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UNIT 1 HUMAN RESOURCE .
| DEVELOPMENT : AN OVERVIEW

Objectives
After going through this unit, you should be able to ;-
® define HRD; - B
~® distinguish HRD instraments; ; :
® processes and outcomes of HRD mcchani_gms;__an'd .

® highlight the trends in HRD practices. , -

Structure
Introduction
What is HRD? o

Why HRD? . ' S : _
HRD Mechanisms, Processes and Outcomes oo
HRD Instruments : Trends P o
HRD in Other Sectors
HRD Issues '

An Overview of HRD Practices : Trends N\
Summary o . : TN

1.10  Further Readings o :
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1.1_INTRODUCTION

In the field of Management Sciences, 1980s. can be called as a decade of computers
and HRD. 1990s are likely to continue to be a decade of new technologies in every

field including human resources. It is well recognised everywhere that human =

- competency development is an essential prerequisite for any growth or development

- effort. Research, experimentation and experience in the field of HRD has grown -
eenormously in the last decade. Many organizations have set up new departments

- known as “HRD Departments” which symbolise the recognition of importance of:

people’s competency development. These departments have done remarkable work ™

in attempting to find out new ways of developing employee competencies. In addition
to the well known mechanism of training, experiments are being undertaken to use -
pcrformance appraisals, p ptential appraisals. feadhack and caimealline mwmaataeion




' -::umﬂ_ﬂmu{w Development : in addition t& using a variety of mechanisms to develop Human Competencies,
Strategies. Design and Eaperiences T P o :
organizations have started enthusing supervisors, line managers, top management, -
. union leaders and other categories of employees 10 recognise their respective roles
in developing their own and their subordinates competencies. W}lile there is a lot of
progress in the field of human resource development in the last one decade, there is
2 lot more that needs to be achieved . Last ten years efforts have largely been limited
1o lasge size industry and profit sector. Even here executive degvelopment was
focussed much more on executive development rather than warker/tabour _
development. Service sector industry and government systems still treat HRD as -
synonrymcus with training. A lot more work (and a lot morg) and| experimentation is
needed. - :

This course on HRD attempts 1o create a conceptual background required to
—ugﬂ_fwi-:&c any activities to facilitate and manage the HRD funFtion in any

1] . - + + [ . - . )
Y orfammlmn. This unit in particular aims at presenting an overiwcw of HRD.,

} Dale.camn e Y - ---"‘Lz WHAT [S HRD? . !

. .
C‘n o R— ..-.n”--..-u-b.an.m

R D is the ;Srocess of helping people to acquire competencies. In an organizational
? context HRD **..... is a process by which the employees of an organization are helped
in a continuous and planned way to: o : |

wed to perform various functions associated
ies |

® acquire or sharpen capabilities req
with their present or expected

2 develop their general capapiting
potential for their own 2 '

® develop an organizagi Mfure in which supesvisor-subordinate refationships,
team work, and coll ion among sub-units are strong ahd contribute to the
professional w ing, motivation, and pride of employees.” '

@ HRD proces itated by mechanisimes (instruments v. sub-systems) like
perfor ¢ appraisal, training, organizational d_evclopmen1|(0D), feedback and
coun%areer development, potential development, job rotation, and
rewards, ' ' :

© Employees are continucusly helped to acquire new competerjcies through a process
of performance planning, feedback, training, periodic revielw of performance,
assessment of the developmental needs, and creation of development
opportunities through training, job rotation, responsibility definition aad such
other mechanisms. : -

1.3 WHY HRD? - |

. : |
People need competencies (knowledge, attitudes, values and skills) to perform tasks.
Higher degree and quality of performance of tasks requires higlrer level or degree of
skills. Without continuous development of compeiencies in people an organization is
not likely to achieve its goals. Competent and motivated emplofees are essential for
organizational survival, growth and excellence. |

Over a period of time, an organization may achieve a saturation point in terms of its
growth. Even 10 maintain such a saturation level of growth %’lployee competencies
need to be sharpened or developed as. organizations operate in environments thai
keep changing requiring the employees to have new competencies.

Any organization that is interested in improving its services and its effectiveness in
other ways (e.g. cost reduction, reduction in delays, increased Fluslomer satisfaction,
improved quality and promptnagss of services, market image etc.,) needs 10 develop
its employee competencies to perform the tasks required to Hring about such
jmprovements. ' _ } |

g T T :_J._..._..:..n:ap -



‘programme. If it decides to improve its administration, HRD activities may neefi to Human Resoarce Development : -
be underiaken to equip the administration with better competencies. When a _hospltal :
wants to improve its services the hospital may need to undertake an Org_amzallcfn
Development exercise to create a new culture, new orientation and alti_tudes in its
staff. If the government offices have to work better, a good deal of attitude change
and value education may become necessary along with a few other policy changes.
A profit-making company wanting to diversify may need to develop new '
competencies in some of its staff to be able to handle the new tasks Tequired by
diversification: ‘ _ . :

Thus HRD is needed by every organization that is interested ip: '

o Stabilising itself '

| @ Growing - .

‘ # Diversifying _ .

| ® Renewing itself to become more effective

® Improving its systems and services '

® Change and becoming more dynamic

® Plaving leadership roles.

1.4 HRD MECHANISMS, PROCESSES AND OUTCOMES -

Human Resource Development, therefore; should be a conting
organizations. The nature of efforts and investments put intg clop human
resources may vary from organization to organization dependingp ts need, nature,
. size ete. This may also vary from time to time in the svanijzation depending
h

on the nature of change the organization is going throug he nature of capabilities .
the organization wants to build within if. There. ; any'methods or instruments
available for organizations to develop employee ofencies. .

The instruments of HRD are many. The igstruments shoutd lead 10 the
generation of HRD processes like role ciari¥ rformance planning, development
climate, risk-taking, dynamism, etc. in employees. Such HRD process should result
in more competent, satisfied and committed people that would make the organization
grow by contributing their best to it. Such HRD outcomes influence the
organizational effectiveness. A model explaining the linkages between HRD

instruments, processes, outcomes and organizational effectiveness is presented pelow
(Rao, 1986) 5 ' - :

The interrelationships between HRD instruments, processes, outcomes and
organizational effectiveness is presented schematically in Figure I. '

Figure | presents illustrative lists of HRD Mechanisms, Process Variables, Process

‘ Outcomes and Organizational Effectiveness dimensions. As shown in the figure the

organizational effectivenress depends on a number of variables like environment,

- technology, competitors etc. However, other things being the same an organization
that has competent, satisfied, committed and dynamic people is likely to do better
than an organization that scores low on these HRD outcome variables. Similarly, an

* organization that has better HRD climate and processes is likely to be more effective -
than an organization that does not have them. This is because a number of HRD

processes simultaneously operating in an organization should normally resuit in the
HRD outcomes mentioned in box 3 of Figure 1. '

‘The HRD procés_ses and outcomes are separated in the Figure to'bring out 'sh'érply :
the following: : : 5 . . 7

1) HRD outcomes are a few whereas processes are many (what is provided in box 2
of Figure [ is only an illustrative list) ' : :

2) HRD processes oper_aling-simultaneously affect the outcomes. .. - o
3) HRD outcomes variables arc astep closer to organizatic}nél effectiveness th
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planning, trust, collaboration, openness can be considered as molrc remotely

related to organization effectiveness than variables like having competent,
- dynamic, satisfied and committed employees. : :

4) If the HRD outcomes are not present in an organization at a satisfactory level,
than one needs to question the’ adequacy (qualitative and quantitative) of the
HRD processes in that organization. : ' '

5) HRI cutcomes mentioned in the figure providé the raison d etré for HRD
Procosses. . | | o

‘The linkages between HRID outcomes and organizational effectivenegs are not easily .
demonsivable due to the influence of several other variables in determining '
praductivity. For example, researches conducted in the past studying the
relationships between job-satisfaction and productivity, organizational health and
productivity have not shown any consistent results. This has an im}l;llication for the
Chief Executives, unit heads, line managers and HRD managers interested in HRD.
They have to make efforts to promote HRD processes and culture jn their
organizations as a matter of “faith’’ or “philosophy” and not took for demonstrable

. catcomes in terms of organizational effectiveness. They should at lf';ai:,t be able-to

believe that their organizations are not likely to be effective for sustained periods
without the HRD processes and outcomes howsoever facilitating the other factors
(environment, technology, market monopoly, €tc.) maybe. K
Another set of relationships shown in Figure deserves attention. 'i%his is the
relationship between boxes 1 and 2 i.e., D Mechanisms and HRID Processes.
HRD mechanisms like performance ap ais2\, training, OD interventions, counseiling
efc. are “'systemic” interventions an orgigizahon can make to set igto motion Or (0
develop the desired HRD processess nd outcomes. However, mere, introduction of
HRD mechanisms and HRD s@ ts do not automatically result in the
development of HRD climate or WD) processes. There are organizations in our.
country today that claim th have been able to generate a gopd HRD climate’.

.and outcomes without pgvinggay formalised HRD mechanisms. It is possible to have.
- a HRD culture wit '

‘@; aving 2 HRD depariment or without using any HRD - .
systems. That requireSigood ieadership at the top, vision and building of HRD values
from the incepfioluof an organization. Such HRD values may have been promoted
in the past by \ \@ aries and institution builders. R

In this era of Professional Management where Managers as well as Chief Executives

are being professionally developed, systemic interventions is the onlyl way to develop

and institutionalise processes and a new-culture. HRD processes and climate cannot ’
be developed in any simple way in organizations that are already ij existence and”
have already evolved a way of life. Process changes can be brought in through
systemic interventions faster if the interventions are designed properly, taken

_seriously and are monitored constantly. Design of the systems should be based on a _'

clarity of processes. In sum, the following can be postujated abom‘the linkages
between HRD mechantsms and processes: . :

-

1) HRD departments, and HRD mechanisms are useful instruments for initiating
and strengthening development processes and culture and achieving HRD
outcomes. - . | _

2y HRD mechanisms and sub-systems should be designed keeping ir} view the HRD
process and culture to be achieved. | B :

3) These mechanisms should be periodically reviewed to examine whether they are .
facilitating the institution of HRD processes and culture or not and whether the
mechanisms should suitably be changed.

4) Trrespective of how well the mecharisms are designed and implemented, if the top
management does not have commitment of HRD and communicates such
commitment of all employees, the HRD mechanisms may become mere rituals
resulting in wastage of managerial time rather than leading to the| development of
HRD processes. : : |

5) Even when the HRD mechanisms are well designed, the top management is

committed and the implementalion process is well monitored, generation and
. . . TS e s e aned] e ramainsg a slow progess and may take
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Figure §
A Schematic Presentation of Linkages Between HRD Instruments, Processes, Oulcomes and
Orgenisational Effectiveness
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1.5 HRD INSTRUMENTS : TRENDS

The objectwe of any HRD effort is to build human Con‘petenmes to build a climate

| and to improve cmployee satisfaction with work, i.e., “competency development”
“climate building” and *‘innovation development”. ln competency development

again the objectives are many. These include : development of competencies of

‘ individuals (both in reiation to work and as individuals and their potential for future),
developing competencies of dyads (boss-subordinate dyads from top to bottom), of
teams and for inter-team collaboration for organizational health.

In every organization a group of people are needed to think constantly in terms of -
the above objectives, assess the extent to which the above objectives are being
achieved, generate mechanisms to achieve the above abjectives and keep reviewing
the processes and rejuvinating the instruments, This group is the HRD group or the
HRD Department. Those organizations that recognise this, have started HRD
departments and recruited HRD staff. ' :

A good number of industrial and commercial organizations have HRD staff or HRD

depariments. In other organizations this role is performed either by the Personnel

Chief who is at a senior level or by the Chief Executive himself. In the non-profit

scclor this realisation is just coming. Only a small number of organizations like the
L iee and ityaic N ctaff or Aan ant
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The most frequently used development instruments are ~Performance Appraisals
and “Training Programmes’’. Development-oriented performa'oe appraisals have’
gained momentum in the last one decade. However. many organizations are still
mixing up development goals with control and administration goals reducing the
effectiveness of appraisals. Those organizations that emphasize ‘Iperformance review
discussions’”. “counselling sessions’ etc. rather than “*appraisal ratings”,
“promotions’” and “rewards’ seem to achieve HRD goals far more and far better.
However, accomplishing HRD goals through performance appraisals is less visible
and much slower than achieving HRD goals through training. although the nature of
HRD goals achieved through these two types of nstruments are different. These
issugs will be discussed in subsequent urts.. '

Role analysis exercises have helped a great deal in some organizations to brag about
role clarity and setting the climate for development. Some organizations have used
role analysis exercises to generate basic mformation about the key functions
associated with each role and the key competencies required td perform these
functions. Such basic dala is being used for recruitment. promotion decisions and
potential appraisal, performance planning and performance depelopment through
training. Training needs are alse being identified using these Jpta.

Very few organizations are using job-rotation as @ HRD mechanism. although a

number of them carry out rotation exercises. In a HRD-oriented job-rotation there
is a philosophy behind job-rotation and it is a development philosophy like pesspective -
development or development of empathy. understanding of other departments and

- development of general management skills.

OD exercises are being used by a few agganizations largely for developing team spirit.
team work and interdepartmentalgoliaBgration. Potential development exercises
have not yet begun to take shape.

Some of these instruments 4 %ussed in detail in this coursé. The next few units
in this Block preseni in detail R stratepies and case stuidigs. The case studies
illustrate the effective some of the HRID instruments. '

In this course, et sis Mgs been laid on supervision. counselling and mentoring and
training. Line play an important role in HRD. They facilitate their own
developmepy and Wgat of their subordinates through feedback and counselling.

mentori ate building and their own Jeadership styles. |

1.6 _HRD IN OTHER SECTORS

Human competencies are very critical for those working in services. Those in banking
sector, voluntary agencies, rural development. health and family planning. education
and other service sectors have to deal constantly with people. For example. a family
welfare worker deals directly with other people and most often those who had less .
of education. He needs to influence their thinking and bring attitude change. Because
of this, competency development is very critical for these sectors. Unfortunately
HRID has not got the attention it deserves in these sectors. Banking system is an
exception in some ways as that is one system where HRD has been given due
importance. There are some successful experiences available in our country from
these sectors. These are also discussed in this course. '

1.7 HRD ISSUES

HRD is a growing field. It is also a complex area. As the knowledge base m HRD is
developing, many ssues are also emerging. Thesc issues deal with structuring of the
HRD fuaction, creating HRD climate, the HRD instruments and processes for
workers. HRD-OD-IR linkages. development of HRD profesgionals etc. These
1ssues are dealtwith in the fast part of this coursc.

1.8 AN OVERVIEW OF HRD PRACTICES : TRENDS

The-Centre for HRD at XLRI. Jamshedpur surveyed the practices of 53 public and

_ . at
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UNMIT1 HUMAN RESOURCE ~
B ’DEVELOPMENT : AN OVERVIEW

Objectives - _ -
After going through. this unit, youshould be able to :
® define HRD; - ’ ' :

- & distinguish HRD-instroments;
® processes and outcomes of HRD mechanisms; and
# lighlight the trends in HRD practices. | |

Structure
1.1 Introduction

12 Whatis HRD? 2 L
13 Why HRD? . - -

1.4 HRD Mechanisms, Processes and Otitcomes . L o HEP

L5 HRD Instruments : Trends :
- 1,6 HRD in Other Sectors ' : : . ' . :
1.7 HRD Issues '

1.8 An Overview of HRD Practices : Trends '
1.9 Summary A :

1.10 Further Read?ngs- ; - ::: .

-

1.1 INTRODUCTION
In the field of Management Sciences, 1980s. can be called as a decade of computers .
and HRD. .1990s are likely to continue to be a decade of new technologies in every
field including human resources. It is’ well recognised everywhere that human '
competency development is an essential prerequisite for any growth or development.
efiort. Research, experimentation and experience in the field of HRD has ‘grown -
enormously in the last decade. Many organizations have set up new departments

- known as “HRD Departments” which symbolise the recognition of importance of - .
people’s competency development, These departments have done remarkable work |
in attempting to find out new ways of developing employee competencies. In addition
to the well known mechanism of training, experiments are being undertaken to use

3
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"programme. If it decides to improve its administration, HRD activities may need to Humllumb;elw :
be undertaken to equip the administration with better competencies. Wher a hos!:ntal _ Overview
wants to improve its services the hospital may need to undertake an Organizguqn
Development exercise to create a new culture, new orientation and attitudes in its
staff. If the government offices have to work better, a good deal of attitude change
and value education may become necessary along with a few other policy changes.

A profit-making company wanting 10 diversify may need to develop_new_ _
competencies in some of its staff to be able to handle the new tasks required by
diversification: .

Thus HRD is needed l:,»y every organization that is interested in;
® Stabiiising itself

® Growing ‘ .

® Diversifying :

. Renéwing itself to become more effective

® Improving its systems and services

® Change ahd' becoming more dynamic

L Piaying leadership roles.

1.4 HRD MECHANISMS, PROCESSES AND OUTCOMES

Human Resource Development, therefore; should be a continue s protess in
organizations. The nature of efforts and investments put intd dop human
resources may vary from organization to organization dependirig@phits need, nature,
- size etc. This may also vary from time to time in the s Tganization depending
on the nature of change the organization is going througl% nature of capabilities
the organization wants to build within it. There. any'methods or instruments

available for organizations to develop employee Stencies. .

