single or married, children, dependents)

e Physical data (height, weight, health condition)

s Educational data (levels of formal education, marks, distinctions)
s Employment data (past experience, promotions, nature of duties, reasons for leaving previous jobs, salary drawn,

etc.)

e Exira-curricular activities data
r more pecp

(sports/games, NSS, NCC, prizes won, leisure-time activities)
le who certify the suitability of an applicant o the advertised position)

e References (names of two 0

L

Even when applicants come armed with elaborate resumes, it is important to ask the applicants to translate

specific resume material into a standardised application form. Job seekers tend to exaggerate, or overstate
their qualifications on a resume.? So it's always better to ask the applicant to sign a statement that the
ll}fOrm;atiun contained on the resume or application blank is true and that he or she accepts the employer's
right to terminate the candidate's employment if any of the information is found to be false at a later

date, 4

Weighteq Application Blanks (WARBs)
re job-related, some organisations assign nume
he items that have a strong relations

0make the application form mo i valueior ‘T-Eif:;;z
hip to job perlo

"eSPonses provided by applicants. Generally,

| e———TTT
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Selection Testing —

Another 1mP°I men‘“;e?;fondm tl:m S:elect.ion process involves applicant testing and the kinds of tests to
e ‘\ ies:;;]:: ® a;.h 1sed, Ob,]ectwe. measure of a person's behaviour, performance or attitude. It is
sandardised DECAUSE L1E WAY the test is carried out, the environment in which the test is administered

end the way the individual scores are calculated — are uniformly applied. It is objective in that it tries to

mesasure individual differences in a scientific way, giving very little room for individual bias and
interpretation.

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

1. Intelligence tests: These are mental ability tests. They measure the incumbent's learning ability
and also the ability to understand instructions and make judgements. The basic objective of intelligence
tests is to pick up employees who are alert and quick at learning things so that they can be offered
adequate training to improve their ckills for the benefit of the organisation. Intelligence tests do not
measure any single trait, but rather several abilities such as memory, vocabglary, wf'erbal fluency,
numerical ability, perception, spatial visualisation, etc., Stunljurd—]..’;inet test, Binet-Simon test, The
Wechsler Adult Intelligence Scale are examples of standard u_1t_elhgence tests. Some of these tests
are increasingly used in competitive examinations while recruiting gmt.iuutcis, and pqst-graduates at
entry level management positions in Banking, Insurance and other Financial Services sectors.

2. Aptitude tests: Aptitude tests measurc an individual's potential to learn cfzrtain skills - chFical,
mechanical, mathematical, etc. These tests indicate whethler or qnt an individual hus.v, the ability to
learn a given job quickly and efficiently. In order to recr.mt c!‘ﬁclen’l nl‘f".w‘u staff, aptitude tests are
necessary. Clerical tests, for example, may measure the incumbent’s abilily to take note_s, perceive
things correctly and quickly locate things, ensurc proper _mu-.remcnt of .ﬁles, ete. ..*‘\ptxlu}:k? tesl:ti
unfortunately, do not measure on-the-job motivut'mn. That is “:hy the aptitude test is administer
in Cﬂmhinatio'n with other tests, like intelligence and personality tests.

Personality tests: Of all the tests required for selection, personality tests have generated lot of

iti ' ring personalily factors and
heat and controversy. The definition of personality, methods of measuring P S i

the relationship between personality factors and actual job criteria have been ¢
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gelection Intervicw <

[pterview 18 the oral examination of candidates for

jon process. In this step, the interviewer tri eopRptishf: THIE Iy t oost sssestis] sten 15 1

ect 2 . : T ;
ilgtitjes of the interviewee and the requirements Drii:? gblt“‘_" ﬂf‘d E}Znthemac information about the
::12: Job. Interview gives the recruiter an opportunity

size up the interviewee's agreeableness;

ock questions that are not covered in tests;

, obtainas much pertinent information as possible;

assess subjective aspects of the candidate - facial expressions, appearance, nervousness and so

forth;

make judgements on interviewee’s enthusiasm and intelligence;

give facts to the candidate 1egarding the company, its policies, programmes, etc., and promote goodwill
towards the company.

Types of Interviews

Several types of interviews are commonly used depending on the nature and importance of the position

to be filled within an organisation.’

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

applicants.
s The directive or structured interview: In the directive interview, the recruiter uses a
re clearly job related. Since every applicant is asked the same

predetermined set of questions that a _ ed th
basic questions, comparison among applicants can be made more easily. Structured questions improve
the reliability of the interview process, eliminate biases and errors and may even enhance the

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

amount of time and energy.

The situational interview: One variation of the structured interview is known as the situational
interview. In this approach, the applicant is confronted with a hypothetical incident and asked how
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interview process, which may be to wait for a call or i }T-tiftdsﬁiim not be giveitﬁif° Wy
: = Lo : J onal opinion, the appil ndlm.
of the candidate and interviewer s pers P N

of his prospects at this stage.

s ise and
e. Evaluation: After the interview is over, SU m}‘}m::";%mnt’
constructing the report based on responses 51"0"] Y 'nfcrview— B

and the opinions of other experts present during thei

form for this purpose.

record your observations -
his behaviour, your own oh Eewat\iluh
etter to use a standardised evg) lla‘:i:;

Medical Examination

Certain jobs require physical qualities like clear v
of arduous working conditions, clear tone of voice, el can give
candidate possesses these qualities. Medical Examination

i.  Whether the applicant is medically suitable for the specific job or not;
ii. Whether the applicant has health problems or psychological attitudes lik

efficiency or future attendance;
Whether the applicant suffers from bad health which should be corrected before he can wor

satisfactorily (such as the need for spectacles);
iv. Whether the applicant’s physical measurements are in accordance with job requirements or not,

oo - i igh stamina, to]

cute hearing, unusually high s , tole
r walﬂ:{; Medical exa;nination reveals whgther OF not,
the following information:

ely to interfere with wory

Reference Checks

Once the interview and medical examination of the candidate is over, the personnel department wil
engage in checking references. Candidates are required to give the names of two or three references in
their application forms. These references may be from individuals who are familiar with the candidate's
academic achievements, or from applicant’s previous employer, who is well-versed with the applicant’y
job performance, and sometimes from co-workers. In case the reference check is from the previous
employer, information in the following areas may be obtained. They are: job title, job description, period
of employment, pay and allowances, gross emoluments, benefits provided, rate of absence, willingnessof °
the pre}'ious employer to employ the candidate again, ete. Further, information regarding candidate’s
regularity at work, character, progress, etc., can be obtained. Often a telephone call is much qui ker. Th
::;thqd of Ea.i] query, provides detailed information about the candidate’s performance cf?:rl:ctz' an;
aviour. However, a personal visit. i i - . !
is highly essential to EI;L a detailedtj, ;:Ei‘;ﬁ;ri:};f;zz?;l an?l'tE]ephﬂne methods and is used whereit
Reference checks are taken as a mattor of peut . mat h.l"l which can also be secured by observation.
eated casually or omitted entirely in many

organisations. But a good reference check wh i :
to the organisation, » When used sincerely, wil] fetch useful and reliable information
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1o tnke adequate eare in taking the fingl
q : 5
b jeations of the selection docinionw, A ¢

e e ol the people and eausoe th
MUB

sarlict

decision becnuse of economie, hehavioural and social
nreless decision of rejecting n eandidate would impair the
- em Lo suspeet the selection procedure nnd the very basis of selection in
Jar orgunisation, A true understonding hotween line managers and 1110 monagers should be
sons to '_-"_ﬂm ate good selection decinionns, Alor taking the final decision, the orgnnisation has
» this decision to the successful ns woll na unsueconsful candidaten. The organisation senda the

ymale
{0 '||“ .\ : ) | ’
11"”'"““““ order to the suceesstul eandidaten either immedintely or after some time, depending upon

Tc time schedule,
1=

Box 7.5: Model Appointment Order

r/—-”_ XYZ Company Limited

Appointman! Ordor

4] |
Bl opain serais it smenm st R R
Sub: Offer of appointment for the post of ........ ...,
Dear SIf
y  Wanreference to the interview lest you had withus on ............... . we have pleasure in offering you the post of .........c..wee

on the following terms and conditions,

vour continuation/confirmation of appointment will be subject to satisfactory verification of your credentials/character and
sriecedents

1 Yourpaywll be RS ........... per month in the scaleof Rs .................. plus D.A. RS ........... and HRA. Rs ................. @88
agminssible from time to ime under tha Company's rules.

¢ Your appomtment will be temporary for a period of 12 months from the date of your joining and this period may be extended,
# considered necessary by the Company. You will be deemed as confirmed in your appointment only if you are intimated to that
efect in wnling

Yau have to obtain a satisfaciory report of physical fitness from the Company's Medical Officer before joining duty

€ Dunng your employment you will be governed by the Standing Orders, Rules and Regulations of he serace of the Company
that are in force and which may be amended, altered or extended from time to time in respect of workers.

The undermentioned documents enclosed, shall be duly filled in and submilted before joining duty
(1) Grztutty Nominalion Form

{¥] Provident Fund Form

(] Personal Data Form

(v) Home lown deciaration Form.

£ Your duties and responsibilities will be such as may be specified from timn to time by the Management, such duties being
melusive of all duties and responsibilities relating lo your substantive and cther grades/designations depending upon the

engencies of work

L]

im

-

I the anove terms and conditions are agreeable fo you, please sign and relurn the duplicate copy of this letter and the
hopendix ‘A in 1oken of your acceptance of the appointmant, You should repor for duly on or before .. ................ at your own
erpense, failing which the offer made to you automatically stands cancelled,

Yours faithfully,

_--‘-__-__

Su
| :‘E]Ela_r_y
Selection is the process of choosing individuals who have relevant qualifications to fill jobs in an
OTganisation, The primary purpose of selection activities is to predict which job applicant will be
Successful if hired

| SEIE'.:“"“ is usually a series of hurdles or steps. Each one must be successfully cleared before the
PPlicant proceeds to the next

m ® Selection process — from reception through initial screening, application, testing, interview,
' ®dica] ang reference checking — must be handled by trained, knowledgeable individuals

o
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/?Placement _ Huil.ﬂhlf-‘-jﬂh- Placement il?. the actua) Post;
1d be plnced on 2t ! d responsibility to an emp
Aft didate has been selected, heshowl® e 2, Hpt‘ﬁlnc rank an . ; Playeg
er a candidate has g slves assigning hing the reqmrementa of a joh With 1y

¢ job. It inV
(aken by the
Muost m‘lmnisn
snfirmed. Duringl
fails to adjust hin
for placem enl ¢
yorvigar, in col
Incement of ench e

p .aMer mole : i : N
line nmmlFL'Tf":IIr roeruita on probation for a given period of g,

tions put '::“,iml the performance of the probationer is clggy’
mH.I]r {0 illw job and turna oul poor perl’otm_nnc.al thy
A cvioh m,mmlnmm“‘““t"‘ called d’m’mnti,l

Jnewhoere,s _ e
yaultation with the higher levels agemeny

mployee. '
- lecled, it may create employee adJuBtmum
ctivity. 17 neglected, :
TOVeT [i::cidcnlﬂ. poor Imrrnrmunc.e. ete. Thutem;:.l:ie':l wgl
furnover, istration, cumplniningbﬂ.terlyabou cve ing. Propey
| and the urgnnisnticm. The benefits of pla‘:e"ﬂ&'ntl

of an employee to a specifi
The placement decisions are
qualifications of a candidate.
after which their services are &
monitored. If the new recrnl
organisation may consider his name
placement’. Usually the employees St
takes decisions reganding the future p

Placement is an important human resource

problems leading to absenteeism, turnover, :
suffer seriously. He may quit the organisation min T
placement is, therefore, important to both the employ

may be summanised thus:

!nhles.l \l

[ Major Benefits of Proper Plac ement _
The employee 15 able 10

e Show good results on the job.

» Ge! siong with people easily,

® Keep his spirts high, report for duty regularly.

e Avoid mistakes and accidents, J

I

Placement. it should the remembered, should be made with as little disruption to the employee and
organisation as possible. To this end, new recruits must be oriented properly so that they become productive
contributors. There should be a conscious and determined effort to adapt the new recruit to the
organisation’s culture (the rules, jargon, customs and other traditions that clarify acceptable and
unacceptzble behaviour in an organisation) by conveying to the employee how things are done and what
matters. When new employees know what is expected of them, they have better organisational performance
and less frustration and uncertainty.’

Induction/Orientation

Meaning

Orentation or induction is the task of introducin
procedures and rules. A typical formal orientatj
. S an ntation pro
During this time, the new employee is provide programme may last a day or less in most organisations.
current poeition, the benefits for which he is olior wom . I -
curven. poition the i : . pany, its history, its
ore routine things a newcomer must Jo S, rest period
it ot I 8, etc. Also covered are the
spaces, cafeteria, etc, In same opp ol the rest
, St rooms, break rooms, parking

their seniors, who provide puj all this is done inf;
are alao provided to new E;";E;J;;: ;';ltt}:]i T}J}OVE matters, Lectuizgl ;l;y [l;g ﬂi:ﬂt:hing new employees to
al they can gei(]p ' "2 1abooks, films groups, seminars
’ *

Box 8.1; ckly and resume the work,

Flow
"I came for an interview herm | ers for Atte
he ndin
$20 million Blobalsala & in 2000, A that time n g an lnter\rlewl
8) had aboyt 5 Mind Trae Consulting (4
Wi g [}45 Bmp

arn, such as the | i
L le: ocati
dnisations, it

and had a few other g

the interviey Fao Bl lha | ; ’
I ma = Inter | {
[see B. Worig, g 12.200-:;15[ ® the ‘g Meriie

_ for attending
v 1ust for attending an interview?
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(]hjc{:f

.o £OTVES the following purposes:

ct!
i Removes fears: A newcomer steps into nn organisation ns a stranger. He is new to the P"OF"IE'
and work environment. He is not very sure nbout what he is supposed to do. Induction

L “@Tkplﬂm
pelps 8 new employee overcome such fears and perform hetter on the job.

i assists him in knowing more nbout:
The job, its content, policies, rules and regulations.
The people with whom he is supposed to interact.
The terms and conditions of employment,

tes a good impression: Another purpose of induction is to make the newcomer feel at home
b gnd dovelop 2 sense of pride in the organisation. Induction helps him to:

Adjust and adapt to new demands of the job,
Get along with people.
Get off to a good start.

L]
Through induction, a new recruit is able to see more clearly as to what he is supposed to do, l.mw
. the colleagues are, how important is the job, etc. He can pose questions and seek clarifications
on issues relating to his job. Induction is a positive step, in the sense, it leaves a good impression
shout the company and the people working there in the minds of new recruits. They begin to take
pride in their work and are more committed to their jobs.

Acts as a valuable source of information: Induction serves as a valuable source of information
tonew recruits. It classifies many things through employee manualsthandbook. Informal discussions
with colleagues may also clear the fog surrounding certain issues. The basic purpose of induction is
10 communicate specific job requirements to the employee, put him at ease and make him feel

confident about his abilities.2

Induction Programme: Steps =

Tee HR department may initiate the following steps while organising the induction programme:
v Welcome to the organisation.

¢ Erplain about the company.

" Show the location/department where the new recruit will work.

* Give the company’s manual to the new recruit.
' Provide details about various work groups and the extent of unionism within the company.

' Give details about pay, benefits, holidays, leave, etc. Emphasise the importance of attendance or
Punctuality,

Explain about future training opportunities and career prospects.
Clﬂ!ify doubts, by encouraging the employee to come out with questions.

Take the employee on a guided tour of buildings, facilities, etc. Hand him over to his supervisor,

y o
Content, The topics covered in employee induction programme may be stated thus®:

A
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table 82 - —
;

(b)

fc)

Induction Progromme: TaplL—/—
1 Organisational Issues . ovarview of pmd“'ﬂ:’;g’;ﬂm"
- Hist { company olicies
L vy e L Gy posetees
. Employeces e and depanment : Employees’ handbook
. Layout of physical facillie’s . Sofely Steps
® Probatonary penod
L Producis/services offered
: Emm::rz:;f::':,:. days ° Traning avenues
2 o 1lin
® Counselling
2 Vacatons. hoidays . Insurance, medical, recreation, retirement benefiy
L Res! pauses
* llmm:lru.:"m“ ors . Ta {rainers
: 1': ::.p:::ﬂs ] To employee counsellor
d &
’ :“ J:g'::r.amn . Overview of jobs
e Jobtasks ® Job objectives .
. Job sa'ety needs ] Relationship with other jobs
1 =
which a new recruit begins to understand ay

process through :
by others in the organisation.
done in the orga

rking at various le

HR department representativy
nisation”. Orientation help
vels and learn behaviouy
linteraction and discussion, newcomers beg
ho holds power and who does not, whoj
what is expected of them
if the new recruits wish to survive and presper in their new work home, they mug
rientation programmes are offective socialisation tools becaus
bout the job and perform things in a desired way.*

rs, certain dark areas may still remain in the
erstood certain things. The supervisors, whik
overcome the resultan
Table 8.2 and find out

Socialisation: Socialisation 1s a
norms and beliefs held
winternalise the way things are
{ freely with employees wo
formal and informa
nt/company 1s run, w
ment, how to behave in the company,

accept the values,
help new recruits 10
the newcomers o Interac
that are acceptable. Through such

to understand how the departme
politically active within the depart
etc. In short,
soon come 1o ‘know the ropes’. 0O
they help the employees to learn a
Follow up: Despite the best efforts of superviso

urien!_.atiun programme. New hires may not have und
covering a large ground, may have ignored certain important matters. To

eommunication gaps, it is better to use a supervisory checklist as shown in
whether all aspects have been cavered or not. Follow up meetings could be held at fixed intervals

::gh ?jﬁi; E;ng:t};:iﬁ] l_r;rms;xﬁ maq;hs on a face-to-face basis. The basic purpose of
sinstareaithout leave ffer guidance to employees on various general as well as job related
g P 1o f;;\;f]g Erlﬂévdt'l;lmg to chance.” To improve orientation, the company should make?
ways Lo get this kind m"lf; =c'13h ECH from everyone involved in the programme. There are seve

year on the job, through i;?.d;;‘-; i Jlliltz?l:f;w;n:rﬁ table discussions with new hires after their firs
through questionnaires fcr mass coverage of al llrec:;rll.ti'l:g]rl: if: lected employecs and superiors**
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Internﬂl Mﬂbility .0 or ﬁcpamtian) of an employee Within
promotion, transfer, d¢ o iobs in various rii*Jlflili"tn:letﬂ.ul::1

v ] fol I ' r

known 08 roxternal mobility

The lateral or vertical movement (
organisation is called ‘internnl mobil
divisions. Some employees may leave {
terminations, ete. Such movements are

Purposes of Internal Mobility

e e i t'm Smm(:l g:lr:nisutiona want to be lean and clean. To thif* eng,
r',;::::cfd m:.:wnnled positions rcr:noved and other jobs redesigne,
h chm:.ge within an organisation. |

peness: Knowledge, skills and abilities (KSAs) can be put to use if thep,

hat the person has and what the organisation demands. Througy,

qations try to bridge such gaps.

During a boom, there might be & phenomenal demang
| demand, for example, during the early 90s. In,
Likewise, short-term adjustments

a. [Improve organism‘l'nnnf effec
structural defects may have (o beel

Internal mobility increases every suc

b. Improve employee effecti
is a good equation between W
promotions and transfers, organ!

c. Adjust tochanging business opemh’on‘s.'
for new skills. Finance professionals were In grea ]
rocession, lavofTs may be needed to cut down costs and survive.
mav have to be carried out in case of death or illness of an employee.

ing capacity. A demoted employee hag

d. Ensure discipline: Demotion causes loss of status and earn
w setting, Demotions can be used to

to learn new ways of getting things done and adjust to a ne

ensure discipline and to correct wrong placements and job assignments.