The instruments of HRD are many. The instruments should lead to the’
generation of HRD processes like role clar rformance planning, development
climate, risk-taking, dynamism, etc. in employes. Such HRD process should result
in more competent, satisfied and committed people that would make the organization
grow by contributing their best to it. Such HRD outcomes influence the

" organizational effectiveness. A model explaining the linkages between HRD

instruments, processes, outcomes and organizational effectiveness js presented below
(Rao, 1986) .

The interrelationships between HRD instruments, processes, outcomes and

organizational effectiveness is presented schematically in Figure ].

Figure I presents illustrative lists of HRD Mechanisms, Process Variables, Process
Outcomes and Organizational Effectiveness dimensions. As shown in the figure the
organizational effectiveness depends on a number of Variables like environment,
- technology, competitors etc. However, other things being.the same an organization
that has competent, satisfied, committed and dynamic people is likely to do better
than an organization that scores low on these HRD outcome variables. Similarly, an
.Oorganization that has better HRD climate and processes is likely 1o be more effective
than an organization that does not have them. This is because a number of HRD
processes simultaneously operating in an organization should normatly result in the
HRD outcomes mentioned in box 3 of Figure I. -

“The HRD procégses and outcormnes are separated in the Figure to’'bring out sharply -
the foilowing: ' ‘ : - '

1) HRD outcomes are a few whereas processes are many (what is provided in box 2
of Figure [ is only an illustrative list) '
2) HRD processes Opcrating'simulranedusly affect the outcomes. ..

3) HRY outcomes variables arc a step closer to organizational effectiveness than the - . 4J
.| . L DR I P e -



Schematic Presentation of Linkages Between HRD Enstruments, Processes, Cuicomes and

Figure [
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1.5

HRD INSTRUMENTS : TRENDS

The objectwe of any HRD effort is to build human competenc1es to build a climate

and to improve employee satisfaction with work, i.e.,

“competency development”,

“climate building” and “innovation development”. In competency development
again the objectives are many. These include : development of competencies of
individuals (both in relation to work and as individuals and their potential for future),

developing competencies of dyads (boss-subordinate dyads from top to bottom), of
teams and for mter-team collaboration for organizational health.

In every organization a group of people are needed to think constantly in terms of
the above objectives, assess the extent to which the above objectives are being

achieved, generate mechanisms to achieve the above objectwes and keep reviewing
the processes and rejuvinating the instruments. This group is the HRD group or the

HRD Department. Those organizations that rec0gmse this, have started HRD
departments and recruited HRD staff.

A good number of industrial and commercial organizations have HRD staff or HRD
departments. In other organizations this role is performed either by the Personnel
Chief who is at a senior level ot by the Chief Executive himself. In the non-profit
sector this realisation is just coming. Only a small number of organizations like the
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following trends were observed: - ) ,’ © Human Resource Develop

1) About 32% of them had a formally stated policy focussing on HRD. Another 59% AnOvervies
did not have a formally stated HRD policy but claimed to emphasize it. It is only
in 9% of organizations that there was no formally or informally known HRD

policy. _ _
2) About 89% of the organizations surveyed had personne! policies that emphasize
continuous development of their employees. ™ -

3) In30% of these o’rganizatioﬁs there is a separate HRD department and in ‘amothe-
38% of them the HRD function is a part of the personnel function with specially
designated persons to look after it.

4) About 26% of the organizations reported to have fully development oriented
performance appraisal systems and another 62% reported to have appraisals that
have development-as one of the main objectives.

5) Some form of identification of tasks and targets jointly by the appraiser and
appraisee, performance review discussions to help appraisee recognise his strengths
and weaknesses, appraisal feedback to appraisee for improvement, self-appraisal,
identification of development needs, potential appraisal, and identification of
factors affecting performance seem to characterise about 70% of the appraisal
syslems.

About 55% of them had a definite training policy. For example, one of the
organizations surveyed had a policy that all the executives should be trained in all
areas of. general management. [n 64% of them there is a separate training
department.

7) Fifty per cent of the organizations reporied that they have someon&\o look after
OD activities although 44% of them only had undertaken so ODjactivity or

izations D activity
was focussed on team building and role clarity exercise t 36% of them
reported using OD for developing a work organization, 3¢%/for interpersonal
sensitivity aan personal growth and 15% on stress agement,

%) About 80% of the organizations required theigexe ives to counsel their
subordinates at least once-a-year although g @ = pumber of them encourage
more frequent counselling sessions.

9) In some of these organizations the t gements commitment, supportive
personnel policies, a positive organizat culture, training, and HRE systems
and staff are considered as facilitating HRD.

6

—

the other by the time of the survey. In most of these organ

This is a very positive trend. In the last few years there are more improvements in
HRD and today most organizations have much stronger HRD function and
innovative HRD practices in the industrial sector.

In the last decade the Bombay sector has shown a great degree of involvement in
HRD due to their fast growth. Most of the banks have HRD departments or HRD
managers. Several of them have revised their appraisal systems to make them more
development oriented, started undertaking organizational health surveys and OD
interventions, strengthened their training functions, startec improving their human
resource information system by establishing skill inventories and have undertaken
many other innovative HRD activities (Khandelwal, 1988). However, in the recent
past their HRD activity has slowed down as their growth pattern changed and the
HRD staff are attempting to come up with new’ methodologies to cope up witi the
changed situation. : ' .

HRD is most needed in a country like India for the development of service sectors.
For example, schools and colleges, universities, national level research institutions,
agriculture development agents and agencies, district development agencies, health
centres etc. need coniinuous competence development-of their staff who have to act
as agents of development. Development agents iequire a high degree of motivation
and complex skills to deal with people (particularly in rural India) and influence their
attitudes. habits and behaviour. Unfortunately very little is being done so far apart

from increasing the number of training programme, for these agents. Training
T s heegs n eoitad immact an develonine comnlex



UNIT 2 HUMAN RESOURCE
DEVELOPMENT STRATEGIES

Objectives

After going through this unit, you should be able to do comparative study of :
¢ various HRD instruments and sub-systems used in different organizations: .

® role of change agents.in organizations discussed in this unit:

¢ involvement of line managers and top management in these organizations.

Structuré

2.1 Introduction .

2.2 Larsen and Toubro Ltd. (L&T)
2.3 Crompton Greaves Lid. {CGL)

24 L & T Construction Group (ECC)
2.5  Jyou Lud.

2.6 TVS Iyenger & Sons

2.7 Voltas Lid.

2.8  Sundaram Fasteners Ltd. (SFL)
2.9 Bharat Earth Movers Ltd. (BEML)

2.10 OD in BHEL, Bhopal. 0
2.11 Bank of Baroda (BOB) :

212 State Bank of India (SBI) S |
2.13 State Bank of Patiala (SBP) O :

2.14 Indian Oil Corporation (I0C)

2.15 Steel Authority of India Ltd. (SAIL) '
2.16 -HRD Instruments and Sub-systems ' ’

A

2.1 INTRODUCTION

A strategy is a course of action planned to be undertaken to achieve desired goals.
HRD strategy indicates the desired course of action planned by an organization to
achieve HRD goals or HRD outcomes. The course of action may deal with the choice
of various means to achieve the desired goal and a plan for implementing the chosen
activity or actior) Thus HRD strategy adopted by an orgamzauon may deal with the
following dimensions:

1) What are the HRD goals? What ma]or purposes is the HRD strategy supposed to
serve?

2} Whatinstruments are expected to be used? In what order are they expected to be
used? What are the assumptions made in choosing these instruments?

3) What are the ways in which the HRD methods/instruments are envrsaged to be
implemented?

In this unit these issues are explained in detail. The strategy used to explain these
issues is by means of some case studies of a few organlzatlons

A few organizationsthat have attempted to develop HRD are chosen and brief
descriptions about these organizations and their decisions to implement HRD are

presented below. Inferences about the strategies they have used are made
subsequently.*

*The case studies and inferences reported hefe are taken from an earlier published article on Strategies
of Developing Human Resources by T. V. Rao published in the HRD Newsletter of the Centre for HRD.



How to Use these Cases -+ D L o ' Huwees Resourc: Davhoowe
1) These cases may be read and discusséd in smalt groups. The following questions -
may be used for discussion: - : -

i) What are the vanous HRD practices/sub-systems/mechanisms used by the
organization?, N . '

ii) Which of the practices seem to be more critical or effective 1n that
organization? _ . ' .
iii) 'How did.these practices influence the HRD climate of the organization?
iv) How do you characterise the HRD climate or culture of each organization?
v)  What role did HRD play in organizational effectiveness’?
vi) What seems to be the HRD outcomes?
vii) What lessons can one draw about implementing HRD? )
viii) What is the role played by top management? .
ix) What are the roles-played by line managers?
x) What are the roles played by the HRD/Personnel staff?

2) Thcse case studies should be read once again after completing all the four blocks
and the same questions may be again attempted to be answered.

3) Visit any organization in your city and try to prepare a similar case study of HRD
in that organization. _ :

) &
2.2 LARSEN AND TOUBRO LTD. (L&T) § )

L&T probably the first organization in India 10 introduce a @ rated HRD system.
The HRD system was suggested by consultants while they\ looking at the

performance appraisal system for officers. The cons ts felt that a development
oriented performance appraisal system may not ach%vélopmemal objectives

unless accompanied by other sub-systems like ntidl appraisal, employee
counseiling, career planning and developme ing and OD. HRD System was

introduced by L&T in the year 1975 with > intrdduction of Performance Appraisal
and Feedback and Counselling sub-sys high level task force was constituted

" to implement the HRD system. The t@e functioned upto the year 1979. L&T
had a strong training department which was conducting a large number of training
programmes and occasional OD exercises prior to this. These were further
strengthened with the introduction of HRDS by linking training with performance
appraisals and by stepping up OD activities. The starting of the HRDS was also
marked by the bifurcation of the Personnel Department into Personnel and HRD
departments. The critical attributes required for various jobs were also identified but

_ a potential appraisal system is yet to be finalised.

2.3 CROMPTON GREAVES LTD. (CGL)

| CGL. started thinking about introducing HRD systems in 1979-80 when an ambitious
i expansion and diversification programme was launched. Through a series of seminars
using external consuitants and internal Human Resource Department, a climate was
created where managers started looking forward for HRD interventions. Decision to
introduce HRD systems in a systematic way was taken by the top management after
a peesentation to the top management to and details of such a system. A high level
-HRD- task force was constituted to implement the HRD system. The task force
identified Role Analysis, Performance Appraisal and Counselling as priority areas.
* By 1986 a number of role analysis exercises were completed bringing about increased
clarity of roles through the use of role-set groups. The role analysis exercises were
extensive and involved several top management teams. A new pérformance appraisal
system with considerable emphasis on team work was evolved. Performance
counselling was also introduced independent of appraisal. Potential development



performance appraisal, counselling, management development, communication. Human R “L‘“s' pm
policy, potential appraisal, training etc. Voltas did not have a depaftment separately trategies
for HRD apart from their training and manpower development unit which was a part

of the Personnel Department. However, HRD culture was attempted to be brought

in the company in a variety of ways. In 1977 itself while reviewing the reasons for its

poor performance, the Managing Director identified the inadequate attention paid to

the development of human resources as one of them. In order to ensure development

of human resources and generate a healthy organisational climate, a communication

policy was evolved. This policy aimed at wider participation in a decision-making,

open;iess and regular flow of information. Voltas have revised their performance

appraisal systems from time to time. In 1982-83 they redesigned the managerial

appraisal system focussing it sharply on management development. It had the

multiple objectives of strengthening managers 4s individual, developing them for

higher level positions, strengthening working relationships, providing a basis for OD

exercise and increasing accountability. Voltas also have a strong base in training and

OD. '

2.8 - SUNDARAM FASTENERS LTD. (SFL)

SFL is a member of the TVS group of companies. Starting its manufacturing operations
in 1966, they diversified into Cold Extrusion in 1976, They opened a second fastener
plant in 1981. In 1983 they further divessified into manufacturing Powder Metal
Froducts with German collaboration. Their sales turn-over rose from Rs. 4 crores in
1977-78 to Rs. 27 crores in 1984-85. This steep growth in a short periog from a single
‘product in a single location to a multi-product, multi-location com ny Ngcessitate a
need for HRD in the company. The multi-location produced a de®letifn in (rained
manpower and consequent problems and gaps at various e The HRD
department is placed in the Corporate Planning'& Develof BWing. The HRD
unit started working on organisational structure (focussing 0 arifying-repotting
relationships, outlining key responsibility areas), man planning, recruitment,
placement, development-oriented performance ag
development, rewards, and career planning. E
system, extensive research was done, a new sy

finally adopted after conducting orientat@ra mes. The Chairman & Managing

Director also participated in these worksf communicate the top managements
" interest. Training needs were identified thrfgh PAS and the training function was
strengthened. SFL is working on the other mechanisms simultaneously.

2.9 BHA_RAT EARTH MCGVERS LIMITED (BEML)

BEML is one of the few public sector comipanies that have shown consistently steady
and fast growth in the last 15 years. During 1976-77 the top management decided to
reorganise BEML to make it grow at a much faster pace. External consultants were
engaged to assist the company on long-term planning and reorganisation. The
consultants with the help of a high level internal task force suggested a new
organisational structure. Along with the new structure, they recommended the
introduction of HRD system to develop the competencies of the BEML staff. In 1978,
the Personnel Department was upgraded with a General Manager in-charge of it and
renamed as Human Resources Department. A Director level position was also

- created. An Advisor at the General Manager level 'was also hired to implement the
HRD system in the company. A development-oriented performance appraisal,
performance counselling, iraining, career development and potential appraisal
exercises were jnitiated in 1978 and 1979, The appraisal system was modified
subsequently over-a period of time and th training function was strengthened
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branches, and a new performance appraisal system is being evoived. The bank also
worked out a human resources information system which was used for career
planning and manpower planning. Periodic surveys of HRD climate are being
conducted. “

2.14 INDIAN OIL CORPORATION (I0C)

1OC has about 31,000 entployees and a fifth of them are officers. Beginning from
1964 the company had grown big in size and started experiencing problems like
communications and logistics with indications of some degree of alienation among its
employees. With the ever-changing environment, the company felt the need for an
examination of its organisational health for self-renewal. To meet this need, the
Corporation started new functions. Corporate planning function was started for
carrying out environment scanning, a resource audit was initiated to decide strategic
options. HRD function was initiated to prepare the organisation to implement the

strategic options. The HRD department was established in June, 1983 with the task

of desinging a comprehensive HRD system and implementing it. The HRD
department’s work began by he Chief HRD Manager conducting a role analysis
exercise in the context of the HRD needs of the divisions. The department also
conducted a series of workshops with the top management and senior executives to
evolve and clarify the role of the HRD department. Assistance of an external
consultant was also taken to faalitate the implementation of HRD. In 1984 HRD
departments were set up in Refineries and Pipelines division and Marketing.
Headquarters and a seminar was conducted to develop HRD perSgnnel to take up
HRD tasks. A series of workshops were conducted to create a p%limate in the
company for implementing HRD. Along with thesé, surveys we nducted to
measure the organisational climate. Roleanalysis exerci e conducted to bring
about role clarity. The role-set based approach was used Jhis purpose. Key
Performance Areas and critical attributes created with each focal role were also
worked out. The progress of implementation of H‘%s being fed to the Board

periodically and the Board kept taking decisig 'or ekample, in 1985, on the basis
of the progress report, the Board decided tc HRD departments in each unit
h

of Refineries and Pipelines division and gmgac ion of Marketing division. A three
week intensive programme was offere@HRD staff. About 40 workshops were
conducted upto mid. 1986 to enhance th D competencies of HRD and line
managers. ) .

2.15 STEEL AUTHORITY OF INDIA LIMITED (SAIL)

SAIL is the biggest industrial company with assets worth Rs. 6,000 crores and
- employees numbering 2,50,000. The new Chairman who took over in 1985, found in
his diagnostic efforts that SAIL’s manpower is its biggest strength but it has not been
put to full use. He got a feeling that'SAIL has become a bureaucratic organization
and its image could be far better and its employees can do a lot more, the result of
which will have an impact on the country’s economy. He initiated a series of internal
discussions involving a large number of executives to reflect and work out pricrities
for action. This internal mobilization of human resources led to the identificatior: of
priorities which included the improvements i~ work culture, capacity utilisation,
productivity, control of cost and customer services. Work culture was sought to be
improved through team work, information shaiing, human touch, job-enrichment,
discipline, operational consistency and development of employees. The ‘Priorities
for Action’ becamie a kind of an OD intervention to bring about-a new cuiture in the
organisation. A new performance appraisal system was designed with development
and differentiation of performance as objectives. The new appraisal system is very
much of a HRD oriented system requiring officers to identify tasks and targets every
years, anticipate constraints, plan actions to overcome them, review performance,
identify developmental needs and counsel poor performers to help them develop.
Thus without bringing in any structural changes like adding new departments SAIL

Human Resource Development
Stralepics




designing and monitoring the implementation. The taak force con51sled mostly ot
senior level line managers.