Internal mobility, as stated previously, includes a cluster consisting of transfer, promotion and demotion,
each of which are briefly discussed here. Separations and terminations (discharge, dismissal) which form
a part of mobility in general are discussed later on.

Transfer

A traniz;e; isa chm?g;iin Jjob assignment. [t may involve a promotion or demotion or no change at all i
mmam {mmresmuneni:h tty. A transf‘f:r has to be viewed as a change in assignment in which an emp]l -
Epproxima lelysa.n]:e Je%ZIB;'Other m't:'l;e same level of hierarchy, requiring similar skills jnvgl:ﬂ?::
: el of responsibility, same status and :
any ascendin i ; . same level of pay, A ;
g (promotion) or descending (demotion) change in status or fe;:on:ri‘;:irllistr Al
Y.

Purposes of Transfer

Organisations resort
to transfers with a vi
lew to serve the followi
wing purposes:

8. To meetthe o i
rganisational requ;
anges in technology, changeg jn "'Olume::; ; Organisations may have to transfer employees due

of products, changes ; ; roducti od
, changes in the joh uction, producti
. Job pattern caused hy change in organis:;tf:x:fdtl.l = pEOIBc g, quathy
i ; Structure, fluctuations in

bh. To safisfy the employee

e —————
— L
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Benefits and Problems
A summary of benefits and problems associated wit

¢ Production transfers

b.

Mobility and Separations ® 173

Chaptet B Placement, Incluction, Internal
utilise employees better: An employee may ho tranaferred because management feels that his
<kills, experience and job knowledge could he put to betier use elsewhere.

lod over different jobs to expand

ake the employee more versatile: Employees may bo rol
ta in future.

Tom b d
bilities. Job rotation may prepare the employee for more challenging ansignmen

their capd
To adjust the workforee: Workforce may bo transferred from n plant where Lhere in less W
a annl where there is more work,

o provide relief: Transfers may be made Lo give relief to employces who ore overburdened or
hazardous work for long periods.

cea find it difficult to get along with colleagues in a particular
ace to reduce conflicts.

g - to shift employees

ork to

dong
reduce conflicts: Where employ

<oction, department or location - they could be shifted Lo another pl

employees: Transfers may be effected ns disciplinary measure

To pu.m'sﬁ
undesirable activities to remote, far-flung areas,

indulong In

Tvpes of Transfers
Transfers can be classified thus:

Transfers caused due to changes in production.

Transfers caused due to replacement of an employee working on the
same job for a long time.

Transfers initiated to increase the versatility of employees.

Replacement transfers

Rotation transfers
Shift transfers . Transfers of an employee from one shift to another.
Remedial transfers

Penal transfers

Transfers initiated to correct the wrong placements.
for indisciplinary action of

a

Transfers initiated as a punishment
employees.

LL]

h transfers is given below:

’ﬂb108.3
|

T -
anrsnﬁf oy h.ﬂ\fe to be carried out in a aysltemnuc
avouritism, Some of the above cited problems associated with transfers could be avoided,

T » .
Baisations formulate a definite transfer policy,

[Benefits and Problems Assoclated with Transfers
Benefits Problems
* Improve employee skills e Inconvenient to employees who otherwise
do nol wanl to move
Reduce monotony, boredom e Employees may or may not fitin the new location/department
® Remedy faulty placement decislons e Shifting of expenenced hands may affect productivity
e Discriminatory lransfers may affect

Prepare the employee for challenging
employee morale.

assignments In future
* Stabilise changing work requirements in

different departmenisflocations
s Improve employee satisfaction and morale

E Improve employer-employee relalions

of discrimination

way, with a view to avoid allegations
if

for use at different points of time.
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i therwise, superiors may tr
Transfer Policy o their tr ; r:::!;r(:tion among employees. Similg,

& Y e

Organisation® lgert ‘ 5 wdon like them: ﬂ“*‘t[:,y jssues- Most of the people may agk ¢’
their subordinates nrbﬂmnl.\c: for transfers pven for the p?ﬂ“ ion may find 1t difficult to manage Eu:]:
O m]a ' nlmdri‘.?::fp{nhs and places: As such, nr.fi‘: . transfer policy. A systematic trangf,,
transfer to rickless and t8 - st

transfers. Hence, an OTE

policy should contain the

1. Specificat jon ©
company mta

Name of the supert
d to whic

nisa
rred in the case of ap,

ed transfer.

ible to initial .
b specificatmn.

d on the jo

ted transfer.
yons inti
d and res| description apy

or who 18 authorise
rs will be made, base

o)

e adminiatcred.
etc.

h transfe
ransfers will b

their grder

3. Jobs from an
classifteation, elc. |
n within which t

The regon oF unit of the organisatio
Reasons which will be considered for personul transfers,

Reasons for mutual transfer of employees.
Norms to decide priority when two or more em
seniority.

8. Specification of bas
. Specification of pay. allowances,
10. Other facilities to be extended to the t

of priority,

ployees request for transfers like priority of reason,

Moo s

is, merit, length of service.
t are to be allowed to the employee in the new job,

special level during the period of transfer,

is for transfer, like job analys
benefits, ete., tha

ransferee like
transportation, etc.

special allowance for packaging luggage,
Generally, line managers administer the transfers and HR managers assist the line managers in this
respect.
Promotion
urrent job to another that is higher in pay,

ovement of an employee from ¢
responsibility and/or organisational level. Promotion brings cnhanced status, better pay, increased
responsibilities and better working conditions to the promotee. There can, of course, be ‘dry promotion’
where 2 person i?. moved to a higher level job without increase in pay. Promotion is slightly different from
upgradation which means elevating the place of the job in the organisational hierarchy (a better titlei
ding the job in higher grade (minor enhancement in pay in tune with hr i e
lar grade). A transfer implies horizontal fil i IR

imposed within a particu
job at the same levl:'l Thereisnol i : movement of an employee to another
. no increase in pay, authority or status. Hence, it cannot act asa motivational

tool. Promotion, on the other hand, h i i
L , has in-built motivati i
an employee within an organisation®, otivational value, asit elevates the status and powerof

Promotion refers to upward m

given now) or inclu

Purposes and Advantages of Promotion

Promotion, based eithe '
1 r on meritorio
value. It forces an em us performance or conti
: ployee to : ce or continuous servi e
gorth. Biniioes emprayee;:icc};:f; knowledge, skills and abilities fully and ;},ms powerful motivations
also motivated to acquire the rmuimc?e:f and get ahead of others. Tho::a nh S Ffllg'lb]e for verticd
employee self development. It encou skills to be in the reckoning. P y Qfall behind in the race 27¢
organisation. The organisation rages them to remain royal romotion thus, paves the way or
challenging roles by improvi would also benefit imm yal and committed to their jobs and the
ving their skills constant| ensely because peopl J
antly. Interest in traini people are ready to assum®
ng and development programme®

would improve, The isati
efctively organisation would be able to utiljge th k
e skills and abiliti i
ities of its personnel moré
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. of promotion

pos . adopt different }
__1jons adop nt bases of pro 5

pis” » combine motion depend
o™, they may ¢ e Lwo or more b ding upon their na i
(.mt'r“::]'rmv and merit. ases of promotion. The well mlr:::lli!;;:;ﬁilmana?ement, ry

s > Lo »d bases of promotion
o d promotions: Merit b

. . - nae ¥
!ffﬂf'baﬁprfnrmnnt‘l‘ e, jl:;]‘ I;:I‘t:n.mtmnn oceur when an employee | beca
eﬂ“rf];j Timm- as measured from his Ctlllcl;lin:1:|t hore donotes an "“liw.tlunl': lihrlnj:w{]rr?mmidll -ahu;m o
) pficien® X : - qualificati 1 edge, skills, abilities
,,nd1 The advantages of this system are fairly ﬂhvu,l:;:lmm' experience, training and past employment
ﬂ“ ! H

ates employees to work hard. i
1t mot1va™ : y iImprove thei ;
' 0r§‘ﬂisalmnnl efficiency. ir knowledge, acquire new skills and contribute to

 helps the en!pln_\.cr to ['ocu.s attention on talented peopl .
’ mntribum’ 1 in an appropriate way. ple, recognise and reward their meritorious
inspi ther emplo i

It also iNSPITes 0 ployees to improve thei

, lpalso i it eir st ;
pmzcspﬂl‘o“ - all developmental inftistives undertakzrr:dli:rd& of performance .tlgrough active
dﬂ-c]gpmﬂﬂt. etc.) y the employer ( training, executive

gowever: the system many fail to deliver the results, because:

: ; to measure i T ;
o [Itismot g merit. Personal prejudices, biases and union pressures may come in the

way grpromoting the best performer.

, When young employees get ahead of other senior employees in an organisation ( based on superior
performance]. frustration and discontentment may spread among the ranks They may feel
and may even quit the organisation. ' yfeklinsneure

ance may not guarantam future success of an employee. Good performance inone
for example) is no guarantee of good performance in another (as a supervisor).

sg,jan'fy-based promotions: Seniority refers to the relative length of service in the same organisation.
Promoting @n employee who has the longest length of service is often widely welcomed by unions
naczuse it is fairly objective. Itis easy to measure the length of service and judge the seniority. There is
oo scope for favouritism, discrimination and subjective judgement. Everyone is sure of getting the same,

one day.
In spite of these merits, this system also suffers fro

loyees learn more with length
d learning capabilities may di

, Also,past perform
job (as a Foreman,

m certain limitations. They are:

of service is not valid as employees may
minish beyond a certain age.

results in greater employee turnover.

promoted without showing any all-

¢ Theassumption that the emp
learn upto a certain stage, an

v Itdemotivates the young and m

¢ It kills the zeal and interest O d
round growth or promise.

ore competent employees and
evelop, as everybody will be
in a theoretical sense, is highly difficult in practice

zonal/regional seniority, service in different
gth of service not only by

it seems to be easy

company seniority,
ainee, trainee, researcher, len

v Judging the seniority, though
as the problems like job seniority,
organisations, experience as apprentice tr
days but by hours and minutes will crop Up-

Promotion Policy
i:ﬂlnrity and merit, thus, guffer from certain Iimitation'a. To be .
Mmotion policy that gives due weightage to both seniority and merl
¥, a firm could observe the following points:
Estahlih a fair and equitable basis for promotion ie., merit ar seniority or both.

fair, therefore, a firm- should institute a
t. To strike a proper balance between\
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Human Resource Managerment . lop ortunities for promotion in all categori,

ished thus should provide equnl 0pP !
18, ! ovic

i g of an nr;:nnmnimn.

e  Apromotion policy establ
qo that every eligl

of jobs, departments and rogion
solicy 11
m which conse
for pehievin

nployee i8 considered for promot;

clnss of employees. It must tell ¢,

y the gen
charts ete.

naiders only

s Itshould ensureanopeni
pvert ich

rather than a closed svsie
employees the various avenues o
) svice, polentid
e  The norms for judgng menil, leneth of Ilu-"1v:lrll-mlninril.y or
The relative weightage to be given (0 merit or 80
ghould be 8p€

1 0 [l L

e  The mode of acquiring new okills, knowle tl‘m_.;'"t
can prepare themselves for career advancement. - ' .

an prey ponsibility of taking a final decision g

authority should be entrusted with the res

must be established beforehang

y, elCq
both should also be spelt out clearly,

e cified to all employees 80 that they

s Appropriate
pramotion.

e  Detailed records ©
charges of favouritism, nepo

the sense

otc., should be maintained for all employees, to avojg

f ‘service, pcrt'urmnun:c.
1

tism etc.
It should be consistent in (hat it is applied uniformly to all employees, inspective of thejy

background.

e Promotion policy
promoted due 10
redesignation, sanct
responsibilities to th

e A provision for appeal against (alleged) arbitr
there.
Promotions initially may be for a trial period so as to minimise the mistakes of promotion.

should be communicated to allem
ed periodically, based on the experiences

ernatives to promotion when deserving candidates are not
her level. These alternatives include upgradation,

increments or allowances assigning new and varied
the job or enlarging the job.
ary actions of management and its revi

should contain alt
lack of vacancies at hig
joning of higher pay or

e employee by enriching
ew should be

ployees, particularly to the

e Promotion policy, once it is formulated,
and findings of the

trade union leaders. It should be review
attitude and morale surveys.

Demotion
Demotion is the downward movement of an empl i isati 1 1
on is ¢ ployee in the organisational hierarchy with lower s
;: pﬂ:.h Ilfl.s a downgrading process where the employee suffers considerable emotional and fm::cihg
in the form of lower rank, power and status, lower pay and poor working conditions

Causes

There are several factors responsible for demotions:
e  Apromotee is unable to meet the chall
. : neet enges posed b i i i
complex, involving multifarious responsibilities eibcjf)tl b ectigally Siperio:; edministratively

. Fu] . . . l ¥ Jhs
e J

Demotion may turn
- eém :

o Eamentesly pmnﬁ?ﬁ? into mental wrecks,

emoli on, impair; \ 3
the r:ng.mi fjl: refore, a manager ahfm,"f relationships between peop] g impact on employee morale
1 Ad ar cut policy may save the d&;xge?,y careful not to pnﬁci ?"“‘an&ntl}n While effecting

. * r . ] A
ear List of rules along with punighgp, "M In most cages,9 imself on the' wrong side of
0

It may have a devastatin

ffences b i
€ made availah]e to all the employees

- a
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; ¥ violation be investigated thoroughly by a competent nuthority.
: <e of violations, it is better t it
. :,?nﬁrﬁieb'- o state the rensons for taking such n punitive step clearly and

;olations are
pnee violations proved, there should be n consistent and equitable npplication of the penalty.

é There should be enough room for review,
5.
£ aployee Separations

it it oo S8 ey sy ety o plitn, A
men ' ; 1ployer comes L e i
;f:: ,-gunisﬂﬁ““- Separations can take several forms auc‘r':an;l gn end and the employee decides to leave
L. R"iwhihm;:n g:xﬁnﬁ::? ",‘-“l‘jde to quit an organisation voluntarily on personal or professional
. unds U “ties, The dgecis' er job, Chﬂ“mﬂg careers, wanting Lo spend more time with family, or
Jeisure ﬂ“";‘ N orki ‘“3,“_““]"1' alternatively, be traced to the employee's displeasure with the
nt 0% pay, u_'sm?lmn itions or colleagues. Sometimes an employce may be forced to quit the
;s:mon_f-‘ﬂrflpth. oriy on El';'mmds of negligence of duty, insubordination, misuse of funds, ete.
The resignation In Lhis case, un ke voluntary separation, is initiated by the employer. If the employee
~efuses to quit, he may have to face disciplinary action.

mployees resign or q].lit. an organisation, there will be a certain amount of disruption to the

! pormal ﬂDWPfj work. REPIEE{BE an experienced and talented person may not be easy ina short span

| of time. Training new recruits would take time and may even prove to be a prohibitive exercise in
terms of costs. The HR Department, therefore, should examine the factors behind resignations

y. Whenever possible, exit interviews must be conducted to findout why a person has decided

tocall it a day. To get at the truth behind the curtain, departees must be encouraged to speak openly
end frankly. The interviewer must ensure confidentiality of the information leaked out by the
employee. The purpose of the interview must be explained clearly and the interviewer must listen
to the departee’s views, opinions, critical remarks patiently and sympathetically. Every attempt
must be made to make the parting of ways more pleasant (e.g., conducting interview in a place
where the employee is comfortable, giving a patient and sympathetic hearing Lo the employee, wishing
him success after settling all the dues, etc.) There should, however, be no attempt to (a) defend the
company against criticism or attacks (b) justify actions which may have annoyed the employee
(c) attack the departee's views oT choice of new company or job {d) convince the employee to change

his mind about leaving etc.

Box 8.3: Possible Exit Interview Questions to Get

7
t enjoyable? Were you respected as an individual? -

When e

to the ‘Truth’ Behind the Curtain

Was the job challenging? Satisfying? Did it add value to you

Was the location comfortable? Was the working environmen

e elements you saw in the arganisation?

What were the three positiv
tion?

Whal are the major drawbacks and weaknesses of he organisa

Did you experience growth in terms of level and responsibilities?
th sufficient inputs fo grow as a professional?

wilh enough freedom and space fo allow your crealivity to blossom?
y if you were to reconsider joining it at some point of time in future?
in terms of job specifications, designation, and

Did the organisation provide you Wi
Did you feel your boss/organisation provided you

What changes would you like to see in this compan
pare with your assignment here,

B P o~ o oenm e s R

Haw does your new assignment/job com
tompensation? :

Did the organisation treat you well after
Woud you like to rejoin the organisation? Whyiwhy not?

12
What are the two most crucial reasons for your quitting?
Jan. 7-21, 1896

]
ft,

you decided to quit? Where did it go wrong?

g .
m"“"iu "The EXIT Interview Technique,” Busin€ss Today,
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ted by the employee. However, a rqy;,
1t usually occurs al theend of an empo. M
o iremients yaunlly result in the retiree's Fegpjy.: !

ocond,
Speon v, encashmen | of earned leave ete, fro %
i &

; tuit i ‘ 1
yension, BT ‘4 hout a minimum qualify; h
adent fundi 1 benefits, (withou Ying ga
form of provi weeive Lhese heneiits

jo nol et

— lans reti Oy
ieation. Neople whoqut €0 70y pinally, the orgamsilion nnrn:mn{hl'l int fﬂllrfzmem.
D'I"anlm ' Fl«pnr“l nnsh SGRIOF '[*L‘Cl"llint new ones du:l'll'lg cm EWEnlngp

i
i a o aluntary i erj

riod In CAst of vo aprent employ i ees retire from o4
zilv-.ncr-. IR stafl can groomt €T ensy 1o estimate and plan for. Employ Bf-'t'\'lcun
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9. Retirement: Like|
diffors from aqut 1A
career. A quit can happe
benefitsin the

: ily after attaining t
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rform well in a competitive scenario.

annuation (€1 )
o iz reon's ahility to pe

< : ape :
&0, depending on : ement b

- wents In case of voluntary retirement, f-hﬂ nﬂrmﬂ! retiremel SEneﬁtF
o  Voluntary refiremean yees who put in a mmmum qualifying service. Somet;

: smplo ;

and paid toall such emplo} , No_wi w to reduc
t‘i‘\lﬂllﬂf(ﬁ\‘t r nln\' encourage the employee Lo relire voluntarily-with a view to © Surp|
the empi Ve a)

iv ,nsation henefils are generally in-built in 4

vn labour costs. Attractive compensa + in
sta:‘;a:]:;iniﬂrr‘:?;rrod to as golden handshake scheme). To rgduce post-retirement Anxietiey
cu::q Pr;io;'.hesc days organise counselling sessions, and nfl"e_r lnvestn_mnt related services (eg,
E;-'t?:nk ‘Bank of America). Some companies extend medical and insurance benefits to the

retirees also, e.g., Indian 0il Corporation.

Box 8.4: Why Employees Love NTPC?

A wois-eyed recruit tatks abou! an employee who was in coma for four months before passing away The medical bills coma to
Rs 1§ oo NTPC took care of . Another talks about how it takes care of all hospitalisation expenses for amployees and their
sz—ies A theg talks about how the company sels up townships before beginning to work an a new planl, Lasl year NTPC spenl
Rs 102 crore (17 hospaals run by the company wilh over 4000 doclors) on medical infrastructure and recovered just Rs. 2 crore
of mat The atriion rate, not surpnsingly 1s very low at NTPC, [BT-Mercer-TNS Study, Business Today, 21-11-2004]

e Death: Some employees may die in service. When the death is caused by occupational hazards
the employee gets compensation as per the provisions of Workmen's Compensation Act, 1923,

On compassionate grounds, some organisations offer employment to the spouse/child/dependent
of the employee who dies in harness. p

The normal umtinn of people from an organisation owing to resignation, retirement or deathis
known as ‘attrition’. It is initiated by the individual employee, not by the company.