From the experiences of these organizations it may be concluded that setting up.a new
HRD department or recruiting a HRD manager and using task-forces cons:stmg of line
managers for implementation appear to be the more commonly used strategies. It may
be noted here that using internal task-forces has been found to be usefiil strategy for
bringing about organizational chdnge usmg performance appraisals {See Butler and
Yorks, 1984).

Integrating Role

The creation of a new HRD department or new function of HRD can be called as a
step in the direction of “‘differentiation” using the model of Lawrence and Lorch
(1967).. When such differentiation of task and functions.is made there is also a need
to have integrating mechanisms. An analysis of the ehpenence of those organizations
that have set up new HRD departments indicates that a senior- corporate level
executive dealing with' personnel function of the entire company seems to have been
assigned the integrating roie to play.

In Voltas, SAIL and CGL, where there is no separate HRD department or
functionaty, the need for integration is much less as HRD is an integral part of the
personnel function. In other organizations, normally a Corporate Director or General
Manager seems to play that role. In IOC, it is the Director Personnei who plays the
role, as both HRD and personnel departmenta report to-him. In SBI, it is the Chief
General Manager, Personnel and HRD as well as the Deputy Managing Director,
Personnel, who integrate. In SBP, it is the General Manager Planning and the MD
himself. In BEML, it is the GM Human Resource and Director Personn®{ InL&T,

it is the Vice President. Personnel and OD. In Jyoti, the Managing WRiregtor himself
performs this role. In Bank of Baroda, it is the DGM Personneledg L& CC, the
DGM, Personnel and OD report to the MD. Thus the integ
lie with a top level manager. This could be an advantage as well 3sa/isadvantage for
HRD, The advantage is that the HRD functionaries ha s to the top. The
disadvantage is that if the top manager does not ugderstifid or believe in HRD, he
may not pay any attention to it and discourage action. :

Facilitation of Change by External Apenis

By and large commercial organisations ten tiate ciange processes only if they
find the change as needed or useful for achieVing their goals. However, eternal
consultants seem to play an important role in identifying the nature of change
required and for providing directions: Out of the 14 organisations, more than 50%
had external consultants. They suggested that HRD function may be initiated. For
example, in BEML.it was recommended as a part of reorganization for expansion.
In State Bank of India and its associates it was session on HRD led by an external
consultant that stimulated thinking and subsequently made a part of a reorganization
recommended by consultants. L&T used consultants to review the performance
appraisal system but the consultants felt the need to have an integrated HRD. In
ECC. the personnel function was strengthened as suggested by consultants.

'Another interesting point to note is that most of the organisations have used or are
using external consultants to facilitate the process of implementation. The only
cxceplions seem to be Bank of Baroda, Voltas and Sundaram Fasteners.

The following appears to be the nature of involvement of external consultants in
implementing HRD.

] l)uq_mng andfor dctalhng HRD systems or sub-systems (IOC SBI, BEML,
L&T, ECC, BOB). '

>y Experimental try out of a system or sub-system in the organisation or a part of it
{10C. BEML, SBI and ECC. In IOC, role analysis was attempted in action
rescearch at project areas. In BEML, the new appralsal system was tricd out in
1978 experimentally in two departments and then in the entire company. SBI's
performance appraisal was experimented in Ahmedabad cm:le before it was
implemented).

3) Training of mr(,rml change agents or resource persons (lOC SBI, SBP BEML
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‘OD sirategy to bring about change was used by BHEI and ECC, SAIL and Jyoti Human Resource s copiment
also used OD type interventions without change ii appraisals. The OD strategy also ' Strategles
seem to have paid some dividends as ECC was able to move on and strengthen several
other sub-systems. BHEL brought about change in the problem-solving abilities-of
their people through their QD interventions but have not been able to move on to
use other mechanisms of developing their people. '

From this analysis three strategies of initiating HRD sub-systems emierge: Performance
Appraisal-hased strategy. Role Analysis-based strategy and OD .approach. '
Performance appraisal hased strategy seem to take time for its impact to be felt, Role
Analysis and OD interventions may get somewhat more perceptible results in the short
run. Irrespective of the initiating mechanism, the organisation should be able to use
other instruments simultaneously to have an impact. This may also have some
synergistic effects on the development of employees capabilities.

Innovations in HRD Sub-systems

The experiences of these 14 organisations also indicate some evidence of jearning
from one or other, making modifications and evolving own systems to suit one’s
culture. '

L&Tis the first to start an integrated HRDS and L&T’s HRD system has inspired

several other organisations. After studying L&T's and other systems some of the

organisations have evolved their own. For example, in the appraisal systems used by

these 14 organisations, some of the development objectives and components are -

common: Most of them have self-appraisal, performance planning through task -
identification and target setting, managerial qualities, performance revieg discussion
or counselling and identification .of training needs (e.g. L&T, SAIL; SBY, BEML,
Voltas, ECC, SFL etc.). ECC which became a part of L&T a few ye@icveloped
a system somewhat different from L&T. While developing the pevng

Tearnt from the experiences of the parent company. The systd @ )
‘Performance Analysis and Development System’ and not an appwai€al system. Some
of the organizations have preferred to use the term per ce review discussions
rather than calling them “Performance Counseélling”’ sessins. This is because they
found that the terms “Counselling” itself had negfltige corfhotations in the mind of
‘managers (e.g. ECC, SFL, SAIL etc.), SFL has &n introduced a third persons (a
representative of HRD department) presengén theYeview discussions.

Similarly, SBI and SBP introduced many in ions in their OD efforts, for
gxample, their manager-to-messenger programme. In this programme a higher officer
visits a branch and meets all the staff and spends a full day understanding their
problems, and helping them to design action plans to solve their branch’s problems.
This develop team spirit, branch-level problem solving, upward communication and
a feeling of being cared-for by the organization. Another innovation made by SBI
was to train a group of branch managers in some of the circles as OD facilitators.
The assumption was that after a group of branch managers are trained, they can
become internal OD consultants and any branch manager could invite them to help
him improve the branch effectiveness. This process becomes a mutual iearning
experience. 1t-worked better in one place than in another. It did not work in those
places where it was not pursued well by the circle management. Similarly,
introduction of branch level training by a mobile team of trainer and helping in
budget preparation are two other interesting innovations introduced by SBI,

“Priorities for Action™ is in itself a new model set up by SAIL. CGL did a thorough
analysis of the factors that contribute to team spirit and are in the process of
incorporating the same in their appraisal system. Using simulation techniques like
in-basket for potential developed is another contribution by CGL. “Instrumented
Feedback™ to develop managerial competencies has been attempted by L&T and
BEML.. New forms of reward management is also being thought of by some of these
companies. '

Orientation and Involvement of Line Managers

HRD system and HRD culture is new to many organizations. Even if some

organizations have already been having informal HRD mechanisms, strengthening .
the HRD processes requires an understanding and acceptance of HRD philosophy

by the line managers. One of the ways of developing such an understanding is by




.predecessor has done by dismantling previous systems and adding his own. For Human Resource Development
‘example, BEML started off in a big way but the system suffered a setback as its Chief _ Strategies
Executives changed in quick succession and some of them did not give themselves

enough time to understand what their pfedeces‘s_oi's have done. The quickly changed

from more development-oriented appraisal system to less development-oriented

system. In' this process sometimes opportunistic line managers may transmit their

prejudices to the new Chief Executive. Continued top management involvement is

most essential for HRD systems to stabilise. For example, for stabilising the new

culture associated with Performance Appraisal, 3-5 years of {ime may be required -

in an organisation with 500-1000 officers. .

In this context, training of the top management in the new systems and culture
becomes very important, Only a few of the organisations have been able to recognise
and.implement this. For want of this, the top management support may weaken over
a peried of time as top level managers have many other things to attend to that can
give tangible results. '

Overview of HRD Instruments and Sub-syétems

.The HRD function itself has been initiated in most organizations in the last few years
only. Some of them are yet to make their presence felt. It also reveal that no )
orgamisation has yet introduced, all the HRD mechanisms presented. Several
organisations have just few of these and even these are being evolved or
experimented with. Therefore, it is difficult to conclude whether any organization has
comprehensive and complete system of HRD at all. Probably L&T comes closer to
having a comprehensive system but its synergistic effects are yet toe experienced
by the company. Among the others, SBI, SAIL, SFL, ECC, 10, , TVS,
Voltas, SBP are on their way to having such comprehensive syst here is a
danger of these organisation taking a fong enough time 1o dffwe the spirit of HRD
existing today, if they do not act fast. More vision, leaderspip, and dynamism are
required for implementing various sub-systems and creating®HRD culture.

HRD Processes and Outcomes

In the context of the HRD effects.model preseifed earlier it is appropriate to look
for an assessment of the extent to which 4& Rrocesses and outcomes have resulted
from the HRD practices. As mentioned e: @ ere institution of HRD mechanism
may not result in HRD processes. A number $f other variables may be affecting the
HRD processes. Our analysis also has shown that some variables like top
managements commitment appear to be fairly good and efforts were made in many
cases to involve line managers. Glven these condition a faifly high degree of HRD
culture and outcomes should be seen. One would-look for evidence in terms of
improved HRD climate or improved competencies, satisfaction.and dynamism in
employees. '

A search for any evidence on these variables indicates that there is very little evidence
of any attention having been paid even to the measurement of these variables.
Organizations introducing HRD practices should have designed some way to measure
the HRD processes at the time of introducing HRD mechanisms and keep obtaining
data periodically to monitor progress. The only instrument developed so far is the
HRD climate Questionnaire by Rao and Abraham (1986). This Questionnaire
measures the extents to which a developmental climate {openness, trust, _
collaboration, autonomy, authenticity, productivity, fairness in appraisal, need based
training, risk-taking guidance, development orientation in managing mistakes,
general, helpful nature of people, investments in employee development, creation of
development opportunities etc.) exists in an organization. The first version of this
Questionnaire had 43 items measuring 43 HRD climate dimension and the present
version has 38.

Administrating this Questionnaire in 1983 December first and 1985 February later in
State Bank of Patiala it was found that in 40 out of 43 dimensions HRD climate
improved (Agarwal, 1986). SBP is probably the only organization that has collected
data on HRD climate at two different points of time.

Howq:ver, HRD Climate data are available for 6 of the 14 organizations (Voltas,

CJyoti, SBI. L&T CGL and SEP. TOCY from 4 ciirvey of tha EIR Y olive afa o dee e 1 - a



The second neglected group in HRD is the unionised categories of employees. HRD H

for them also need o be attended fast as they are in large numbers and form the
foundation of the organisation. The nature of HRD instruments may have to be
different. Organisations have neglected this so far. Part of the reason may be unions.
But in the area like HRD the unicn leaders also have a role to play. For their
members they should probably play the role HRD managers are playing today for
supervisory staff and managers.

The HRD managers should assist the unions and promote the spirit of collaboration.

Thirdly there should be more research in this field to answer several of the questions
raised earlier in this unit.

Appendix - 1

Introducing HRD Systems in- 14 Organisations (Summary)

Sr.  Organi- Operating Year of Integratiog Reasons for
| No. sation Mode of starting Role/ slarling
‘ HRD Function HRD Mechanism HRD
| U] @) 5] ) 5) )
1. BEML  Separate HRD 1978 G.M./Dir., Human
Depariment and Resources
2. BHEL  Separate OD 1981 Executive
Depariment Direclor
3. BOB Separate HRD 1978 DOM Per; l E Strengthening
Department . Head Office
4, COL Personnel & 1979 Preparation to Meet
HRI Combined Chaflenges and for
Future
5. Jyou Separate HRD 1950 Executive Director Preparation for
Ltd, Deparument Better Futuse
6. I0C Separate HRD 1983 Director Personnel Problem Solving &
Dept. in Chairman’s . Meeting Challenges
Ofice & Units .
7. L&T Separate HRD 1975 Vice-President Change of Appraisal
Department Personnel & OD .. Systems and Recognition of
Importance T
B L&T, Personnel & 1982 Managing Meeting Challengés of
ECC GD Combined Director Environment and new
' opportunities
4. SAIL Use of Existing 2 activities  Director Renewal and Movemeni
Personnel focussed Personnel to Excellence
Functiizn- in 1985
. SBl Separate HRD Dept. 1979 Chief G.M., Personnel Recognition of
' in All Circles & & HRD, Dy. M.D., Importance & Meeting
Central Offices Personnel New Challenges
11. SBP Separate HRD Dept 1976 General Manager Recognition of
Planning & MD [mportance
12, SFL HRD Department 1984-85 Head, Corp. Plng. Growth, New Opportunities
& Devlpml: & MD & Inadequate Manpower
13, TVS Separate HRD Dept. 1983 Executive Director Prepn. for New Challenges,
Competition from Market
14.  Voltas  Recognising Perfor-  Latest - Vice-President Preparation for Profil,
mance Appraisal, 1982 Personnel Growth and Excellence

Communication
Policies, ete.
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giving feedbacks which is one’of the most important aspects of the system. The . Human Resource Development

progress of implementation was constantly monitored through feedbacks and studies Experiences (Cases)
and the diffl(:lrllncs facgu_l were remove:d. As a result of this the form and the system
has l?eer.l considerably simplified. Around 80 to 85 per cent of the forms are received
within six weeks after the target date which is an acceptable level considering the
time required for counselling. j ‘ S
The forms-are analysed and data submitted to the Vice-Presidents and General
Managers. The data give the rating of ‘high performers’ and persons rated low.
‘Another set of data give the facilitating and hindering factors groupwise. These are
used for finalising development and other action plans. L
Difficulties Faced or Expressed
Some of the difficulties-faced or expressed by people at various stages while
_ implementing the system wére: : S ’
I} Complicated rating system ‘
" 2) Time consuming. i p
3) Too many.routings . _
.4) Delays due to number of persons reportirig being too many
5) Becoming a number game '
6) Becoming ritualistic
7) Low leadership commitments. _ )
To counter the above, the rating system a-nd';-ihe forms were simplified and the
reutings were restricted to the immediate and Next Superior. The pumerical ratings
werc replaced by qualitative ratings like ‘Excellent’, ‘Very Good’; §pod’, etc. An
open ended self appraisal was introduced and it was made mandagory o send the
appraisal forms before sending the recommendations for rbds. B ' )
Mileage We Derive from' the Pert‘orm:_ancé Appraisal Syste
The guts of our appraisal are : _ o .
1} Clarifications of job expectations '
2) Review of accomplishments .
) 3) Planning for future performance ang glopment efforts. '
All of which are central to effective managéent.
Some other benefits we derive are: '_ _
i) It documents and provides a base for dié@ussion-which is expected to lead to a
recognition of subordinate’s performance or lack of performance.
ii) - It allows subordinate to eXpress his feelings about supervision, definition of work,
problems encountered, support required, etc. .
iii) 1t provides the subordinate.with developmental information and support for it
iv) It helps buth—the superior and the subordinate in planning of future work goals. ;
v) It gives an input for salary administration and explains and ,cornmunicates' some '
rationate for recommendations. L .
Training _ N _ i ,
One of the most important HRD activities in L&Tis its Training Programmes. Even
the top executives attend the programmes, especially designed for them. The main T
purpose of Training is to provide learning opportunities and résources for : C
1) Improving performance on the present job
2) Developing Behavioural and Managerial skills
3) Functioning effectively as.an individual. " . T
These are provided through : - - L :
a) Suitably designed In Company Training Programmes,.and : L
b) Deputations to External Programmes. : \ _- '
We decide the In Company Training Programmes based on the following :

JUET Wl e tm pream ] Qanicos Maonnoore. ' BT
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* The employees too had their own views. A survey conducted on the appraisal system Humes Rw;:ft:i Development
brought out the following major concerns. : periences (Cases)

1) Jr. Officers felt that there was no focus on what was expected from them. They
did not know the areas in which they were expected to contribute so that their -
assessment could improve.

2 They felt that the system was not participative enough. They d1d not have a
sufficient opportunity to be heard.

3) There were three assessment levels—Reporting Officer, Reviewing Officer and
Higher Authority, Since each level could countermand the previous one; the
Reporting Officer as the immediate supervisor felt that they had little role to play.

In response to these opinions, an exercise was initiated to revise the system. An initial
draft was prepared and thrown open for discussions. Discussions were held at various
levels with the Heads of Personnel, the Steel Executive Federation of India, the Chief
Executives and in groups of executives. At each [evel there were suggestlons and
modifications made. They wanted very frequent performance review.-In addition to
the structured responses, indepth interviews were held with a cross-section of officers.

On the basis of all their feedback and the discussions, the system was finally
implemented for the year 1986-87. The salient features of the systems are discussed
below :

Objective
- 1) To integrate company and individual goals through a process of performance
assessment linked to achievements or organisation objectives.

2} Toincréase awareness of targets/tasks and the responsibility of officerSat all levels
to ensure fulfilment of company objectives.

l 3) To ensure 2 more objective assessment of performance a ential,
4} To distinguish between differing levels of performance or e basis and to
identify officers with potential to grow in the Orga ion.
5) Toidentify the developmental actions to be takep,to eflfance the performance of
the officers. : :

It- will be seen that the focus of the Apprai

Syst®n is sought to be changed. An
appraisal would invariably have two asp

1} Tt provides data for administrative decisio¥making, promotions increments etc..
This is the aspect which creates most problems. Employees don’t accept the
decisions as “Objective” and reject the system as a whole.