Lay off: A layolT is a temporary removal of an empl
ployee from the pa isati
reasons beyond the control of an employer. i g

Global competition, reductions in
! ® con , roduct demand,
{_:;n;?nﬁghdnnlamcs that red uce the need for mmgmﬁmmsmo; are the primary
e fa}-:r]li?s r::ﬂ;l{i:::;gs The EWQ employees are not utilised during the layolt periods.
rary period (sometimes | i i is li
Do ok P imes il could the indefinite) the employee is likely tobe

again. The employer-employee relationship, therefore, does not

come Lo an end but is merely sus i
pended during the peri .
the extra fat and make the organisation lean ngnd ml:;‘;‘iit?ﬂab'ﬂff- e purpose of layofTis o "

Under the Industrial Disputes Act, 1947, a lay-off implies the f;
e fo

_ llowing thi i
The employer is temporarily unahle to employ some Kihings Sectlon 0

The reasons for the refusa) of - workers on a full-time basis.
" () m
accumulation of stocks, breakdowr fym;cr;:irf:::l thu traceable to shortage of inputs, poweh
c. ot

The employer-employee relationship stang

The employee gets (exclu
wages plus dearness allo

8 8uspended during the period of lay off.

ly fifty per co ; '
: nt of his normally eligible total basi®
Period of lay off, (Section 25 C}i. &

ding holidayg) op
wance during (ha

-
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Chapter B Placement, Induction, Internal Mobility snd Separations @ 179
To claim this compensation, the lnid off workman (n) should not be a cnsunl worker (b) his
pame must be there on the muster rolla (¢) ho muat have one year's continuous gervice (d) he
must report for work at the appainted time at lonat onee n day.

.nwsp :_-nm'lilmnﬁ'. hnw(_’wn.r. do not upply w]“un (0 the worker in II}I-]I" Lo ﬁnd Hllﬂl’ﬂl‘lti?ﬂ Employment
ina pearby location (within & milea), (1) the Iny oIT i due Lo atrike or slowing down of production by
workersin another part of the establishment (iii) {he industrinl eatablishment in seasonal in character,
and (V) where less than 20 workers ave normally employed therein,

Layolls have a powerful impact on the organisntion. ‘They bring down the morale of the organisation's
remaining employees, who are forced to live in an environment of uncertainty and insecurity.
Sompiim(‘!‘- even .[‘I‘I‘Iplnj'm's whose services may be essentinl for the organisation, may quit fearing
Jose of membership - thus causing further damage to the organisation. The company's standingas a
sod place to work may suffer. It may be difficult for the company to have the services of talented
ople afterwards. LayofTs, therefore, have to be carried out in a cautious way keeping the financial,

}.Lq-choln;:ical and social consequences in mind.

'5I98.4

l" The Do's and Don's of Laying off or Terminaling Employees

Consulting firms offer the following advice for leling employees {hal they will be laid off

Do's

Dont's

a Give as much waming as possible for
mass layoffs

e Sit down one-to-one with the individual
in a private office a

e Complete the firing session quickly

s Prepare the individual who is being
asked to leave to cope with his emetions
e Offer written explanations of severance
benefils

s Provide outplacement assistance away
from company headquarters

e Be sure the employee learns aboul the
layoff from a manager, not a colleague
e Appreciate the conltributions made by
the employee — if Lhey are appropriate

Don't leave the room, creating confusion Tell the
employee tha! he or she is laid off or lerminated.

Don'l allow time for debate

Don't make personal comments; keep the
conversation professional

Don't rush the employee off-site unless security
is really an issue

Don't fire people on important dates (birthdays,
anniversary of their employment, the day their
mother died, elc)

Don't fire employees when they are on vacation
or have just returned

Employees who continue to work with the
company should nol be ignored. They are as
vulnarable to the changes as the ones being let go

(S. Alexander, The Wall Stroel Journal 81, 1991, Also see "Easing the Exi, B. World, 19 2003) |

Retrenchment: Retrenchment is the permanent termination of an employee's services due to
economic reasons (such as surplus staff, poor demand for products, general economic slow down,
et.) It should be noted here that termination of services on disciplinary grounds, illness, retirement,
winding up of a business does not constitute retrenchment. In respect of organisations employing
100 or more persons, the I ndustrial Disputes Act, 1947, makes it obligatory for the employer to give
advance notice or pay equivalent wages before the actual lay off date. To claim 50 per cent of basic
wages plus dearness allowances, the workman (who is not a casual worker, whose name appears on
pay roll, who has completed 12 months of continuous service) must present himself on each working
day at the appointed time inside the factoryfoffice premises during the lay off period. If necessary,
he might be asked to report a second time during the same day. While laying off workman, the
employer is expected to follow the first-in-last-out principle. He should give preference to such
Workmen if he advertises for re-employment against future openings. The employer has to give

‘:r“'l\i-‘e months’ notice before retrenching the worker and get prior approval from the government as
ell,
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activives on behalf of these companies’ VRS packages. ' e

TISCO are trying to come oul with more attraclive

Jan 7-21, 16886 pp 784.288

e  Design a severance pa
ressurp tachics 10 inlimidate y@

. Never use p
losed down its polyester sla

Saurce. Business Indid ? . .
| o retrenched/laid ofl may have difficulty in finding g
ditions are adverse. There might be a demand for certajy
alternative job if the market concitin: kilis. but the retrenched employees may not have
category of employees possessing multiple skiks, =T ffer training in such skill,
. marketable skills’. To fill this vacuum, some organisations otter tr g .

hoe a— : i i itable job elsewhere. Outplacement assistance
and assist the retrenched employees in finding a suitable) find a job’ (Day
includes ‘efforts made by employer to help a recently separate@ WDrkGI: ind a) 7 ‘ﬂl,
p.269). Apart from training, some multinational firms offer assistance 1n the fornil of paid
leave, travel charges for attending interviews, search firm charges, warving bond requirements
to the retrenched employees, Bank of America has given a ‘fat sum’' as liberal retrfanchmem
compensation running into several lakhs of rupees to all eligible retrenched officers in 1998, It
has also held counselling sessions for those officers on issues such as how to repay their car/
house loans, where for invest their money, etc. Search firms were also hired to find suitable
employment. When the downsizing effort stabilised, Bank of America had even extended the
former employees’ a ‘warm welcome back home!’ Such outplacement assistance, in whatever
form it is available, assures the remaini ] ) il |

a . ing employees of the management’s commitment towards
their welfare if a further downsizing ever happens to tak :

ppens to take place in future.

iub|,8_6

| Merils and Demerils of Ovulplacement
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Chapstes B Placement, Induction, Internal Mabality and

gion, the employee

resorted to only after a proper inquiry has been conducted. During suspen .
ployee are serious

jves a subsi ,
I‘t‘f-‘cd' 'bl;‘ﬂl-'!ﬂm allowance, If the charges ngninat the suspended em
and are proved, suspension may lead to terminntion nlso,

piachﬂrf‘f' t:'::nf ff:‘ﬂ_mtuu:;l: Dismissal is the terminntion of the porvices of nn employee asa punitive
measure for g ﬂ; nncn.nl uct. l)mnh_nrgu- also meann termination of the servicea of an employee, b
1ot necessarily as o punis iment. A discharge does not arise from a single, irrational act. There coul
pe many reasons for it such na:

bles.'?

{ e
Reasons for Discharge [
® Inebriation and alcoholism . Dishonasty
|

® Wiltul violation of rules . Violent and aggressive acls
» Carelessness . Inefficiency
. Insubordination . Unauthonsed absence from duty for a long time
® Physical disability

== -

ﬁﬂﬁarge"dismissal is a drastic measure seriously impairing the earnings potential and the image of an
gmployee. 1t should be used sparingly, in exceptional cases where the employee has demonstrated continued
ineiciency, GTOsS insubordination or continued violating rules even after several warnings. Before
gicharging the employee, advance notice of the impending danger must be given and the reasons of
gischarge must be stated clearly. The employee should be given the opportu nity to defend himsell. If the
_cunds under which an employee has been discharged are not strong enough, there should bea provision

#or reviewing the case. In any case, the punishment should not be out of proportion to the offence.

Terminology

+ Placement: Actual posting of an employee to a specific job - with rank and
toit.

Induction: Introduction of a person to the job and the organisation.
recruit begins to understand and accept the

responsibilities attached

+ Socialisation: The process through which the new
values, norms and beliefs held by others in the organisation.
an experienced employee is asked to show the

s  Buddy System: An orientation programme where
r the supervisor and answer the newcomer's

new workers around, conduct the introductions fo
questions.

v Internal mobility: The lateral or v

*  Transfer: Employee movement that occurs when an employee is moved from one job to another
that is relatively equal in pay, responsibility and/or organisational level.

ement from current job to another that is higher in pay, responsibility

ertical movement of an employee within an organisation.

*  Promotion: Employee mov
and/or organisation level.

*  Demotion: Employee movement that occurs when an employee is moved from one job to another
that is lower in pay, responsibility and/or organisntional level.

ard movement based on superior performance in the present

' ‘_"f;"if based promotion: An Upw
job,
' Separation: A separationisa decision that the individual and the organisation should part.

' Resignation: A voluntary separation initiated by the employee himself.
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HR policies aro jointly developed and Implemented by HR and operaling managars
HR puts focus on quality, customer sarvice, employsea involvemenl, teamwork and productiviy

i HRM strategies and practicos are in lune wilh employes sxpectalions, cuslomer nensda and changing compatitrva requitements
To be effective. HR stralegies must fit with overall organinational siralegies, tha environmant in which tha firm I8 oparat
H i

unique organisational characteristics and organisational capabililies (G Mnjia ol al ) >

Serategic Human Resources Management

o

SHRM is {he pattern of planned |m1_nnn resource developments and activities intended to enable an
organisation to achiove its goals IWru;ht n‘ml McMahan). This means accepting the HR function as a
strategic partner in both the l'ur‘n'l_u_Tnl ion n_l the company's strategic, as well as in the implementation of
those activities through HR activities. While [ormulatling the strategic plan HR management ean play a
vital role, especially in identifying and analysing external threats and opportunities. (Environmental
ccanning) that may be crucial to the company’s success, [HHR management can also offer competitive
intelligence (like new incentive plans being used by competitors, data regarding customer complaints
etc.) that may be helpful while giving shape to strategic plans. HR function can also throw light on
company's internal st rengths and '.!.:en]cnesses. For example, IBM's decision to buy Lotus was probably
prompted in part by IBM's conclusion that its own human resources were inadequate for the firm to
reposition itself as an industry leader in networking systems (Dessler). Some firms even develop their
ctrategies based on their own HR- based competitive advantage. Software Majors, Wipro, TCS have not
slowed down their recruitment efforts during the lean periods, pinning hopes on their own exceptionally
talented employee teams. In fact they have built their strategic and operating plans around outsourcing
sourcing contracts from US, Europe, Japan and Germany-which would help them exploit the capabilities

of their employees fully.
HR has a great role to play in the execution of strategies. For example, HDFC's competitive strategy is to
differentiate itself from its competitors by offering superior customer service at attractive rates (searching
the right property, finishing legal formalities, offering expert advice while negotiating the deal, competitive
lending rates, fast processing of applications, offering other financial products of HDFC at concessional
rates, door-to-door service as per customers' choice etc. (HDFC's growth architecture, Business Today,
Jan 6, 2001). Since the same basic services are offered by HDFC's competitors such as LIC Housing
Finance GIC Housing Finance, banks and private sector, players like Dewan Housing Finance, Ganesh
Housing, Live Well Home, Peerless Abassan etc. HDFC's workforce offers a crucial competitive advantage
(highly committed, competent and customer-oriented workforce). HR can help strategy implementation
in other ways. It can help the firm carry out restructuring and downsizing efforts without rubbing
employees on the wrong side- say, through outplacing employees, linking rewards to performance, reducing
welfare costs, and retraining employees. HR can also initiate systematic efforts to enhance skill levels of
employees so that the firm can campete on quality.
Globalisation, deregulation and technological innovation have- in recent times- created the need for
rather, faster and more competitive organisations. Under the circumstances, employee behaviour and
performance is often seen as the best bet to push competitors to a corner and enhance productivity and
market share. HR practices build competitiveness because they allow for strategic implementation, create

a capacity for change and instil strategic unity. i

Traditional HR Versus Strategic HR

SHRM realises that people can make or break an organisation because all decisions made regarding
finance, marketing operations or technology are made by an organisation’s people. So it accords highest
Priority to managing people and tries to integrate all HR programmes and policies with the overall corporate
strategy. It compels people at all levels to focus more on strategic issues rather than oPE"“'-I'-’;‘,aI lsg::l'
ion.

More importantly, it believes that there is no best way to manage people in any given organisa
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within a given industry, HR practices can vary extensiv : med co
such a flexible approach, SHRM tries to develop a consistent, aligne

] 3 N [ 1c O
and policies to facilitate the achievement of the organisations strategic

figure 1.2 /’—/’/—‘

"| The evolving Strateglc Role of Human Resource Management

Strategic focus

change agen!

Stralegic parnner

Employee champion

Syslem

Administrative expert

Operalional focus J
e ————

HR's focus on employee relations, to partnersh-lps
ng people is more systemic with an understanding

Strategic HR shifts attention, as against the traditional

with internal and external groups. The focus on managi : 3 ;
e ationships
of the myriad factors that impact employees and the organisation and how to manage multiple relati p

to ensure satisfaction at all levels of the organisation, Strategic HR is transformational in nature, in that
it helps the people and the organisation to adopt, learn and act quickly.” It will make sure that c.hange
initiatives that are focused on creating high performance teams, reducing cycle time for innovation, or
implementing new technology are defined, developed and delivered in a timely way" (ULRICH, 199§}.
Strategic HR is proactive and considers various time frames in a flexible manner. Likewise it permits
employees to process work and carry out job responsibilities in a free-flowing way. Rather than being
enveloped by tight controls and excessive regulations, operations are controlled by whatever is necessary
to succeed, and control systems are modified as needed to meet changing conditions, Joh design is organic,
specialisation is replaced by cross training and independent tasks are replaced by teams, encouraging
autonomy at various levels. Above all, strategic HR believes that the organisation’s key assets are its
people. It realises that an organisation can have competitive edge over its rivals if it is able to attract and
retain knowledge workers who can optimally utilise and manage the organisation’s eritical resources, In
the final analysis people are the organisation's only sustainable competitive advantage [Pfeffer, 1994].
While running the shﬂw,.strateglc HR, of course, argues that any individual in an organisation who has
respansibility for people is an HR manager, regardless of the technical area in which he or she works. (see
Table 1.1) Strategic HR offers three critical outcomes; increased performance, enhanced cuslomel: and
employce satisfaction and increased shareholder value. These outcomes are accomplished th I
effective management of staffing, retention and turnover processes, selection of employees that rrou_g' 1
both the organisational strategy and culture, cost-effective utilisation of employees through i il
in identified human capital with the potential (or higher return; integrated HR Prn. ug 1nveatn}e'nt
that clearly follow from corporate strategy; facilitation of change and adaptation thzglh"}“:;:!‘fglpohmes
dvnamic organisation; and tighter focus on custo : a llexible, more
y. B g mer needs, emerging markets and quality. (See Figure

1.3)

History of Personnel/Human Resource Management ( P/HRM)

The field of P/HRM as it currently exists, represents a crystallisation )
contemporary factors: of a variety of historical and

1 : During thi . :

1. Theindustrial revolution g this period machines were bro -
pmgresa;jabs were more fragmented th:ra the worker did only a s::fllllt in; technol
 gpecialisation increased speed and efficiency but left workers with dy

. ORY made rapi
portion of the tota] job; al:-ﬁ

I, boring and monotonousg

e L T T e .
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[ Tradilional MR versus Stralegic HR

Polinl of distinction
Focun

Tradilional HR

Strategle MR ]

Role of HR

Inftintives
Time horiron
Control

Job design

Key invesimants
Accountability
Responsibility for HR

Employes Ralations

Trannactional changa Ioliower
and respondan|

Slow, roaclive, fragmanted
Shorl-larm

Aureaucratic-roles, policies,
procedures

Tight division of labour,
independence, specialisation

Capilal, producits
Cosl cenlre
Stafl specialisis

Patlnarships wilh Iintarnal ang
artnrmal cusinman

Transtarmational change leader and
initiatee

Fasl, proactiva and intagrated
Short, medium and lang (a3 required)

Organic-Nlexble, whalever g
necessary 1o succend

Broad, Nexible, crosstraining teams

People, knowledge

Investment centre
Line managers

l

—

jobs. Workers were treated like ‘glorified machine tools'. Employers were keen to meet production
targets rather than satisfy workers' demands. Government did very little to protect the interests of

workers.

9. Scientific management: To improve efficiency and speed F W Taylor advocated scientific
management. Scientific management is nothing but a systematic analysis and breakdown of work
into its smallest mechanical elements and rearranging them into their most efficient combination.
In addition to the scientific study of the task itself, Taylor argued that individuals selected to perform
the tasks should be as perfectly matched, physically and mentally, to the requirements of the task as
possible and that overqualified individuals should be excluded. Employees s‘huuld also be trzuned
carefully by supervisors to ensure that they performed the task exactly as specified by prior scientific

ligurel.S

ﬁA Model of Strateglc Human Resources Management (adopted from Mello)

External Environment

pans regulaling

e Compelilion

e Government Policy
e Technology

e Market Trends

@ Economic Faclors

Employment

Y

:

Corporale
Strategy

Business
Strategy

L
h

internal
Environment

Culture
Structure
Policies

Skills

Past Stralegy

HR Strategy

# HR Planning

s Design of jobs and
work systems

e \What workers do

@ What workers need

e How jobs inlerface
with others

HR information
systems

Qutcomes
~-Procurement
e Incruased
-Deavealop- performance
menl
e Customer
-Perfor- Satsfaction
mance
Manage-
ment e Employee
Satisfaction
~Compen-
satian e Enlteranced
Share-
halder Value
-Labour
relations ]
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rovide
analysis. A differentinl piece rate system wis nht.n advoented hy:‘::_yﬂlur top
employees to follow the detailed procedures apecified hy supervi ' candendish of employers
: . dntive Llendencit
1.1.hl‘l.7‘l’|‘“l" 1 10 imprn\fﬂ the lot of

o protect agnine
pn throngh un
[ving the gri

iona, Unions Lriee rhing

pvaneos of workers reloling to wo

Trade unionism: Workers joined hinnds
and the prohibitive, unfair [nhour practic
workers Lhrough collective bargnining, rosol
conditions, pay and benefits, diserphinary actions, ele.

[horne experiments contlt
trated that employ
yer in which employe
uman re

seted by Elton Mayo
ee productivity was
sl WETE rewarded
lations movement

Human relations movement: The famous Taw
19308 and 19108 demons

and his Harvard colleagies durng
i nnd Lhe manr

affected not only by the way (e Job wns :!vnigl;u-t‘ iy e e
: y «ial and psychological faclors n8 Wetk » hu :
e o i tmplorae i ; technigques in industry for the first time

led to the wade scale 1mp?munntntim1 of behavioural science Ny
. Bl w Crs

which included supervisory (ratning Programmes, emphasising support and concern for wor : i
s 3 ‘ ' '

programmes to strengthen the bonds between Iabottr and management and counselling proijl.{ram_ e;
wherehy employees were encouraged to discuss both work and personal problems with traine

counsellors. The movement was also influenced by the Erowing strength of unions during the late
1230s and 1940s. The rise of unionism durin he passage of the Wagner Act

g this period was ductot _
which gave workers the legal right to bargain collectively with employers over matters concerning,
wages, job security, benefits and many other conditions of work.

g early 60s the 'pet milk theory’, (advocating that
Ik ) of human relationists had
their own way — having
y complex individual

Human resources approach: However, durin
happy workers are productive workers or happy caws give more mi

been largely rejected. Recognising the fact that workers are unique in
individual needs. It was recognised that each employee is a unique and highl
with different wants, needs and values. What motivates one employee may not motivate another

;nd being happy or feeling good may have little or no impact on the productivity of certain employees.
lowly but steadily, the trend towards treating employees as resources or assets emerged.