2) 1t provides support for the development aspects such as identification of strengths
and weaknesses, training and development, job rotation and enrichment and

performance planning and review, These aspects invariably get overshadowed by
the promotion etc. and receive little attention.

In SAIL, the Appraisal System is an instrument for improving the work culture. The
focus is on the development aspects and the Companty is utlllsmg the appra:sal system
as an instrument for :

1) Performance planning and review.

2) Starting a healthy and problem solving dialogue between the Reportmg Officer.
and the Appraisee about work related problems.

v 1) For improving communication.
4) Forimproving levels of motivation through geal clarity.

To do all this the system was divided into four parts.

In performance planning and review, the Reporting Officer is expected to set.
targets/tasks for the appraisee in the beginning of the year. In the middle of the year,
the appraise€ fills in the self-appraisal form, indicating the extent to which the
targets/tasks have been completed, the difficulties faced and the suggestions for
improvement. At the end of the year there is the annual review and targets/tasks set
_for the next year, Both in the mid year review and the annual review, the self
appraisal is supplemented by a performance review discussion. During the
performance review discussion the problems are discussed and the appraisee given



iscipli . I Human Resource Development
10) Discipline 1 i s Devcope

10 15

Total (A+B) 30 30

The finalisation of the assessment factors was a time consuming affair. In a large
multi-functional organisation to short list factors applicable to a large body of 18,000
officers and at the same time relevant for the company was a difficult job. There is of
course no scientific method for doing this. The 14 factors and their respective
weightages represent a consensus across the organisation about what is.considered

important.

For example. in an industry with 2,50.000 direct employees, “Management of Human
Resources” was given importance particularly since this was a problem area and the
management wished to define to the officer that contribution in this area would be
welcome and would improve his assessment. Simitarly, in a large continuous process
industry, “Communication” and “Coordination” were considered important
characteristics and were included. '

The third part consists of the development pian. Here an opinion is taken about the
development needs of the appraisee, the training necessary and the job rotation
required,

The fourth part of the system consists of the final evaluation. On the basis of Part 1§,
the appraisee is awarded a certain score. The final evaluation is done by a Committee.
Officers are divided into a number of groups. Officers in each group are evaluated

relative to each other by the Performance Review Commitiee and di%ibuted into
various performance levels as per the following normal distributioly:

Qutstanding S
Above. Average 2@
Average Yo
Below Average ' \ %0;%
Unsatisfactory ) 5%

The Appraisal System was unique in the's ’0' dustry and so was the implementation
strategy. The system was totally indigenous @ gned through a process of extensive
discussions. For implementation we took the*help of IIM, 'Ahmedabad.

As a first step, the new system was presented to groups of officers in each Unit and
the details explained. In the second step, 70 Internal Resource Persons were
identified. These Internal Resource Persons were put through two “Training for
Trainers” programmes conducted by IIM, Ahmedabad. Subsequently, the Resource
Persons trained 7000 officers in the essential aspects of the system. In each Unit an
Implementation Task Force was appointed to review the implementation of the
system and provide guidance. At the Corporate level, an Inter-Plant Steering
Committee was set up to oversee the process. The implementation strategy was

- designed keeping in view the following:

1) The large number of officers to be covered in various Units.
2) The need to explain the various aspects of the system particularly target setting

and performance review discussions, and convince officers of the need and
rationale.

The niew appraisal system has now been in operation for two years. Last year, some
minor modifications were miade on the basis of the feedback received. These two
years of operation has thrown up a number of issues :

1) The system has been successful in correcting imbalances in the assessments which
existed earlier. .

2) Officers are actively participating in the system since they are now aware of its
importance in the overall context. -

3) Development aspects of the system such as performance planning and review
discussion have not been fully implemented and needs much greater trainifig



Human Resource Development

3.4 HRD AT C DOT T — oures Devclopmen

Irtroduction

C-DOT was conceived at a time when India was planning for 21st Century.
Management at C-DOT was aimed towards setting a trend in India for R&D
management with focus on Human Resources for achievement of time bound
missions. With an orientation towards mission oriented projects and creation of a
unigue work environment, C-DOT has been more of a Human Resource _
Management challenge than a technical challenge. HRD at C-DOT, therefore, had
1o act as catalytic agents towards greater synergetic effect so that staff members {we
prefer to call ourselves “'stafl members” of C-DOT family) with individual brilliance
and linvhations could be brought together to complement cach other to yield the best
result. .

The focus of Human Resoufee Management at C-DOT is to create a'work
environment and culture conducive to achievement of excellence. The main emphasis
of the Human Resource Management philosophy is on developing the organisation.
its people and their competencies. Hence the policies focus on: . '

. Commitment 1o society—application of tesearch and development to national/

social priorities.

e Commitment to the mission—sense of purpose and direction; setting of targets
and objectives, monitoring and evaluation of project schedules.

e Commitment to the staff members—Iliberal, positive and people sensitive

personnel policies, training and management development with gpecial reference
to advance lechnology and equipments, carcer developmént in it

e Commitment to excellence and professional compeicnce—enc cment of

creativity and innovation, initiative and self developmeo

An Environment for Excelience

Besides a good techrical team, the time bound pggject i C-DOT, 1o deliver a family -
of Digital Switching System in 36 months, a imated expenditure of Rs. 35
crores, required administrative procedures and pfogrammes to mobilise and motivate
young talent. :

1t requires considerable planning to induc rge group of young Engineers (around
300-—average age 26 years) in a very short span of time (less than | year). To begin
with, new personnel policies were formulated, jobs were advertised for and interviews
conducted. Based on an objective selection criteria, key candidates were selected for
challenging assignments. Once they were taken at C-DOT, the HRD group was
responsible for their orieritation, training, facilities, work environment and well being.

Simultaneously, new policies were to be formulated and introduced in almost all
areas. Needless to say that the work load during this time bound programme was
such that staff productivity got ultimate priority. Rules had to be framed to encourage
efficiency, creativity, innovation and initiative. Some of these areas—people
sensitivity, time and target sensitivity, flexibility and procedures, effective
communication, office automation, delegation and monitoring are outlined in the
following sections. It is hoped that an overview of these guidelines will provide
further understanding of C-DOT work culture and environment that it has created
to develop indigenous high technology base.

People Sensitivity

o Egalitarian work culture

® Designations by functions and not by levei or grade

¢ Open door pblicy o

® Papers marked by name and individuals addressed to by first name

e Warm welcome and systematic induction of new members of staff

e Personalised services round-the-clock

& Emiphasis on welfare of members of staff and members of their families both at



¢ Informal Communication ' . Humaa Resource Development
~ Discussions during various get togethers, on lunch table in conference rooms, in Experiences (Cases)
veview meetings. Individual efforts provide consistent flow of information

Office Automation-

e Extensive office automation in personnel, administration, finance, purchase and
other vital functions :

» Personal computers, electronic typewriters, electronic telex, photocopiers, auto
diallers, dictaphones in use :

e Electronic mail for inter or intra office communication

Computetised Library Functions—issue. return, cataloguing, location, status and

information retrieval. '
Microfiche reader printer for documentation and record keeping

Networking for information retrieval and Management Information System
Paging system with access through C-DOT EPABX
Individual computer terminal for all Engineers ‘

Personal Computers for all Secretaries and those in Support

Delegation and Monitoring

@ Delegation of financial and administration authority with added accountability at
appropriate functional Jevels .

e Decentralisation of budget -— function/groupwise -
é Review of delegation — management information systems
® Sup-contracting technical activities wherever in-house resources %gngbt be utilised

in view of time constraint O

‘ A Passion for Excellence <

entor a new organisation like
the’ culture and motivation level
span of control. The role of HRD
ces Mntrospection and review form the

It is an easier task to create a new-work envirg
C-DOT: But the most difficuit challenge is to
when the organisation grows beyond its info
is perceived as most critical in such circygfSta;
major instrument to formulate future pl 3d course of action where the existing

work environment and culture still femait¥as the main driving foree. This is done -
with all staff members contributing towards the planning and decision-making

process. . '

To study, review and suggest modification of existing policy/new policy formulation
the working groups were set up. :

Working Groups

Working groups consisting of representatives from Managers, Group Leaders,
Engineers, Secretarial & Support staff were formed-to deliberate on the effectiveness
of the different systems at C-DOT.

® Project Monitoring '

¢ HRD

& Performance Appraisal & Promotions

& Staff Compensation

¢ Facilities

& Communication

The representatives discussed the above issues at length with the staff menibers and
submitted their repart with recommendations. The recommendations of the Working
Group were debated upon by the top management and accordingly the policies were
renewed. :

While the working group on HRD defines the major concept, philosophies and
activities of HRD at C-DOT, the most important role for HRD effectiveness is played

e ow e el ar At aTe 47



) |
e Influence job rotation ' S ' Humma;l;;g:;"(wc:::

® Extension or termination of contract

¢ Granting rewards — Appreciation/Foreign deputation

® Deiermining organisation siructure
The scheme is part of the overall Project Review System that pel:iodically reviews

grouplproduclwlse performance and achievement of targets against what is outlined
in the Annual Business Plan.

" Before finalisation of C-DOT Annual Business Plan, all Group Leaders have

discussions with various group members about the role of the group, assignments to
be completed during the next year and major milestones with completion dates. Each
staff member is given assignments which form the basis of the Annual Business Plan.
Before the start of the appraisal period the responsibilities are clearly assigned along
with the time frame. On a weekly basis, the assignments are reviewed and recorded
in the weekly review sheets. Periodic reviews and timely feedback are the key issues
in the appraisal scheme.

At the end of the six months the staff member completes the self appraisal form
highlighting his/her achievements/contributions during the period and external factors
affecting performance. Parallely, the immediate appraiser completes the appraisal
form filling in the strengths and weaknesses and tentative rating on the ten attributes
defined. Next the immediate appraiser calls the staff member for mutual discussion.
This discussion has to be guided towards a feedback and counselllng session. After
this the form is sent 10 the second level appraiser for his rating. The second level
appraiser can add any broader dimension to the overall appraisal througliNgomparison
across the smaller groups or by eliminating any perceived bias. If thig rating differs
from first level rating then the reason for the difference of opjpign shofld be
documented and the changed rating communicated to the st@lber. Then it is
sent to HRD for the processing. At each level the staff memt e consulted and
kept informed to try and ensure fairness and eliminatio?&as. '

Appraisals at C-DOT are not only means of evalyation bt the process has a very
important role to contribute towards organisatio iveness., Instead of using the
appraisal process merely as a control or monitgring Mgasure the focus i$ more on its
developmental dimensions. :

. Career Development

Ultimately it is management’s responsibility to develop and implement a cost
effective career planning programme. It is essential to create a basic structure and
process for integrating individual needs with organisational requirements. The basic
philosophy of the career development plan is that growth epportunities are to be
given to all staff members whether they be engineers, secretaries or admn.support.
To formulate a policy on Career Development, firstly a Career Plan survey covering
all fevels was conducted. The survey covered issues like avenues for growth and career
path at C-DOT in specific functions, comprehensive career development plan new
activities/opportunities for career development etc,

The promotion policy outlines the growth prospects of staff members of various
categories and the minimum period to be spent in the scale and ¢ligibility points
required. Career paths and growth opportunities are totally linked with the

performance appraisal. High potential employees are identified early in their careers N
and placed in an accelerated development programme. Since the organisation has a

ftat structure, options in terms of ievels are not many and hence other alternative
avenues for growth are given importance e.g., Engineers could grow to Group

Leaders (managerial potential) or altematweiy to Technical Experts (professional
excellence),

‘Group Leaders <. Technical Expert
Engineers

Besides vertical movement in the organisation, the option of horizontal movement
inter/intra-group is also available. Job rotation to other groups to gain new exposure
and insight in areas of interest is also encouraged. However, the perceived ability of
the individual to handle new assignments forms an input in the decision-making




Background to HRD for Workmen at Eicher * Human Resou. .¢ Development

. Fxperiences (Cases)
Our philosophy has always been to continuously and openly examine issues related
10 our Human Resources. This has resulted in generally harmonious Industrial
Relations whith draw strength from the following principles:
S .

1} Fair and firm approach I\B“?til*h_!.lman related issues without comprormising on basic

principles or the long term iinterests of the company. This means being fair to the

management, the union and the émployees. '

2) Recognising and Rewarding merit/codtribution.

3) Payment of fair wages to all employees and arrivin'é at compensation packages for
workers by the process of collective bargaining. ‘ .

4) Participative approach to resolution of all worker related issues.,

| 5) Anopen door policy where workers are allowed to air grievances/viewsfconcerns
on all matters relating to them or the Company.

6) Non-interference in the internal functioning of the workers’ union.

7) To resolve all worker related issues bilaterally without interference of outsiders.
Workers are encouraged to have a strong and internal union.

Given these basic principles, let us now take a look at some of the lessons learnt by
us in the decade immediately preceding the setting up of the LCV Plant.

Learnings from Tractor Operations

Qur tractor operations witnessed phenomenal growth during the period 1974-81.

From an annual turnover of Rs.3 crores, volumes increased to Rs.80 crores and we
became a leader in the Industry. Two new plants were set up and empldyee strength
increased from 400 to 3000. There was a feeling of well being am@e was at its

peak.

All of a sudden, in 1982, we got a rude shock. Due to credze announced by
RBI, tractor financing was abruptly reduced. The markgggrashetfirom 81000 tractors
in 1981 to 63000 tractors! At a time when we were ge%bp for providing 2500
tractors per month (from 1250 per month), we ¥ for&d to cut production. For
the first time in 2 decade, we experienced neg@w\vth and a marginal loss in

1982-83. The market continued to remain sluggish fay the next few years and in spite
of RBI relaxing its norms, the recessiona%ds could not bé reversed.

The events of 1982-84 naturally had negative Mpact on employees. The high morale
of 1981 was replaced by a feeling of anxiety. In"order to take stock of the situation,

a detailed diagnostic exercise was conducted (using an attitude ‘“‘survey and
workshop’’ invoiving all line managers) which heliped us in learning a number of
important lessons. Some of these are given below: - R

a) Due to the increasing demand of tractors in the market-place during the period
1974-1981, the management focus had been more on “growth™ rather than
“development’’. T

‘ b) In‘order to support this growth the tractor operations had various incentive

‘ schemes in operation to provide for more numbers demanded by the market
boomt. During this period the workers had upgraded their skills and learnt their
jobs well enough to complete their daily targets in 5 to 542 hours. This level of
productivity provided them a reasonably good earning level leaving not enough
motivation for them to put in more efforts. '

¢) The diagnosis aiso revealed that there was over-emphasis on behaviour correction
through counselling and during this hardly any charge sheet/caution letter was
issued for acts of misconduct. As a result of this, a few negative elements had
started taking advantage of this approach since they misunderstood the
management to be ‘soft’.

d) On the quality control front, the emphasis was on reducing rejections, rework
etc. and therefore the inspection function had become critical with not enough
emphasis on self-directed efforts towards producing better quality. '

¢) The oldest and the biggest of the tractor units was located in a small 8-acre plot -
at Faridabad and with the increased numbers demanded by the market there was
\ mushroom growth of facilities in the plant resulting into sub-optimum utilisation

+ 5 @ I 1
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Training Human Resource Developmenl

. ) 1 Experiences1Cases)
“GIVE A MAN FISH, HE WILL EAT IT. :
TRAIN A MAN TO FISH, HE WILL FEED HIS FAMILY"

The technique of training has been a key factor and a major tool used to achieve the
objectives of HRD. Right from the day of project planning, our collaborators had
emphasized on formal training for alt personnel involved in the. operations of the
plant. Thus training was top most on the agenda.

Therefore even before commencing the manufacturing operations a training school
was set with comprehensive facilities to train all categories of personnel including,
dealers, staff and technicians.

Given below are some of the efforts made towards training of personnel:

a)} Japanese Exposure

As already stated EML is a company set up in technical and financial collaboration
with Mitsubishi Motors Corporation of Japan. The agreement between the two
companies envisaged training of EML personnel at MMC.

The Company decided to send a team of shopfloor executives to be trained in
production and training systems and communication system at MMC.

The purpose of sending only executive level personnél was to provide an indepth
exposure to Japanese methods so that they tould design their own training and
production systems suiting Indian. conditions, )

Based on the feedback from our trainees (which included the head of manufacturing

“and Q.C. functions) we took stock of the lessons learnt and thie difggtion that we
needed to take in building a new work culture. We clearly unders@t there was
nothing unique about Japanese Management. Basically, good managesfflent anywhere
{whether in U.S., Europe or our own country) adopts s%s und princtples and
values which give it strength. We found fair amount of simifag Japanese practices
and our own symbols of the 28 year-old employee r%s culture in tractor

operations e.g. common canteen, annual day (all emp participate in sports and

dine together), open door policy etc. and yet t ereyquite a few differences e.g.
cabinless offices and group exercises in Japa erefore realised that we could

adopt only those practices that suited ourggnditidgs and refrain from blindly copying
our collaborators. At the same time, f9¢ techniques such as “Kaizen™,
“Kanban” etc. (mentioned elsewhere iﬁper) could easily be adopted and used .
in our conditions and hence we decided to implement these.

b) Induction Training

_Every employee who joined EMP shopfioor had to undergo an induction programme
- for a.duration of 3 weeks. :

This training was extremely necessary because at EML Jine production concept is
practiced wherein various lines are interconnected with eath other. One line feeds
another line whicl in-turn-feeds.a subsequent line. Moreover, since there is no plant
inventory maintained between various lines, therefore; the feedmg line has, to feed
the matérials to the subsequent line in the réquired quantity and quatity and on time.