'nfle Hgman Resou:_~ce ,_approach assumes that the job or the task itself is the primary source of
imndj‘. %dzn' m‘]d motivation to empl_n?rer:s ... The emphasis in the human resource approach is on
ndual involvement in the decisions made in the organisation”. In addition, this approach

emphasises the following things.
®  People do not inherently dislike work i i '
e s y work and if they are helped establish objectives they want to

e  Most people can exercise a .
LEeLE great deal more self- i ;
required in their current jobs (Theory Y). direction, self-control and creativity than are

®  The manager should create a healthy envi
: e environment wherei su i
) Wherein all subordinates can contril
the bu; of their capacities. The environment should prnu'deua heal hl t[r ibute to
convenient place to work, 1 thy, safe, comfortable and
’ an

will lead tq direct
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Chapter 1 The Suategic Bole of Human Resources Management @ I

thinking, about the role of the manager, the nature of organisations and the hehaviour of an individual
within an organisation,

E‘.olution of the Concept of IRM

The early pm?ld:{ lh:r:‘m:-i:;w faw n coneern for improved efficioncy through careful design of work.
puring the m; pp . H“ 1o century emphansin shifted 16 the availability of managerial personnel and
mployee productivity. Recent deeaden have focused on the demnnd for technienl personnel, responses to
oW legislation and povernmentnl

regulations, incrensed concern for the qunlity of working life, total

pahity management and a renewed emphnsis on productivity, Let us look into these Lrenda mare closely by
pxamining the transformation of personnel function fro

L

m one stage to another in a chronological sequence:
yable 1.2
[ gvolution of the Personnel Function |
Concept What Is it all about?
The Commeodity concepl

Labour was regarded as a commodily to be bought and sold Wages were
based on demand and supply Government did very Iitle 1o prolect warkers.

Labour is like any other factor of production, viz, money, matenals, land, etc
Workers are like machine lools

The Factor of Production concept

The Goodwill concept

Wellare measures ke safety, first ald, lunch room, rest room will have a
positive impact on workers' productivity
The Patemalistic concept/

_ Managemen! must assume a falherly and protective attitude lowards
Patemalism employees Palemnalism does not mean merely providing benefits but e means

salisfying vanous needs of {he employees as parents meet the requirements
of the children.

The Humanitarian concept To improve preductivity, physical, social and psychological needs of warkers
mus! ba mel. As Mayo and others stated, money is less a factor in determining
outpul, than group slandards, group incentives and security The organisation
15 a social syslem that has both economic and socal dimensions

Employees are the most valuable assets of an organisation There should be

a conscious effor to realise organisational goals by satistying needs and
aspirations of employees,

The Human Resource concepl

The Emerging concepl Employees should be accepled as parners in the progress of a company.

They should have a feeling thal the organisation 15 their own. To lh'r.'.. end,
managers musl offer betler quality of working life and offer opportunities lo

people to exploit their potential fully. The focus should be on Human Resource
Development

Growth in IndiaS

Early phase: Though it is said that P/HRM a discipline is of recent growth, it has had it.s origin c!nt'mg
back to 1800 B.C. For example: the minimum wage rate and incentive wage plans were mcludefi in the
Babylonian Code of Hammurabi arournd 1800 B.C. The Chinese, as early as 1;550 B.C. had originated
the principle of division of labour and they understood labour turnover even in 400 B.C. The span of

management and related concepts of organisation were well understood by I_Vinges around 1250 B.C. and
the Chaldeans had incentive wage plans around 400 B.C. Kautilya, in India .gm his book :mt@)
made reference to various cancepts like joh analysis, selection p ures, exccutive development, incentive
system and performance appraisal.

Legal phase: The early roots of HRM in India could be traced back to the period after 1920, The Royal
commission on labour in 1931 suggested the appointment of labour officer to protect workers' interests

and act as a spokesperson of labour. After Independence, The Factories Act 1948, made it obligatory for
factories employing 500 or more workers.
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12 ® Humsn Resource Management

table 1.3 /”—'\
| Responsibiiities of the Wellare Officer w_-
s the ploneering IGQI:. ‘:espansfb“'”"" are:

ich wa
2 F-.:1nne;::l.c;f;%r‘r':mmmb““m for them Thes
o

The model rules framed under (R
appointment of Welltare Officars, hiad lad d

1 Supervision of
(a)  Satety health and wolfaro prog
under law or oltherwise
(b)  Working of jont commilees,
(¢) Grant of leave wilh wages as provided and
(d) Redressal of workers' gnevances
2. Counselling workers In
(a) personal and tamily problems,
(b)  adjusting to the work enyironment and
(c) understanding nghts and privileges
3 Agvising lhe management in
(a) formulating labour and wellare policles,
(b)  apprenticeship-lraining programmes,
(c) meeting the stalutary pbligation lo workers,
{(d) developing fnnge benefits and
(s) workers' education and the use of communicalion me

ed
m nmes !I..Il:h as |Iﬂulil g lecraahn“l ’““"s“o" !ENIMI as plo'ﬂd
+ [

dia.

4, Liaison
(a) with workers so as (o
()  understand various limitations under which they wark,

(i) appreciate Ihe need for harmoniaus industnial relations in the plant,
(i)  Interprel company policies to workers and
(iv) persuade them lo come fo a ssltlement in case of a dispute.

(b)  with the managemenl so as to
()] appreciate the workers' viewpoinis in various maliers in the plant,
(i)  intervene on behall of the workers in matters under consideration of the managem
(i)  help differant departmental heads lo meet their obligations under the Acl,
(iv) maintain harmanious industrial relations in the plant and
(v) suggesl measures for promoting the general well-being of workers.

(c) with workers and the management 50 as to
(i)  mantain hammonious industnal relations in the plant,
(i) have the way for prompl redressal of grievances and the quick settlement of disputes and

(i) improve the productive efficiency of the enterprise.
(d) with oulside agencies, such as

()  factory inspectors, medical officers and olher inspectors for securing the people by
enforcement of various acts as applicable to (he plant and

(i)  other agencles in the community, with a view ta helping workers to make used of community
services.

“I'n view of legal compulsions and the enumeration of duties the entire :
. : approach of or i
their per_sonnel was to F-nmply w;th the laws and keep the welfare ofﬁcerl: busy withglizl;ztlt}ns tt:}varc&
Meanwhile two profesgmnal bodies, viz., the Indian Institute of Personnel Management (II}:.e unctions
and the National Institute of Labour Management (NILM) Mumbai have °°megintoe2xist M) }{D:};Et;a
ence in 3.

Welfare phase: During the 1960s the scope of personnel function h
welfare, participative management, industrial harmony, etc. “In this
of the West had also had its impact on Indian organisations” T};
way to harmonious industrial relations and good HR practices,

ent,

as expanded a bit, covering labour
permc!, tl.'ne human relations movement
e legalistic preoccupations slowly gave

Development phase: In 1960::1 and 70s the. HR professionals focused
human resources. The emphasis was on striking a harmonjgyg more on developmental aspects of

& balan
orgmliaat.ional requirements. HRD has come to occupy a centre stagzeai?\:efﬁnsziz{eef?manda and
of discussion ir
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C hart 1.1
| Funchons of P/HRM (See Chapler 2 for explanation)

|

L me ralive FunctlcliJ

Managenal
functions: |
Procuremeni | Development: Motnvalion and Maintenance: | Integration: Emarmging Issues.
Compensation'
Gnevances & Personnel
Job Analysis | Training Job design Health records
- Planning
Discipline
HRplanning | Executive Work scheduling | Salety . ::clTan
development
Teams and
leamwork
- Orpanising Recrutmenl Motivation Wellare + Personnel
Career planning research
Collective
i bargaining
Selection Job evaluation Social )
Succession security = HA accounting
Drirectng i Participation
- anni
Placement planning Performance and * HRIS
potential appraisal
Empawerment
Human resources e Job slress
Induction development
stralegies Compensation :
— Controlling administration radeunions | Counseling
Intemal
mlﬂ)" E Brs’ ” .
fncanlli-.raa asslociiatlons + Menlonng
benefils and
services
|
Indusirial * \ntemational
relations
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Chapter 2 Penonnel Managemeni: Functiom, Pelicies and Roles @ 29

L is concerned mostly with managing human resources nl work.

Personnel management is the contral sub-system of nn organisation and it permeates all types of
functional management viz., production management, marketing management and financial

management.

[’ersomml management aims at gecuring unreserved cooperation from all employees in order to

¥ attain pmduturminod goals.

Looking at the comprehensive nature of the lunction, most writers prefer to use the term in a hroad way.
[n this book the terms Personnel Management and HRM have been used synonymously signifying “a set
n all organisations intended to influence the cf] setiveness of human resources and

" (Glueck). Of all, the most comprehensive definition has been advanced by a renowned
agement which has to do

0 qetivities 1
rgam'sarfnm:'
scholar, Michael Jucius, who defined personnel management as a field of man

with planning and controlling various operative functions of procuring, developing, maintaining and
ytilising a labour force, such that the: (i) Objectives for which the company is established are attained
economically and effectively; (ii) objectives of all levels of management are served to the highest possible
degree; (iii) objectives of the community are duly considered and served.

y Personnel/Human Resource Management — Functions =

—

p/HRM is concerned with two sets of functions, namely — managerial functions and operative functions.
Managerial Functions

The basic managerial functions comprise planning, organising, directing and controlling.

e Planning: This function deals with the determination of the future course of action to achieve

desired results. Planning of personnel today prevents crises tomorrow. The personnel manager is
expected to determine the personnel programme regarding recrpitment, selection and training of

employees.

e Organising: This function is primarily concerned with proper grouping of personnel activities,
assigning of different groups of activities to different individuals and delegation of authority. Creation
of a proper structural framework is his primary task. Organising, in fact, is considered to be the
wool of the entire management fabric and hence cannot afford to be ignored.

e Directing: This involves supervising and guiding the personnel. To execute plans, direction is
essential for without direction there is no destination. Many a time, the success of the organisation
depends on the direction of things rather than their design. Divection then consists of motivation
and leadership. The personnel manager must be an effective leader who can create winning teams.
While achieving results, the personnel manager must, invariably, take care of the cancerns and
expectations of employees at all levels.

e Controlling: Controlling function of personnel management comprises measuring the employee's
performance, correcting negative deviations and industrial assuring an efficient accomplishment of
plans, [t makes individuals aware of their performance through review reports, records and personnel
audit programmes. It ensures that the activities are being carried out in accordance with stated

plans.

Operative Functions

The operative functions of P/HRM are related to specific activities of personnel management, ViZ.,
employment, development, compensation and industrial relations. These functions are to be perform'!?d

in conjunction with managerial functions.
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Job analysis: 1L 18 the proe
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responsibilities pertaiming

-
Human resounys planning.
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will have an adequate numbert :
which would meet their needs Al

ing for

Recruttment: [t 1s tho procoss of searching
jobs 1n the organisation. | |
l W ascortnining qlm]lﬁ(‘.‘t-lf..mnﬁ, e
brai ng hig/her suitability Lo he ]
fit, matching

I involved.
imulating them to

i

. fquah
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gkill and knowledge of an

pxperience ]
phin question.

he employee's qualifications,
anager's responsibility

ni.
apply for
Qolarzon. 1t is the process QLS

w o appr:llsl

it‘ »
apphcant with avie 2600
v Placement: It 1s the process that ensures 4 d (Ter. It isthe pcrsnnncl m
experience, skillsand interest with the joh on "I o
to position the nght candidate at the right level. | sl . i mow emploge
: - i d orientation are Lec 81 e
wi. [Induction and oricniafion: Inductlf:il;nﬁ_:: ond - troduced to the practices, p?IICI'!zs, a_nd P'?‘Oll_'lle.
wi o hich define and drive the organisation, 1Ls mission

is rehabilitated in hisn 1din
He must be acquainted with the principles W
czatement and values which form its backbone.
wi. Inzernal Mobility: The movement of employes fro
promotions is called internal mobility. Some employees 'I
reasons leading to resignation, retirement and even terminatior
as external mobility, In the best interest of an organisation and its employees,
should be guided by well-conceived principles and policies.
Development: It is the process of improving, moulding, changing and developing the skills,
knowledge, creative ability, aptitude, attitude, values and commitment based on present and future
requirements both at the individual's and organisation’s level. This function includes:

Treining: Training is a continuous process by which employees learn skills, knowledge, abilities

L
and attitudes to further organisational and personnel goals.
Erecutive development: It is a systematic process of developing managerial skills and capabilities

b to another through transfers and

m one jo :
due to various

eave an organisation
ation. These movements are known
such job changes

through appropriate programmes.

™ careemr P[i;t;nnfng and development: 1t is the planning of one's career and implementation of

It fﬂ s by means of education, training, job search and acquisition of work experiences
inchudes succession planing which implies identifying developing and trackisig key)i?:dj\"[duals-

for executive positions
iv. Human resource development: HRD aims at d i
. ) : eveloping th s e
er to further both

individual and organizational goals,

. fpati d < It
? m‘;ﬁg ﬁsou;”:ﬁztz’;??-tl!' '8 @ process which inspires people to o :
) . L nirinsic (achievement, recogniti Ple Lo give their best to the
(job design, work scheduling, appraisal based incen iR reerd 1on, responsibility) and extrinsic
ras.

i.  Jobdesign: Organising tasks, and responsibili;
. f ! ilities tow .
b design. The mai ) ' Lowards ha ,
::il :;zireminw of an :r;aﬂlilsr:tc;:“mb design is to integra:::i: g;::: Cl}lve unit of work is
. of'employers to suit

e ——— e
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ii. Work scheduling. ianti
#: Organisationa must realise ()
emipliises b, ' . realire the importance of ncho
work :usignn::utgh JPh enrichment, shorter work weekn I‘Ir-.:ti-I.lmvh:rL:ri:R e e
Rt this e .n‘s. ]‘JI‘I])](‘I}'(‘N’, need to be challengod sl work and t:ht- joh :r“ﬂng s
3 ©. Work scheduling in nn nt lempt to atnicture work inct-)rpnrnl.,rn” T;HHL % Shn
' INg Lhe physica)
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4 1 I ] I L] 'll | ' " L&) i
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!II\ o lI‘f‘l.‘vJ.l.i' ]:Il'l‘l|lll! |.h||’”uh I)I ”’“.‘l ]y Hliminlﬁt{,'red Tew d
ards

Motivation: Combinin
of motivation, People 1
high level. Managvera penerally
(financial as woell as mm-f‘mniwiul}.

iii.

iv. Jobevaluation: Organisationa formall i
: satic Y determine the value of § h i
e:::hmtmn. .l:f]ll:.evﬂ[un.tmvf is the systematic process of detnrminji:;t ﬁ?r::;f::r;ff:f? n}t;JIC‘Ih |
order to esta ish which _!ulm. should be pnid more than others within the 0;' anis : Hifev
evaluation helps to estahlish internal equality belween varinus johy TR
ce has been selected for a Job, has heen trained to do

it and ]1_:15 worked on it for a period of time, hig performance should be evaluated. Perf
em]uat!on or ﬂppl’ﬂlﬁﬂl.] is the process of deciding how emplayees do tl';r:'irjoha ‘It.is a r::::t?an::;mf
evaluxftm.g the behaviour of employees at the workplace and normally ir;cludes b;xth t}?
quanlnfatn'e and qualitative aspects of job performance. It is a systematic and objec‘tive wa c:‘
evaluat}n:.; work-related behaviour and potential of employees, It is a process that involi::ea
determining and communicating to an employee how he or she is performing and ideally,

establishing a plan of improvement.

Performance appraisal: After an employ

The appraisal process consists of six steps: (1) establish performance standards with employees;
loyee); (3) measure actual performance; (4) compare

(2) set measurable goals (manager and emp
actual performance with standards; (5) discuss the appraisal with the employees and (6) if

necessary initiate corrective action.
vi. Compensation administration: Compensation administration is the process of dividing how
much an employee should be paid. The important goals of compensation administration are to
design a low-cost pay plan that wil attract, motivate and retain competent employees-which is

also perceived to be fair by these employees.

vii.. Incentives and benefits: In addition to a basic wage structure, most organisations nowadays
offer incentive compensation based on actual performance. Unlike incentives, benefits and
services are offered to all employees as required by law including social security, insurance,
workmen's compensation, welfare amenities etc))Organisations have been offering a plethora
of other benefits and services as well as a means of ‘sweetening the pot’. (employee stock

options, birthday gifts, anniversary gifts, paid holidays, club membership)

Maintenance: It aims at protecting and preserving the physical and psychological health of employees

4.
through various welfare measures.

i.  Health and safety: Managers at all levels are expected to know and enforce safety and health
standards throughout the organisation. They must ensure a work environment that protects
employees from physical hazards, unhealthy conditions and unsafe acts of other persc_mnel.
Through proper safety and health programmes, the physical and psychological well-being of
employees must be preserved and even improved.

amenities and facilities offered to

ii. Employee welfare: Employee welfare includes the services, i . :
employees within or outside the establishment for their physical, psychological and social wel
1l included in the

being. Housing, transportation, education and recreation facilities are a

employee welfare package.
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Clapter 2 Penonnel Managemeni Functions, Peliciey and Roley @ 33

Emerging issues: Effective mannagement of humnan resources depends on refining [IRM practices
to changing conditions, Hence the need to ook at other important issues that can molivate people to
give their best in a dynamie and ever-changing environment.,

i.  Personnel records: Personnel records such ns papers, Nles, eards, enssettes and Hlms are
maintained to have tangible

record of whanl is netunlly happening in an organisation and to
formulate approprinte HR policies nnd programmes (hased on historie

al records, actual experience

and future trends) from time to time.
ii. Human resource audit: Hlaman resource nudit refers Lo an o
policies, procedures and practice

measures the effectiveness of pe

xamination and evaluation of
s to determine the effectiveness of 11 RM. Personnel

audit (a)
rsonnel programmes and practices and (b) determines what
should or should not be done in future.

iii. Human resources research: It is the process of eval

uating the effectiveness of human resource
policies and practices and developing more approg

yriate ones.
iv. Human resources accounting (IRA): It is a measureme
resources to the organisation. Human resource m

nt of the cost and value of human
and contribution in any organisation is more thar

anagement 18 said to be effective if its value
1its cost.

Human resource information system: HRIS is an integrated system designed to improve the
efficiency with which HR data is compiled. It makes IR records more useful to the management
by serving as a source of information.

vi.  Stress and counseling: Stress is the psychological and physical reaction to certain life events or
organisational level, stress results in burn out, substance abuse in the form of
alcohol or drugu

se/dependence reduced job satisfaction, increased absenteeism and increased
turnover. Companies, therefore, are closely looking at what should be

physical and mental well being of employeces through proper coun

done to promote the
development programmes.

seling and employee
vil. International human resource management: International business is important to almost every
business today and so firms must increasingly be managed with a clear global focus. This of
course, poses many challenges before managers including coordinating production, sales and
financial operations on a worldwide basis. International HRM pla
number of responsibilities and functions such as relocation, orient

ation and training services
to help employees adapt to a new and different environment outside their own country.
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