This is nothing but a ‘customer concept’ between the lines and each line takes pride

in doing its job to the best of its ability. The feeding lines ensure that the customer -
is fully satisfied in terms of délivery schedule, quantity and quality. This provides
motivation to the employees and problems of any nature in the chain get highlighted
immediately — thus leading to their quick resolution. '

The ‘customer concept’ is practiced successfully in-association with another concept.
“DO IT RIGHT FIRST TIME"’. The underlying meaning is that each job should be
completed with perfection at the first attempt itself thus eliminating wastages like
rework, rejections, inspection cost, etc. To do things “right first time”, it is essential
that proper training is given to every person before he is put on to a job. In line with
this thinking EML has given top priority to training right from inception of the plant.

In the inltial stages in 1986 before the commencement of operations, our executives
desigaedba detailed induction training package and trained their supervisors who in
turn trained their workers/operators. This process was intended to improve teamwork
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involvemient of workers. Sequence of operations called ‘operation standards’ are
Experiences (Cases)

drawn up and improved by workers in consultation with supervisors. The work study

time standards are laid down by total participation of workers through a unique
systern called “Fundoshi Analysis”. In this process workers write down exactly what
they do on production lines (called Fundoshi). Time is clocked by supervisor for each
activity.. Subsequently, the Fundoshi is analysed to cut down the unnecessary
activities in group of line workers and supervisors. This is an ongoing process on all

production lines resulting in improved productivity-and high workforce morale as the
task is completed voluntarily without imposition from a third party.

b) Quality Improvement _

The Quality of the product is ensured by total involvement of workers. Periodically
meetings are organised where line supervisors, workers & QC inspectors all sit down
together to discuss quality related problems and their possible solutions. The
solutions are found and action plans are worked out for implementation by workers

" themselves. This collective approach to quality gives excellent help in reviewing the
problems from all angles and enhances team spirit.

On similar lines meetings are held to discuss matters relating to safety, house keeping
ete.
¢) Kaizen - ) :

(’Ehis concept has been borrowed from the Japanese, and implemented at EM])
because it believes in the theory that all workers have creative potential which can
be tapped and also this would satisfy the creative instinct of the workers. In other

words §t means that the workers’ job should give them scope to uge all their
knowledge, imagination and intelligence in transférming their ideaSyjnto realitiesb

A guideline to this i$ provided by the following:

Muri, Mura and Muda are the biggest ememies on any pr n shopfloor and they
keep appearing in the day to.day routine in various for disguises.

Muri means overstrain which can come from physi mental strain,
. -

Mura méans inconsistency or fluctuations of re. It can be fluctuations in work
content, time, type, production volume Qr qualty, in behaviour or discipline etc.
Though extremely difficult to notice, * perhaps affects a company’s

performance the most adversely.
Muda means waste of any kind in terms of material, time money, effort ete.

The above three bugs, if present, contribute to inefficiency and increased costs of
operations and wherever these are present there is scope for Kaizen. '

Members of a Kaizen group, while working on any line, ar¢ on'a constant look out
for MURI, MURA, & MUDA. Once any problem is identified, a Kaizen meeting
of the concerned line is organised at the end of the day’s work. In this forum, the
problem is analysed, opinions of all group members are sought and discussed, a
solution for the problem is evolved through consensus and action plan for
implementation is drawn up. Thereafter the Kaizen group takes necessary action to
implement the solution. '

Appraisal & Reward System

The Company believes that its employees, irrespective of staff or workmen must be
rewarded only on the basis of merit. To ensuré this, the Company follows an annual. e
appraisal system for all its employees. The appraisal system is designed to encourage- '
staff and workers to achieve outstanding results and highet targets. The basic
objéctives of the appraisal system are as follows: :

a) Performance review — in order to reward work done and also to focus on areas
requiring improvement so that appropriate feedback could be given to the
individuals. :

b) Potential review — in order to discuss with the individual the ways and means
through which he could realise his full potential and continue to grow in the

.

~ organisation. This also provides data for manpower planning.




apprehensions regarding them. It also helps in clanfying the worker s role in
achieving such objectives.

2) To provide forum for ventilation of gnevances and also to explain resultanl
actions.

3) To discussfinvolve in setting of and. achieving dcpartrnental targctshssues and if
necessary to involve them in problem solving. .

4) To inculcate a sense of participation and bring about commitmeni.
5) To provide forum to the workers union to discuss all worker related issyes.

Daily Meeting

Before the start of the day’s work and during tea breaks, the members in sections get
together for a ‘morning meeting’. The duration of the meeting is generally between
five to ten minutes. The supervisor first addresses the group. He then discusses the
day's tasks and job distribution and makes notings, if any, of the resources reqmred
for the completion of the above task. Also within the purview of the supervisor's
address are design changes and any company policy related matter, that need to be
shared with workmen. After the supervisor’s address, a senior workmen addresses
the group. He informs the group of any quality related problerns of the previous day’s
output and counter measures for avoiding the same. The workers in the group
(during these meetings) are encouraged to give suggestions/opinions.

During these meetings. the workers are also allowed to raise any group grievances,
or do mutual leave planning with the help of the supervisor.

These meetings ensure total involvement and commitment to the day’s tasks whether
they be related to quality, productivity or improvement. Once the plan e finalised
by the group the supervisor ensures their implementation. '

‘“Kanban”’ -

At EML we extensively practice *“Kanban” as a means of efl _communication
and visnal control. Many improvements in day to day in2 on the iine can be
done by this simple technique calied ‘Kanban® which in Jffain terms means ‘display’
Display of information etc., in the line is done th signboards, charts, graphs.etc.

Role of Union

The organisation firmly believes in the concept of ‘Collective Bargaining’ and has
welcomed the formation of Union amongst the workers.

All group grlevances of workers, introduction of rules. regulations, systems, welfare
measures are discussed with the workers union before they are implemented.

The organisation believes that the union is able to represent the feelings, aspirations
of the workforce which is helping the management in arriving at suitable decisions
and hence the above issues are discussed with the union representatives in regular
Monthly Meetings and decisions taken.

These meetings are aiso extensively used to share information on company
performance competitor performance etc.

The role of the union has been discussed with the workers represenfativcs and defined
as under:

1) To gather data regarding the. feelings, aspirations, problems of the workers and
to make representation to the management in the right perspective and arrive at
soiutions jointly with the management. '

2} To provide direction to the workmien in terms of coliective bargaining.

3) To educate, create awareness among workers regarding productivity, safety,
quality, discipline.

Collectwe Bargaining

We have already had one oompensatlon review in consultation with the union. Thls
was done in August 1988,
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handling IR) and Personnel Managers. The second tier consisted of Production
Experiences (Cases)

Managers, Personnel Managers and all Management Committee members including
Managing Director.and the Chief Executive. ' -

This survey data along with the IR history (since the last workshop in January 1987),
SWOT analysis of units, formed the database for discussions at the workshop.

The.1ist tier reviewed the data and made recommendations for consideration in the
2nd tier where all decisions were taken. '

Detalling out the IR workshop findings and recommendations is not in the purview
of this presentation and it would suffice to say thatin comparison to the satisfaction
level in the tractor operations the satisfaction level in EML is higher.

At the time of writing this paper detailed action plans based on the findings of the .
workshop had been completed and the directions worked out. '

| The Future Challenges _ - _

Though a lot of effort has been made and some targets achieved there is no room for -
complacency in the field of HRD. This realization is strong amongstthe management
team of EML and we feel that we need to work even harder. To our mind the future

. challenges lie in the following areas:
1) The workers have apparently accepted the appraisal and reward system based on
merit but our attitude survey has revealed that there is still scope for improvement
in its implementation by making it more data-based. _
The perception gaps between workers and executives on this matter need to be
bridged. ' - _ _ . o
2) The promotion policy, though tentatively formulzated has not bokg t ted out

thoroughly yet {the plant being only 2'/2 years old). ThtﬂQ it needs to be

discussed with various levels in depth and improved.
3} To develop mature trade union leadership, we needulQ orgallise special training
programmes for this purpose as is done by other Ei its.
to

4) Absorb and integrate the transferred emplo n e new work culture, This
to our mind is an ongoing exercise as neweran@@lewer workers get transferred to

Pithampur. Qur experience at Pitham ith fansferred employees has been
highly successful and most of them hav med extremely well under the new
working conditions. In fact.the same wor who for years were working less than
6 hours a day are willingly (without any incentive scheme) working 72 hours a
day in the new location! , '
(Here one could cite the example of Calcutta Metro where the citizens of Calcutta
have proved that given the right environment, people would respond with
responsibility). : -

5) To continuously provide avenues of growth to our workers by developing them to
take on higher responsibilities. ' _

6) To futher strengthen first line supervisors in areas of appraising subordinates.,

. counselling OJT etc. .

7) To sustain the work culture and the high standards that we have set for ourselves

in the area of HRD, ' '

‘ 3.6 POTENTIAL DEVELOPMENT THROUGH IN-
 BASKET EXERCISES : CROMPTON GREAY ES
EXPERIENCE—BY SUSAN VARUGHESE

Identifying its mission as Electrical Energy, Crompton Greaves has been in the
business of transmission and distribution of power for the last 5 decades. Since 1984
this mission has been redefined to include Electronics. The Company has
decentralised set up with 5 major groups of profit centres, with 14 profit centres and
several new projects in Telecommunication and Electronics, in the process of




Rao. In-Basket, is a simulation exercise which enables assessment of capabilities of
potential candidates. to discharge the responsibility of concerned position as shown
on a set of pending mail relatéd to that position. We decided to experiment with one
such exercise. The level we identified was General Manager, Division and_Gene_ral
Manager, Region. '

Methedology

We used the critical incidental technique to elicit the basic data. Five of our General
Managers and-three Vice-Presidents were included in the exercise. The data we asked
for were 5 situations.where the criticality of their decision resulted in a favourable
outcome and 5 situations of unfavourable outcome. It was easier to collect favourable
situations rather than unfavourable situations, Additionally, I spent 2 days in
observing General Managers in action. We also collected some of their typical memos
to capture the tone and spirit of the Office of a GM in our organisation. I found this
pracess exciting and a journey into the world of General Manager/Chief Execiitive.
it afforded a very big learning opportunity to come to teris with what this position
entails. Happily, my sample enjoyed the recapitulation of their decisions as much.

The situations which I collected referred to instances where a GM intervention was
called for either because implications of a decizion went beyond one functional
ramification, varying peer perception on an issue or where a DH sought an additional
insight. Each represented a dilemma where a GM intervention was vital. The task
now was to convert these decisions into problems. While the dectsions I collected
conveyed a GM perspective, I had to present a DH anxiety, a peer level enquiry or .
a-boss enquiry. The Scenario had to be constructed. I decided that thi exercise had

to retairi the character-and culture of our Company largely, though nafed Hindustan
Engineering. Therefore, I decided to centre the action in one prof
representing both our-consurner and industry business. -Th s

Management Education’ by Allen Zoll proved extremely 1
of the exercise.

After a preliminary draft of the exercise I began to_scri??ﬁ. valuate the content of
the memos vis-a-vis the total responsibilities o encsal Manager. The analysed
role of General Manager, Critical Attributes i i for the role proved helpful in
identifying issues of concern that I wishegato inchade in the exercise. Another
dimension I considered important in me nt of potential was areas of strategic
importance in an organisation. I identifie ain unresolved issues at Corporate and
- Divisional levels and presented them in-the exercise. There had to be a fair mix of
day to day operating issues with issues of strategic concern, so mundane problems
also needed to be focused. Finally, the issues that were considered by top '
management as issues of concern at this stage of our organisational life were issues
on quality, customer service, new product introduction, industrial relations, market
share, profitability and cost-effectiveness. Oneé of our concerns was if-the decisions
were known would it work to the advantage of those who knew vis-a-vis others, This
we resolved at the design stage by saying there could be more than one right decision.
Contexts and perspectives would-have also changed. At the validation we were
proved right. It was exciting- to just let one’s imagination run wild even for my
colleagues, to create a position, consider new applications of our products, kill some
products, promote others and extend the Company. The excitement was in creating
a Company that had vitality and credibility. Hindustan Engineering came to stay in
our minds as a real entity though a surrogate of Crompton Greaves Limited. To give

you an idea of a situation here is an example. The instructions.to the exercise read
. as follows : '

" Your Situation _ ;

Assume you are Natwar Singh, General Manager of Machine Division of a large
multi-national, Hindustan Engineering Limited, manufacturing a range of electrical
equipment in the transmission and distribution of power. Your company has now _
made-an entry into Electronics. Your division manufactures products which have
domestic and industrial applications. Your products are marketed through a common
regional sales set-up for the whole company segmented on a customer basis, Industry,
EB and Dealer. An organisation chart is attached for details of people who interact
with-you in this exercise. You have been with a delegation from abroad, who are

T N

n the construction _
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tones in discussion was gratifying. [t was clear that these exercises were éliciting ‘_ Human Resource Developeent
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.

Of course, we could not take up all the issues on account of constraint of time bt
at the end of 4 hours of the exercise the group was asked for their comments. The
group found the excrcise interesting. However, on account of strong learning that
emerged 1n the course of discussions they tended to see the exercise more as a tool
for development than as potential assessment tool. They did not feel that it would be
fair to assess people through this exercise. There was no doubt at all that the exercise
had withstood reality testing. The General Managers felt that the other issues also
needed to be discussed and that the forthcoming meetings of Vice-Presidents and
General Managers should be used for discussions of at Jeast 2 issues each time.

Based on General Managers’ responses we decided to use it for developmental
purpose. It was decided that we would administer this exercise to a group of our
Managers. We administered it to a group of 15 Managers. Dr. T V Rao administered
this exercise. A panel of Vice-Presidents was formed to evaluate the responses,

. based on their collective view of right decision. MD participated in the discussion as
in the Validation process. This time we combined Regional and Divisional situations
— ten in all to be completed in the space of an hour and a half with the same
constraints.

Before the issues were taken up for discussions, the Group was asked to comment
on how they feit-they had performed. Most of these stated the assumptions on which
they had based their responses. This tended to vary depending on each participant’s
idea of a General Manager’s role in a unit. Facilitator, problem solver, decision
maker, visionary, guide, etc. Responses also varied depending on Sagh Manager’s
characteristic way of handling mail. Prioritisation in terms of urfgncy $elective
allocation of time vis-a-vis attention to all issues as quickly as possibi€. Participants
got an opportunity to reconsider their norms of prioritisati

The discussion began with the Vice-Presidents regarding out™He best responses of
the Group, issue by issue, followed by their collectiv of the situations.
Participants were invited to offer additional copagents{Finally MD responded. He,
as in the General Managers” meeting demonstr @ > value and strength in problem
diagnosis and repercussions of decision options. Ag a designer it was gratifying to see
the manner in which he a]ways focused ,@» heart of the issues. The fact that he
always had many additional views made t ning experience a very rich one. Here
was a role model they could identify with.

Participants did not receive individual feedback, hdwever, in addition to the group
feedback. The group sharing of responses would have enabled them to analyse where
their responses stood vis-a-vis Vice- Presudem s responses, best responses of the group
and MD’s responses. :

Possible learnings for the participants through this exercise were as follows :

1) Transcending their functional bias in response and in assuming a General
Manager perspective.

2) Management of timé both in terms of productivity as well as allocation on the
basis of exigengies of managerial situations. For instance, one of the decisions on
IR issuc was not to proceed to [IM, Ahmedabad, for the programme but stay on
as the situation called for it.

3) Buck stops here. 1t was possible to assess how many would view this part of the
General Manager responsibility. Some would not confront the issues but allow .
the memos to travel up and down.

4) Problem Diagnosis for decisions makin g—correc( responses depended on correct
identification. For instance a case on quality was read as an issue on pncmg
keeping aside .the long-lerm impact on Company i image and customer service.
Similarly repercussions of decision on other elements in the organisation.

5) Bias for action—Decisiveness for action vis-a-vis a tendency to postpone or ask
for more data.

6) Data based decisions vs intuitive decjsion-makihg. :

7) Decision-making by precedent vis-a-vis creative responses.




the rapid expansion, Regional Managers were appointed to look after specific areas
and Regions, concept of business/market segmentation was introduced and
finally—probably the most important one, was regarding the introduction of a system
for Business-and Peformance Planning. It can, therefore, be seen that the “second
wave" in its wake ushered in significant changes in structure and approaches.

The “third wave” came in 1979-80 when the Bank introduced further structural-
changes. The concept of a “Modular” structureé emerged and the controlling points
were shifted to the business centres and there was geographic dispersal of
administrative units. There were quite a few systemic changes as well.

At that point of time, the SBI had a network of over 5,500 branches and 11 Local
Head Offices, and the manpower strength was around 1,50,000.

.A few questions were raised (within the organisation) in the context of the structure
that emerged. They were: -

i) While the Bank eould find structural and systemic solutions to its growth
. problems, what had it done to take care of the People’s problems ?

i)  As an organisation, we had done well in business and other areas—but had we
done as well as we could ? Is people’s Performance Optimal-Sub-optimal?.

ii) Are there mechanisms to promote People’s competencies in a systematic
manner? .

iv}) Do we need effective individuals or effective teams? Are there mechanisms
which promote collaboration? '

v) Do People feel wanted and valued in the organisation 7 Is theagganisation
heading for dehumanisation?

vi) Do the'existing man-management systems help in integgating the individual and
organisational goals?

vii) Do we have the necessary “enabling mechanismgy for ople to activate and
realise their full potential? ﬂ?

- viii) Finally what are the values'in respect of th€"geoplt’s area?

There was serious introspection and answers ha¥{to be found, In attempting to find
answers for these questions certain factg d to'be borne in mind. They were:

a) Whatever man-management model we come out with, there i$ need, in view
of the fast changing scenario, to be absolutely. futuristic in our approaches to
man-management issues. ' :

b) We should not be falling into the trap of finding structural solutions to behaviouraj
problems. .

¢) People’s expectations and legitimate aspirations must find expression within the
organisational sphere, ‘

Time was ripe for a “fourth wave’ and there was one. The entire Personne! function
was studied and diagnosed and a formal HRD structure emerged.

Enter HRD

The man-management structure was re-defined and a special HRD structure was
created. Before a system could be designed, there was a need felt to (a) state our
value in respect of the People’s area, (b) describe the aims and objectivesof a having

a HRD systém. The stated values are (i) that Bank has respect for all individuals —

all individuals should feel wanted and valued in this organisation, (ii) that the Bank
believes in the creation of an “'Enabling™ culture whereby individuals have
opportunities to grow to their full potential.

The HRD Philosophy for the Bank is—

“HRD in State Bank is a continuous process. movement and direction to enable
every individual. as a.member of an effective team and the State Bank
Community to realise and activate his potential so as to contribute to the
achievement of the Bank’s goals and derive satisfaction therefrom.”

The main HRD aims and objectives are:

1)  To create a climate of openness. trus
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The First Step - - "“"“"whw'“""”(c_m""“:
As in the case of beginners the “first step” is always. unstable—there is need for '
guidance and support—steps to be cantiously taken and also measured. But we had,

inevitably. to take the first step forward and we did. We identified a group of persons

who would be the first group of HRD Managers and whose task would be to

understand and implement the HRD policies. -

. We designed a very intensive orientation _prbgramme for the team with a view 10 build -
the following perspectives: ' . S :

to understand the human dynamics in the organisation.

10 be futuristic in their approach.

accepting People as human beings—as resources.

being alive to changes in society and changes in value system.
developing People in an organisation. .
have a thorough understanding of the organisational. culture.
enhancing organisational image through its People.

to learn to appreciate that it is a service wing—an enabling function rather than a
poor function. '

Outside experts were involved to help us in this effort and thus the first group of
HRD professionals was formed. - '

After initiating these people and also exposing them (o the various behavioural
interventions, the HRD Managers were given the task of (a) spreading the HRD
message, (b) expand People’s awareness about HRLD in the Bank, (c) organising and
implementing the HRD plans that were initially drawn up, (d) infolvging Central
Office of the progress and provide feedback from time to time.

Charged, as they were, with the initial zeal and enthusias ventured forth in
right earnest. They organised meetings, seminars at various Roint to educate People

-~

and they also brought out booklets and.news letters.gayery aining programme at
the Training Centres had necessarily an input on-HR y went round meeting

_ several groups explainings the rationale and t chapisms associgied with the
different HRD systems like Manpower Planni ormance Appraisal, Job
of

Rotation etc. Thus began a process of shaping, Joring, and a percolation to the
A grassroot levels. % .

After a gap of time, it was felt that a review was. required to be made. HRD
Managers, Central Office representatives and the consultants were all present at a
review meeting. The data that was generated in this meeting was as follows:

o All these are nice “theories” —can they happen in practice?
e 1t is impossibie to change the culture of this organisation given our history and
colonial background. _ : :
¢ the cultural and social context is not conducive to change.
¢ People at the “Top” should change first.
e I am OK—the rest of the persons in the organisation are not OK.
There was thus a feeling of helpiessness and a feeling of doubt but at the same time
feelings were also expressed indicating that: . ‘ : - ) |
e it is high time we have HRD in the Bank. '
‘e HRD is good—its aims are laudabie. -
® in the long run the organisational culture wilt change. _
e thete are no doubts about the Management’s intentions and also about the
efficiency of HRD interventions. : _
o if what is intended happens—our organisation will be the best in the country
The blowings were at once hot and cold.
The HRD Managers had some further feelings—
o they felt ancomfortable to deal in an area where things were not structured.
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1) Trust: Effective work cannot be done in an organisation unless trusting : Line Managers and HRD
relationship is established between an employee and his supervisor. Trust does not
develop easily: efforts should be made to develop such relationship.

2) Mutuality: Effective dyads will require free exchange of help between the
employee and the supervisor. Helping relationship is not a one-way relationship.
The supervisor should take help from his employees, as much as he would.give
them the needed help. Mutuality in relationships will also involve support to each
other. :

3) Communication: Developing effective dyads will also involve improving
communication between the members (the employee and the supervisor). Both -
should be able to give feedback to each other. The employee should improve his
ability to receive feedback, as the supervisor should improve his competence to
coach the employee.

The Team
Effective teams are quite important for the strength of the organisation. Primarily
two aspects should be the focus of HRD, as far as team development is concerned.

1) Cohesion: The teams should be cohesive. Well-knit teams produce synergy, and
are able to utilise individual competencies, .

2) Resource Utilisation: Effective teams maximise the use of resource available
amongst members of the team. This would both satisfy the members, because
each will contribute whatever resources one has, and help the team to produce |
effective results. Poor teams rely on and use resources only of a few members, !
resulting in limited opportunities for other members. - |

The Interteam

The main emphasig of interteams is te develop cooperation amonggous groups
in the organisation.(e.g. departments, divisions, functions) sg/A3 they are able to
work effectively towards common objectives. The main foc ch cooperation is

to develop corporate identity. When the teams are strqag and Work on their own
goals only, there is a possibility of the organisation to% weak, While teams
gani

should work on their own goals, their linkages witinthe isation and their identity
with it should be achieved through various med

The Organisation
As far as the organisation is concerned th wing three aspects should deserve the
attention of the HRD effort. : : :

1) Growth: Obviously the development of the organisation would involve increase
in its size, activities and operations. Every organisation looks forward to its
growth. Even if growth is not in terms of its size the organisation may be
concerned with providing qualitative services or maintaining leadership position in
its field of operations. ‘ '

2) Impact: Each organisation would like to have some impact on the outside
organisations or customers etc. Impact may be in terms of developing new
markets, developing services or products, introducing new technology which
others can follow etc. :

3) Self-renewal: The organisation must examine its working from time to time and
take steps to update its technology. It should also analyse the present and
potential problems imminent on its growth, and take steps to prepare itself to
meet these challenges. Self-renewal competency is necessary for organisational
effectiveness. - '

To sum up, HRD is concerned with development of the following six human units of
an organisation on the aspects shown against them.

The individual employee: Self-management, competence building, advancement.

The role: optimum stress, linkage, autonomy
The dyad: trust, mutuality, communication
The team: cohesion, resource utilisation
" The interteam: identity, collaboration
The orzanisation: growth, impact, self-renewal 2o



through, effectivencss of individuals-and teams in the organi tion. HRD attentionto - © °  Line Managers and HRD
 these aspects cannot be over emphasised. S :
More emphasis is being increasingly given in many Indian organisations stress
management. With increase in the complexity of organisational life attention to work
stress-and Tole tress is increasing. Some organisations have started programmes to
deal with stress. Stress audit and stress management programmes help.both the- ’
individuals and the organisation. Lo .

Cultural Systems =~ _ ‘ . :
Cultural systems are most neglected part of HRD. Three aspects deserve attention in
this regard. HRD should pay attention to development of organisational culture
which will sustain the kind of effort HRD has developed. Attention to development
of appropriate organisational climate is equally important. Some work has already
started in some organisations on HRD climate. More work needs to be taken up in
this regard. , ' o

The second aspect deserving attention is communication. In most .organisatibns,
problems may arise because of lack of attention to various aspects of communication
(top down, bottom up, horizontal, circular, external).

The third aspect is reward system. Whatever is rewarded in an org: tion gets
reinforced. Reward system, including incentive schemes, both for igdiviguals and for

teams, deserves careful attention. Rewards work both ways. They ilitate and
promote good work, but if they are not properly designed, ey 8gn also do a great
harm to'the organisation. o :

Self-renewal Systems . ‘ E o . T
As orgatisation should be coricerned not only. Itegrowth, but also with its
health. It needs to diagnose its problems fpeg timdto time and take steps to develop

new competency to cope with the various ems and challenges it would be -
facing, This can be done through effective’ pisation Development (OD) effort.
Organisation Development or Action Research is concerned with development of
competency through effective teams to diagnose the problems and initiate process of
collaborative work to deal with such problems. In OD the focus is on developing
process competency to increase organisational effectiveness. Organisation )

. Development aims at maintaining profiles of organisational health, monitoring
organisational health, assisting “sick” departments, helping interested units and
departments in self-tenewal, conflict management, creation of strong teams etc. and’
establishing processes that build a climate to promote enabling capabilities in the
organisation. : " SR LT

In addition to OD, attention should also be given to organisational learning, which is -
concerned with learning from the experiences, and utilisation of such leaming for
future effectiveness.: . : ' . L "

The third aspect of this system will be research orientation in HRD, which means
consciously collecting data in order to understand the various issues, and designing
interventions based on such data. For example, data should be collected on the .~
working of appraisal system, benefit to and difficulties experienced by different
groups. Such data will help to improve implementation of the appraisal system. HRD
related research is important for HRD effectiveness: it helps in analysing data and
information generated by the HRD subsystems.
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Line Managers and HRD

' 4.3 THE ROLE OF LINE MANAGERS IN HRD

Line managers have an important role to play in ensuring the realisation of HRD
objectives. While the top management should make available the resources required
for investment. on human resources, and the HRD department should provide
instruments and systems that can be used by the organisation to develop its human
resources, it is ultimately the line managers who translate these into action. This
involves first of all realisation on the part of the line managers that they have the. !
responsibility to develop and utilize their employees.

"To understand the role to be played by the line managers in developing human
resources, it is necessary to understand the concept of development and the
conditions under which development takes place. '

Development can be defined as the acquiring of new competencies. Such
competencies may help in performing the existing tasks.better or faster, or in
performing new tasks. These competencies include cognitive abilities (acquisition of
new information, new concepts, ideas etc.) attitudes and orientations, values and
skills. These may deal with managerial functions (co-ordination, planning, projecting
etc.) or technical areas (designing a machine, servicing a product etc.) or behavioural
aspects (leading a group, building a team, motivating someoe etc.). :

_ Development of employees would require certain conditions. These have been .
discussed in MS-2 Unit 1 and are summarised below: ‘
1) The employee should perceive that his acquiring new competen ies hdlps him in
fulfilling his psychological needs. . . :
2) ‘The employee should perceive opportunities for acquiring @ apabilities.
. ¥
3) The employees should be aware of the capabilities he needsteleveiop. '

4) The employees should have mechanisms of assewing%n rate of growth in
relation to such capabilities.

5) The employees should enjoy the process of groWgh itself.

A line manager plays an important role in g these conditions for his
employees. Quite often managers are under tH€ impression that HRD department
should ensure that these conditions are met. HRD departments can only provide
instruments or mechanisms for use by the line managers to create these conditions,
but cannot create these conditions. -

HRD department and line managers play complimentary roles. Each suppleménts
{and supports) what the other does in relation to development of employees, The
responsibilities of line management for HRD system are summarised below.:

4.4 LINE MANAGERS AND APPRAISAL SYSTEMS

The responsibilities of line managers in rélation to performance appraisal can be

viewed under two roles: as appraisers and as appraisees. : :

As appraisers the line managers have the following responsibilities:

1) Identify and clarify key performance areas of each employee.

2) Help the employees set challengmg goals. ‘

3) Identify support needed by employees and make the same available.
4) Help the empioyees experience success. _

5) Help the employees recognise their strengths and weaknesses through- priodical
eedback.
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2) Identify training needs of each employee working with him against these functlons Line Managers and HRD
and communicate these to HRD department.

3) Bncourage employees (and provide opportunities) to take:- respons1b111ty and
initiative, and try new things and learn on the job.

4) Provide continuous on-the-job coachmg, and help each employee to develop
problem-solving skills. _

5) Sponsor the employees for trammg with the help of the HRD department

6) Get feedback from subordinates retummg from training about the competencies
developed during trairiing, and have discussions with them about opportunities
for trying out what they have learnt, and provide opportumﬂes for their
application.

7} Institute mechanisms like group dnscussmns, meetmgs etc. to heip the employees
learn to work as a team.

4.7 LINE MANAGERS AND WORK SYSTEMS

Regarding quality of work life, the main responsibility of line managers includes the
following: '

' 1) Invite HRD experts to design and introduce participatory systems hke
autonomous work groups in one’s unit.

2) Provide necessary support by critically reviewing the nnportance and gress of
experiments being conducted.

rs

3) Redesign supervisory roles to become more supportwe and mve.

4) Work on productivity and quality will be undertaken mamly Hanagers;
HRD personnel can only provide the process help by line managers to
design quality circles, groups etc. and make them mor: tive. The main

designing of such groups and rewemng their p es from time. to time. The
line managers should critically review and gwgluatehe functioning of such groups
after about a year of learning from the p@ﬁence. HRD help can be sought
at that stage also. . -

responsibility of the line managers will-be to mv%ﬁ) elp both in the - -
T

4.8 LINE MANAGERS AND CULTURAL' SYSTEMS

Regarding culture and climate the following respons1b1ht1es can be taken by line
managers:

1) Analyse with the help of HRD managers, implication for various practices in the
department for culture and climate,

2) Request HRD department and respond to their efforts if they initiate.

3) Pay attention to transitional periods in an employee’s career, e.g. induction in the
organisation, change of job, promotion, retirement or leavmg the organisation.
Develop appropriate rituals for such transitional occasions.

4) Use results of surveys of culture and climate to work with employees on’
alternative ways of improving them.

Regarding communication, attention needs to be given to formal communication
system (Management Information System), written communication, communication
technology (like telex, telegram, fax), on communication process in vatious groups.
The responsibilities of line managers are to be sensitive and pay attention to
effectiveness of communication in. various groups like committees, task forces, project
groups etc.

“

Line managers may request HRD personnel whenever they think their help is needed
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2) The job should be broken down into specific activities performed and expecteﬁ to’ : . Task Analysis
be performed by the job holder or incurabent. An “activity” is an observable
action often bound by time.

3) The activities should be grouped into tasks A “task” is a set of related
. activities—a function—that makes a distinct contribution to orgmusatlonal goals,

4) Performance criteria and their indicators should be established. N B

5) The competencies requued for effectlve performance of each task should be - L
identified. - . . .

.6) The discrepancies between perceived and actual performance and between
importance attributed and importance reflected in time spent should be-
identified.

On the basis of the guidelines stated above, we can say that task analys;s involves the
foliowing steps: _

1) Contextual analysis;

2) Activity analysis;

3) Task delineation;

4) Competency analysis;

5) Performance analysis; and’
6) Discrepancy analysw

The type of Task Anal}'sm suggested here may be ﬁseful to the omganisation and the
individual employees in several ways. Q ‘

1) Selection and placement, Better recruitment and selegtign de can be
prepared on the basis of a task analysis (cspeclaily mpetency analysis).
Competency analysis can also help an organisation tO\plaée people in jobs in
which they can be more effective (matching th ob with people). .

2) Work planning, including the following: \ v
a) Setting individual tasks for a specifi N : -
b) Helping a job incumbent to decide priggities of task
¢) Minimising overlap between j :
d) Identifying neglected tasks in ‘unit
¢) Planning delegation -
f) Job enrichment

3) Performance appra.lsal mcludmg A
~a) Negotiated tasks and activities-to be performed
b) Evaluation (by telf and the supervisor) of the quality/quantity standards of
task performance (both process and outcome effectiveness)
¢) Analysis of factors helping and hindering task performances "

-4) Potential appraisal, including preparation of a system on the basis of the
competency analysis, and actual potential apprmsal work., -

5) Employee development, including
a) Feedback on strengths and weaknesses
b} Performance counselling
¢) Training :

6) Team building, especially -~ - - : S -
a) Better understanding of each other ' : ) '
b)- Locating areas of task conflicts and dealing with them
¢) Building linkages and mutuality between jobs

5.2 CONTEXTUAL ANALYSIS

It is esential to know the mission, orientation, and goals of the organisation of which
the job is a part. An understanding of the organisational context also helps in 95
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- supervisor, subordinates, colleagues, and in some. cases others who interact with the : Task Analysis
incumbent (for example, patients and their relatives in the case of 2 nurse as job . :
incumbent). The outside experts may be task analysts, educators, specialists in the

field, or the organisation’s top management. -

These three sets of contributors can produce a great deal of usable information based

on their observations, their reports of the activities that the job incumbent actually

completes, and their assessments of activities that the job incumbent is or should be

expected to complete. The role-set members or experts, for example, may be asked

to observe the job incumbent and write their observations in some systematic way -’

(every five or ten minutes for example). In addition, they may be asked to write their

expectations regarding activities that the job incumbent probably performs or should

perform, even though they may not have observed any of these aciivities. A doctor,

for instance, might write that he or she expects or would expect a nurse 0 monitor -

patients and notify the doctor when any patient needs immediate attention. The job

incumbent can also write a report of activities actually performed and any additional

ones that he or she expects to perform in the job in the future. ‘ :

Collecting information on activities ,
Several methods can be used to prepare a comprehensive list of activities. The most
commonly used methods are interviews, diaries, log books, and questionnaires.

1) Interviews: The interview is the most widely used and useful method of collecting’
information for activity analysis. Generally the respondent is simply asked to
report observations antl expectations. Sometiraes, however, it may be useful to
ask specifically what the job incumbent did on a particular day. Bécause
respondents tend to give general answers, it is necessary to probe-in an intgrview
so that actual activities are revealed. For example, when interviewe bout what 2
nurse does, a role-set member might say, “Well, she takes care dfpatidnts.” It
then becomes necessary to ask how the nurse takes care of gatient at she
actually does. For this reason interviews require patience art of the
‘interviewer. After thorough questioning the respondent b “educated”

‘ about the concept of an activity, and.his or her ans ecome more pertinent
and require less intervention from the interviewer. st L _

assigning the task of keeping such a di a good idea to meet with the job
incumbent to diséuss what an activity is a hat should be noted in the diary. At
this meeting it may be hejpful to provide a combination of instructions and
example such as that showh in Table 1.

3) Log books: A log book is a record that someone else keeps while observing a job
incumbent. Again, it may be useful to discuss the potential contents of the log
with the person keeping it. Providing a combination of instructions and example
similar to that shown in Table 2 may be helpful.

‘ 2) Diaries: A diary is a set of detailed notes tﬁa%\cumbent keeps-about the
work-related activities that he or she p@ ing the work day. Before

4) Questionnaires: A questionnaire may be devised and administered to the job
incumbent, the role-set members, and/or outside experts.

The Product _

After one or more of the suggested methods has been used for activity analysis the 3
product will be a long list of activities. At this point the list is comprehensive and has -

not been subjected to any kind of sorting; it includes a number of essentially

redundant items as well as both highly specific-and less-specific items. Table 2 is an.

example of such a list for the position of district health officer in a province of

Indonesia.
Table-1 |
Activity-analysis Diary (Instructions and Example)

The purpose of the activity-analysis diary is to help you keep notes about all of your
work-related activities. Maintain the diary for four weeks: every work day for the
first week, ther: every other work day for the second week, and then every third work
day for the last two weeks. '

Write a description of each work-related activity you perform during the day, and
next to the description note the starting time. Be specific and use verbs. The




30) Meets periodically with steff members to provide information and to encourage them to share
information.

31) Talks with the section heads about their programmes and factors that facilitate and hinder those
programimes. .

K ¥)] Comumunicates relevant information about iml;lanentation to the district leader.

33} When necessary, helps in solving problems that exist between or among the sectipn heads.

34) Obtains detailed budges proposals from the health clinics and sections.

35) Rewards the staff members for good work and encourages their future work.

36) Preparesa guide on monitoring projects (for personal use).

37) Atends meetings of the Legislature when invited.

38) Organises staff training..

39) Collects data from communities and sections whenever they are needed to address issues raised in
+ the Legisiature.

40) Collects and reviews information on the progress of each project.

41) Reviews received budget plans and determines priorities.

42) . Acts on br responds to the issues raised in the Legislature regarding health matters.
43) Discusses the budget with the provincial representatives.

"44) Discusses with section heads the pace of programme implementation and any problems
encountered.

45) Discusses the budget with the district leader.

5.4 TASK DELINEATION .

After activity analysns has been completed, the next $tep is to grouMivities into
tasks and to name these tasks. This process, known as task d ion, involves
subjective decision making and should be undertaken only b; e who know and

understand the job
There is no set rule regarding the number of tas be 'Eiineated. However, there

should not be so few that one cannot review th rm a clear picture of a job. _

Similarly, there should not be so many that the diffegenices among activities is not
readily apparent and that their numbers cumbersome for performance
appraisal and cther purposes. '

The tasks should be balanced in terms of the number of activities each comprises. If
one task has to0 many activities, it needs to be divided into two or more tasks. For
example, when delineating a nurse’s tasks one should not call “patient care” a task
because too many activities are covered by this term. Instead, patient care should be
broken down into care requiring special skills, care requiring few skills (such as
making the patient’s bed), and socio-psychological care and support. After the tasks
have been delineated, it is a good idea to rate the importance of each to the job and -
to assess the percentage of time spent by the job incumbent on each.

Exercise 1
Go through the list of activities presented in Table-2, and group them into spec:ﬁc
tasks.

1)
2)
3).
4)
5) :
6) oo S
7 '
8)

an

Task Analysis




gathered indicating both kinds of eftectiveness. For example, one can evaluate the -

task of taking customer orders with regard to the number of orders taken (outcome)
as well as with regard to the time spent on the task or the number of mistakes made.
{process). - .

For each task it is advisable to identify only a few indicators of effectiveness: one or
two for outcomie effectiveness and one or two for process effectiveness. It is
important iv keep in mind that indicators must be specific, concréte, and measurable.
Developing them is a difficult and creative task and should be undertaken only by
people who have extensive knowledge of and insight into the job. A group consisting
of the job incumbent, the role-set members, and experts may brainstorm in order to
identify a number of indicators and then select only the best alternatives.

5.7 DISCREPANCY ANALYSIS

Discrepancy analysis is the identification of any discrepancies that become obvious as
a result of the previous five steps. For example, discrepancies may exist between
activities reported by the job incumbent and those reported by the role-set members,
between activities reported and those observed or expected, between the importance
of a task and the time spent completing it, between needed competencies and existing
competencies, and so on. These gaps may indicate a need for certain remedial
measures, such as redefining the role, training, additional work planning, delegating,

increased monitoring, or counselling.
It is a good idea to check periodically for discrepancies between th&yjgb definition as

reflected in the delineated tasks and actual job performan rmation about
performance can be obtained by any one or a combinatio following methods:

¢ The job incumbent may monitor the time spent of%activity;

‘e The role-set members may analyse the impogptapce dgtributed to various tasks
versus the time spent on them; and/or

« Trained observers may cbserve the j%cfum nt for a few days.

Discrepancies between desired activities oasks and actual performance may then be
noted and acted on accordingly.

5.8 TASK ANALYSIS AS A SUPERVISORY TOOL

Task analysis as briefly described in this unit can be-used as supervisory tool, to
improve functioning of a unit. Some uses of Task Analysis have already been
suggested. A few are focused below:

1) Designing training: Discrepancy analysis of the required competencies and the
present level of these competencies in the employees concerned will help in
identifying training needs, and then designing a training strategy, or at least
training prograrames to upgradé the competencies which seem to be at a lower
level. )

Information about the importance o the various tasks may also help in designing
training programmes for high priority task. Similarly, the discrepancy between the
importance of a task and the time spent on it may given some useful information.
One reason for not spending enough time on a task may be lack of competency .
required to do the task. Such information may help in indicating the training
needs. :

2) Performance manitoring: A performance monitoring system can be developed
based on the indicators of process and outcome effectiveness for the various
tasks. Some of these indicators can be used in designing a format or a system of

Y . Y v R, S
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- UNIT 6 MOTIVATIONAL ASPECTS OF

Objectives.

After going through the unit, you should be able to: -

e appreciate that employee motivation is determined both by the employee’s
orientation and the external factors in the organisational role and the
organisational climate

e analyse your role to identify strong and weak motivational aspects of your role in
your organisation '

o develop ideas of improving weak aspects of your role, and ideas for helping those
you currently supervise or may supervise in future :

e analyse your own behaviour in the organisation in terms of functional and
dysfunctional aspects, and develop ideas for improvement. '

Structure

6.1 PEG: The Framework of Work Motivation

6.2 Motivating Roles for PEG

6.3 Approach and Avoidance Aspects of Motivation
6.4 Effective Managerial Behaviour

6.5 Promoting Work Motivation

6.6 Further Readings 0

6.1 PEG: THE FRAMEWORK OF wo@ -
MOTIVATION

In one unit of a plant, a supervisor, while revi is section gave the following
inputs to the manager: He complimented the woNggr Joseph by saying—his

motivation was a high; he took a great d -ﬁi mjinterest in his work whenever any
difficulty arose, he tried various ways of s @’_ it, or he went to someone who could
give him help; he was learning new techniques, and seemed to have improved his
output; he was always occupied and seemed to enjoy his work. On the other hand, .
for Raju, another worker he said—his motivation was low; he seemed to be sluggish;
did not learn, he complained more; went to the supervisor with his- problems; did not
seem to enjoy and neglected his work; and was seen socialising with other workers in
the canteen.

When the same workers worked in another unit their supervisor had different reports
to make. According to him, Raju’s motivation was quite different from Joseph’s. He

| hed high affiliation motivation; he enjoyed making friends and working with friends.

i When he was put in a small group in which most of his friends were working, his

| output increased, and he seemed to enjoy his work. On the other hand, Joseph
worked very well when he was given a challenging assignment. He did not, however,
get along very well with others, and was basically a loner. '

What can be said about motivation in these two examples? The first supervisor uses
“motivation” as a general term meaning involvement of an individual in work. The
second supervisor uses it with a specific sense, meaning a particular motivation. By
examining these two meanings more carefully, it can be seen that the first concept of
motivation is an explanation of the general term “work motivation”. Motivation has
been used with both meanings in management literature and that has created some
confusion. We shall deal with both in this unit. Let us first take the concept of work
motivation in 2 general way, that of involvement and commitm:nt.

If people are engaged in work which they find challenging and worthwhile (being
| relevant to social needs and contributes to social development) they feel proud to be
| associated with such work. One function of management is to create such a sense of




12) a) [do not enjoy my role.

b) {enjoy my role very much.

¢) I enjoy some parts of my role and not others,
13) ) Ihave little freedom in my role.

b} Ihave a great deal of freedom in my role.

¢) Ihave enough freedom in my role.

14) “a) 1doa good job according to a schedule already decided.
b) T am able to be innovative in my role.

¢) Thave no opportunity to be innovative or do something creative.

15) a} Others in the organisation see my role as significant to their work.
b) Iam a member of a task force or a commitice,

¢) 1do not work in any committees.

16} a) Hostility rather than cooperation is evident here.
b) I experience enough mutual help here.

c) People operate more in isolation here.

17) a) [am able to contribute to the company in my role.
b) 1am able to serve the larger parts of the society in my role.

¢) 1wish I could do some useful work in my role.

18) a) Iam able to influgnce relevant decisions.

b) Iam sometimes consulted on important matters. .
c) 1 cannot make any independent decisions. '
19) a) Ilcam a great deal in my role.
B) Ilearn a few new things in my role,
¢) [ am involved in routine or unrelated activities and havew nothing.
20) a) When people bring probiems to me, [ tend to asl 10 $ork then ont themselves.

b) I dislike being bothered with interpersonal con

¢) 1enjoy solving problems related to my %

Pride, joy, and a sense of growth, basic ele¥énts of work motivation, are related to
the work an employee does. It has been found that an employee may have low
motivation (PEG) in one organisation working on a job, and may develop high
motivation on the same or similar job in another organisation. In other words, a role
or a job in one organisation may be less motivating than in another organisation. This
approach of shifting motivational attention from individual employees to
organisational roles has a great advantage. The payoff may be very high because
instead of attempting to motivate individuals, an attempt is made to motivate roles,
and because larger number of employees can be affected in. such a strategy.

The eventual objective of motivation is to make an employee effective. The
effectiveness of an employee depends on his own potential effectiveness as a person,
his technical competence and experience, etc., as well as on the role he occupies in
the organisation is designed. It is the integration of the two (the person and the role)
that ensures the person’s effectiveness in the organisation. If the role does not allow
him to usc his competence, and if he constantly feels frustrated in the role, his
effectiveness is likely to be low. The integration of the person and the role comes
about when the role is able to fulfil the needs of the individual, and when the
 individual is able to contribute to the evolution of the role. The more we move from
role, the more we move from role taking (responding to the expectations by various
other persons) to role making (taking initiative in designing the role more creatively in
a way that the various expectations from others as well as of the role occupant are
integrated), the more the roie is likely to be effective. Effectivéness of a person in an

" organisation, therefore, may depend on his own potential effectiveness, the potential
effectiveness of the role and the organisational climate. The potential effectiveness is
known as efficacy. Personal efficacy would mean potential effectiveness of a person
in personal and inter-personal situations. Role efficacy would mean the potential

Motivational Aspects of HRD




The general tendency to confront the problems to find relevant solutions Motivational Aspects of HRD
contributes to efficacy. When people facing interpersonal problems sit down, '

talk about these problems, and search solutions, their efficacy is likely to be

higher compared with situations in which they either deny such problems or

refer these to their higher officers. :

Dimension 2: Role Centering

5) Centrality: If a person occupying 3 particular role in the organisation generally
feels that the role he/she occupies in central in the organisation, his/her role
efficacy is likely to be high. Every one working in an organisation wants to feel
that his/her role is important. If persons occupying the various roles feel that
their roles are peripheral, i.c. they are not much important, their potential
effectiveness will be low. This is true not only of persons at a higher level in the
organisation, but about people even at the lowest level. In a large hospital, class
IV employees like ward boys and attendants had very high motivation when
they joined the hospital. And coming from nearby villages, they would bring
their friends and relatives to proudly show the place. After few months, they
neglected work, sat in groups gossiping and not caring about the.cleanliness, etc.
They were rated as very low in their effectiveness. An investigation of this
problem showed that within a few months of their joining the hospital, their
perception changed about the perceived importance of their role; they felt that
their role was not important at all. In contrast with this, in another hospital, the
gate-keeper was trained to screen the requests of visitors who wanted to have
some exceptions to the rule of coming only during the visitors hours. He used
his discretion in making or not making exceptions in such cases, and referred a
case to the nurses or doctors only for clarification and guidance fdghimself.
Interviews with class [V employees in this hospital showed thaythe perceived
their roles as quite important. Onc obvious difference in Jag mo tion of the
former and higher motivation of the latter was their'per imporiance of
their roles. o

6) Influence: A related conicept is that of influence o?tr; The more influence a

| person is able to exercise in the role, the highegthe le efficacy is likely to be.
‘ One factor which may make roles in the p or or civil service more

efficacious is the opportunity to influegge a Ianger sector in the society. On the .
other hand, if a person feels that he power in the role he occupies in the
‘organisation, he is likely to have low € Y. :

7y Personal Growth; One factor which contributes effectively to role efficacy is the
perception that the role provides the individual an opportunity to grow and
develop. There are several examples of people leaving one role and becoming
very effective in another primarily because they feel that they have more
opportunity to grow in the latter. One head of a training institute accepted the
position by taking a big financial cut in his salary mainly because he felt that he
had nothing more to learn in the previous position, and in the new position he
had gpportunities to grow further. Examples of executives of companies going
for faculty roles in the institutes of management indicate the importance of the _
factor of self-development for role efficacy. If a person feels that he is stagnating .
in the role and does not get any opportunity to grow is likely to have low role
efficacy. In many institutes of higher learning, the roles of the staff pose
problems of low efficacy. The main factor contributing to this is the lack of
opportunity for them to systematically grow in their roles. Institutes which are
able to plan the growth of such people in the roles are able to have higher
efficacy and a great deal of contribution from them,

Dimension 3: Role Linking | _ K

8) Inter-role linkage of one’s role with other roles in the organisation increases

. efficacy. If there is a joint effort in understanding problems, finding solutions,
etc., the efficacy of the various roles involved is likely to be high. Of course, the
presumption is that people know how to work effectively. Similarly, if a person
is a member of a task group set up-for a specific purpose, his efficacy, with other
factors being common, is likely to be high. The feeling of jsolation of a role (that
a person works without any linkage with other roles) reduces role efficacy.

9y Helpi i : In addition to inter-role linkage, thé opportunity for




. mcreasing Role Efﬁcacy Motivational Aspects of HRD
One can plan to increase role eﬂicacy of one’s own role, as well as those of one’s
employees. Some practical suggestions, based on work in some orgamsauons, are
given for the supervisors to increase role efficacy of their employm

Self Role Integration

1) Work with the employees in redesigning their roles in which their strengths can be
utilised.

2) Recommend replacement of a misfit in a job which can use hlS assets.

Productmly

1) Minimise supervision of employees, and encourage them to ask for your help
when they need such help.

2) Reward initiative of employees.

3) Listen to the employees, give respect to their views, and use-these wherever
possible.

4) Arrange for visits of the employees to other organisation.

Creativity
1) Encourage your employees to give ideas to solve the problems.
2) Create a climate which encourage people to generate ideas without fear of being

criticised.
3) Appreciate and use new ideas given by the employecs.
4) Encourage and reward suggestions to solve prdblcms. 0
Confrontation | _
1) Take the employees into confidence while confronting a Qm. )
2) Support the action taken by the employee if it is wi rules and procedures.

3) Appoint a task group for a problem making isioR.

4) Use failure of an employee as an expcrience%p him to learn from it.
5) Encourage employees to bring probl

6) Anticipate problems in collaboration witl¥your employees.

7) Encourage subordinates to solve problems and report to you.
8) Follow the “buck stops here” dictum.

1) Communicate the lmportanoe of the roles to their mcumbents (the critical

Centrality : . ‘
contributions of the roles) ‘ - |
2) Communicate the importance of the role as percewed by others,

3) Give enough freedom to each employee to set his objectives and decide ways of
achieving them.

4) Give increasingly difficult and challenging responsibi]ities.

Influence

1) Delegate enough authority.

2) Give relevant details of decisions made.

3) Send good ideas of employees to higher management.
4) Give feedback to employees on their suggestions.

5) Be willing to accept mistake.

Growth
1) Appreciate employee’s work.

2) Do not snub the employees for their shortcomings but cooperate to improve



One more motive or need, so far neglected, but quite relevant for organisational .
behaviour, is that of dependency. So far dependency was regarded as a negative

force. However, recently interest has been aroused in the importance of dependency
in the development of managers, and this need is reﬂected in the mentoring process,
discussed in Unit 8 in this Block.

Thus we have six main needs or motives, relevant for understanding the dynamics of
behaviour of persons working in organisations. These are.briefly definext below:

1y Aéhie\fement motive is characterised by a concern for excellence, competition
with standards of excellence set by others or by self, setting challenging goals for
oneself, awareness of the hurdles in the way of achieving one’s goal.

2) Affiliation or power motive is characterised by a concern for establishing and
maintaining personal close relationships, value for friendship, a tendency to
express emotions.

3} Influence motive is characterised by concern for making impact on others, a
desire to make people do what one thinks is nght an urge to change matters and
(develop) people.

4) Control motive is characterised by a concern for orderliness, a desire to keep
informed, an urge to monitor and take corrective action when needed.

5) Extension motive is characterized by a concern for others interest in

superordinate goal, being relevant and useful to larger groups including the
society.

6) Dependency motive is characterised by a concern for self development with
others’ help, checking with significant others (more knowledgeagle, higher status,
experts, close associates) ideas, proposed action, etc., for approvalexpectations
of such an “approval” relationship.

The above motives may be used in explaining the behavioyf of 8 employee.
However, one more aspect deserves attention. Each of theSg mglives may have two
dimensions: approach and avoidance. Approach aspgeigindicates that the person
acts according to a need with * hope” of achieving so%g. The concept of
avoidance is based on “fear”, and therefore th tive ¥ to avoid that fear. In
achievement motive, “fear of failure™ has bee s one of its important

component distinct from “hope of succesgiy A 10Nof research has been done on fear

of failure, whlch ‘(as an avoidance beha as been found to be dysfunctional,
although being a part of the achievement ve, For example, hope of success vs.
fear of failure (approach vs. avoidance) was found to be the main intervening
variable to explain who benefited from achievement motivation training programmes
in terms of increase in the enterpreneurial activity. Persons high in achievement
motivation, but with high component of fear of failure, failed to start new business,
contrasted with those who had high component of hope of success. This concept
(approach vs. avoidance) can be applied o other motives ulso.

Table 1 briefly suggests the approach and avoidance dimensions of each motive,
based respectively on hope of or fear of something. The behaviour of an employee
can thus be analysed not only in terms of the various motives, but also from the angle
of positive aspect (approach) or negative aspect (avoidance), reflected by hope or
fear. It is assumed that in organisations all the six motives have their legitimate place,
and contribute to the effectiveness of an employee.

“Table 1
Appméh and Avoidance Dimensions of Six Motives

Motivational Aspects of HRD

Motives Approach (Hope of)  ‘Avoidance (Fear of)
Achievement Success . Failure
Affiliation inclusion Exclusion
Extension Relevance ' Irrel;avance
Influence Impact Impotence
Control Order Chaos

Dependency Growth . Loneliness
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Career Systems
3) Promotions based on merit and competence create a climate of high work
motivation. '

It is extremely important that the organisation pays attention to its promotion
policies. If it is perceived that promotions are done on personal considerations
and not on the basis of competence, potential for higher responsibility, and
merit, the general climate in the organisation will reduce work motivation. In
such a climate motivation to do good work is low, and people try to find the
bases on which promofions are made, work towards those criteria (smart
appearance, good personal relations, being good golf players, etc.)..

4) Promotion motivates only when the new job, to which a person is promoted
provides higher challenge.

Some companies make a mistake in-thinking that promotion per se may
motivate people. If after promotion, the person continues to do what he was
doing before, and does not have any new challenge, his motivation after some
time will go down. In one public sector company several competent bright
young people who had been given quick promotions felt highly satisfied for
some time, but after the initial euphoria of getting promotion wore off, they felt
dissatisfied because the new jobs were not more challenging than the previous
ones. New responsibilities and challenges should be built into the new jobs, if
promotion is to be used as a motivator. Otherwise, people feel cheated that they
have been given more salary and higher designation without the accompanying
responsibility and challenge.

Training Systeins
5) An individual’s motivational pattern can be changed. Like th&or isation, and

individua! also has motivational patterns. Some needs aggegtronef’in him than
@ sible to raise the
apdndividual has low

others. Experiments and experience have shown that i
level of specific needs in the individuals. For example,

of achievemerit, this can be done. It may be usefuly6 provide opportunities to
individuals to first get a picture of their m, ionat profile, and then, special
programmes can be arranged to help the s€ the level of a specific

psychological need in which they intePested. Some agencies are
organising such motivation develop boratories.

Work Systems '
6) Deficit needs (hygienes) if not attended to, are likely to affect work motivation.

achievement motivation, and if this concerns hin\?he wants to raise his level

Attention needs to be paid to hygiene factors like salary, security, company
policy, working conditions and general atmosphere in the department/units. If
these are unsatisfactary, the necessary work on raising the level of motivation
cannot be done. These are like diseases. Nutrition is very important for good
health of a person. However, unless the bacteria affecting his health are
einated from the atmosphere, he is not likely to improve. These factors need
to be analysed, and necessary improvements need to be made in them.

7) Work motivation is partly in proportion. to the.challenge the job provides fo the
individual. :
Some of the factors Herzberg has suggested as motivators are very important for
work motivation. Challenge in the job.is one such factor. If a job does not
orovide enough challenge to the individual, his motivation will be low. Ifa
feeling of lack of challenge seems to be prevailing, it may be vseful to examine
the job content, and do something to build more challenge in the job, may be by
delegation of some important functioss which the individual may perceive as
valuable. Even a helper or a gardener feels motivated if he is given a specific

"~ responsibility, is given freedom to operate, and is held responsible for the

results. Enough autonomy with adequate support and a demand for
responsibility combine to increase motivation. Each job may be examined to see
how such autonomy and responsibility can be increased.

8) Work motivation is directly related to perception of opportunities of
development and growth in the job.

el Bl tlant wdat thar dn it the iah helne them to learn

Motivational Aspects of HRD
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Seli-renewal Systems . ' Motivational Aspects of HRD
15) Systems in an organisation reinforce some motivations more than others.

While designing the systems, or making changes in them, it may be discussed
" what motivations they will reinforce. This-may help in designing systems for _
reinforcing relevant motivations for organisational effectiveness—achievement, )
power, extension. For example, the information control system which provides
relevant information to the person who has to take decisions will reinforce
control motivation. O, the promotion system. which objectively rewards high
performance will reinforce achievement motivation. Similarly, a system requiring
people from various departments or sections or levels to meet and discuss and.
come to a decision will reinforce extension motivation (collaboration).

16) Role efficacy contributes to work motivation.

Role efficacy (discussed above in 6.2) has several aspects €.g. the individual’s
feeling of his role being central in the organisation, self-role integration,
possibilities for the individual to take initiative and be creative, linkage of the
role with other rolers in the organisation, helping relationships in the
organisation, opportunity to influence and to work on larger goals beneficial to
others, opportunity of growth, etc. It may be useful to measure role efficacy of
several roles in the organisation, and take steps to raise it.

Activity A _ :
Identify the most characteristic and least sharacteristiz motivat.un of your
department’s or unit’s climate. What are the indicators?

--------------------------------------------

| . I
 Activity B ?5
‘ Administer the role efficacy scale given in begi%i! is upit to your

subordinates. Identify the dimensions where th erlow. Discuss with them” '
the concept of role efficacy and the ways gidgmpt ing it in your section or’
department, '

..................

6.6 FURTHER READINGS

Two chapter on work motivation{chapters 9 and 10)in Organisational Behaviour
Processes (Rawat, 1988) by Udai Pareek discuss theories of work-motivations,
findings of Indian studies, and some propositions to develop motivations,
Approach and avoidance aspects of motivation, with an instrument, are discussed
in Udai Pareek’s “Motivational Analysis of Organisations—Behaviour (MAO-B)”
(1986 Annual: Developing Human Resources, San Diego University Associates).

Details about development of achievement motivations, the first systematic
programme anywhere in the world done in India, are described in Motivation
Economic Achievement (Free Press 1969) by D.C. Macieiland, D.C. Winter. The
book contains good material on motivation development. D.C. Macleiland and
D.H. Burnhan have reported thie importance of power motive,-and have briefly
narrated the approach to devleop power motive, in “Power is the great motivator”
Harvard Business Review, 1976, 54(2), 100-100.

Detailed discussion of the concept, research findings and ways of developing role )
efficacy can be found in Motivation Organisational Role by Udai Pareek (Rawat:
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1 perfer to think mostly in terms of immediate tasks and short term gonls even if few ' Developmental Supervision

employees remain dissatisfied. In the present day environment there is very Iittle time to think
about future:

l think mostly in terms of my peaple and protecting them. A good leader should gain
ployeesloya!tybyuﬂsfymgthem,asitisthepeoplethatmmmthcIongmn

T expect my employees to come to me whenever they are in dlfﬁwlty I normally help and
solve problems of those who approach me.

1 prefer my employees to work through their difficulties and leam to solve their own problems, :
However, I am ready to provide support when they need it.

Now-a-days people seem to run to their boss for every small problem. I get impatient mast
often with such employees.

[ lose patience when my subordinates make mistakes. I get.upset and irritated casily.

I tend to tolerate the mistakes of my subordinates. Quite often end up salvaging the situation
and protecting them as far as possible.

I éncourage my employecs to use mistakes as learning opportunities. | dlscuss with them and
educate them to increase their competence

In a conflict situation I prefer to call the parué together and help them solve the problems so.
that they understand each other better, learn to resolve their conflicts by themselves.

1 prefer to bring conflict to the notice of my seniors or take action to pull up the erring side.
In a conflict situation my employees normaliy look 1o me for my judgement on who is right'
and who is wrong, [ do téll them what I think is the best.

I tend to make most decisions myself, and prefer to inform only those who need to know,

1 prefer my employees to make most of the work-related decisions I consult my employees on
critical decisions and keep them informed to give them a sense of involvement and
identification with the organisation.

1 prefer to make most decisions myself, as [ am not sure if my employees hav&the required
competencies. :

I prefer to assign tasks purely according to organisational norms g# ome people are hurt,
1 tend to assign tasks on the basis of my assessment of the emplo, Q petencies. By and
large they seem to like my judgement.

While assigning tasks [ ensure that they match the compet the employees, at the same -
time providing them opportunities for developmen

I Believe in treating my subordinates with respect. that T cannot.be a powerful leader
unless I make my subordinates powerful. .- .

I am rather cautious in praising my empl ise gets into their heads. They tend to put
up a show to impress you. It is difficult to t em. )

I prefer trustworthy employees, with personal loyalty to me.

I prefer to share new information only with a select few, especially with those to whom it is
relevant.

I.do not think there is any need to share any information about the external enwronmem,
technological developments etc. with my employees.

Whenever I come to know about any important developments in the country in technology or
socio-political-economic changes I share them with all of my employm I do this as part of
building their competencies for future,

I normally share whatever information I get about my organisation, its pohcnes, plans etc. with
my employees. This keeps them well prepared for the changes. ’

I share information about any changes in company policies, future plans, etc. only with a few,
mainly dependable employees.

I prefer not to share any information 1 get about the company, its policies, future plans erc. If

" something is important for my employees to know they will know it through proper channel.

My leaderslup style inspires my ernployces I create conditions so that they enjoy the work they
do.

I do my job well, and I expect the same from my employees 1 do not tolerate any deviation
from the tasks assxgned to my employees.

1 give high welghtage to people and their relationships. I would like my. employees to do things
that I like; and they do try to keep me satisfied.

I pcmm only some of my employees to take initiative and work on their own. There is no point
giving freedom to everyone in the team; some are more capable than others.

I prefer my employees to conform to the rules and procedures and do what they are expected
to do. . .

I encourage my employees to take initiative, without which they cannot develop.



competent {0 do their share of work, and his own role is to facilitate their work. In’ Developmental Supervision
some cases, even allocation of individual responsibilities, work planning (who can '

take leave when, and who will substitute the employees on leave etc.) is left to the

team of employees; the supervisor reviews with thern progress, and then plans what

he himself can do to facilitate (and remove obstacles from) achievement of the

planned tasks. '

The responsibility of the developmental supervisor is even higher and more difficult
than that of the traditional supervisor. No supervisor can delegate the main functions
of overall planning, monitoring, reviewing progress with employees, employee
development, employee counselling or coaching, team building, managing conflicts,
managing frustration, ensuring productivity and quality, and paying individual
attention to employees according to their needs.

7.2 SUPERVISORY STYLES

Although all supervisors are unique in some way, there are some common
supervisory styles. A manager may use more than one of these styles depending on
the situation. There has been search for common styles.

Authoritarian and Democratic Styles

The earliest suggestions was made by Lippit and White, regarding two types of
leaders: authoritarian and democratic. The authoritarian leader determines all policies
and strategies, decides on the composition and tasks of the work teams, is personal in
giving praise and criticism, and maintains some personal distance frol employees. In
contrast, the democratic leader ensures that policies and stratégieSgre dgtermined by

the group, gives technical advice whenever the group needs ig,ailo edom to
group members to choose their work teams, tries to be objg @ providing rewards
and punishments, and participates in discussions.

When these two styles of management were compare(%perimemal studies, it was
found that authoritarians produced: (a) a grea%;n'u of work, (b) a greater
amount of aggressiveness toward the leader, (¢ iginality in work, (d) less work
motivation, (¢) more dependence, (f) 1 up fling, and (g) more suppressed
discontent. : % .

Task-oriented and Employee-oriented Styles
Blake and Mouton developed the concept of task-oriented and people-oriented
leadership. Differences between these supervisory styles are summarised below.

fA task oriented supervisor emphasizes the task, often belicves that ends are more
important than means and thinks that employees need to be supervised closely in
“order to accomplish their tasks, This type of supervisor becomes upset when tasks are
not accompli The concerm for task is so high that the human aspect is likely to

be neglected in déalings with subordinates. This type of supervisor is likely to have
difficulty in human relations and may appear to be a “tough” person. fA task-orientedt
supervisor may frequently question or remind subordinates about their task, warn

them about deadlines; or show a great deal of concern about details.)

Bmplpyea: who work with an. excessively task-oriented supervisor often develop
negative attitudes about their work and their supervisor. They may develop shortcuts -
that, in the long run, affect the organisation’s performance. -

Gu contrast, (@he employee-oriented supervisor believes that a concern for
subordinates’ needs and welfare promotes both the quantity and quality of work.)
This concern may be reflected in.attempts to keep subordinates in good humour and
in frequent inquiries about their problems (even those unrelated to work). In the .
extreme, this type of supervision also leads to inefficiency. {Subordinates may perceive
this type of supervisor as too lenient and may take advantage of the supervisor’s

The task-oriented and employeé-oriented styles may not be present in pure forms,
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Implicatiens of Supemsory Styles

No single supervisory style is universally effective. The effectwen&ss of the style
depends on the empioyees, the nature of the task, and various other factors. If a new
employee does not know much about the work, a benevolent supervisor is helpful; a
critical supervisor may be frightening; and a developmental sup [ May cause
bewildermént. On the-other hand, a capable employee may feel ortable
with the developmental style of supervision and resent a henevolen rvisor who

continually gives unwanted advice. Q
Employees with iow self-discipline probably could be est by critical

velop
supervision, at least on an intermittent basis. Conﬁnua&s( ctitical supervision,

however, is unlikety to be effective. Flexibility erceptiveness about when to use
each style are useful attributes for leaders of s .

7.3 USING POWER AND &OWERJNG
EMPLOYEES |

Supervisory effectiveness depends on how well they use power. It may be useful to
examine some concepts-of power relevant for supervisory effectiveness.

As already stated the main function of a supervisor is to influence the employees
both to achieve the organisational goals and to help the employees develop and
become effective. Different supervisors use influence in different ways: One way. to
understand the use of power by supervisors and managers is to analyse the bases of
power which they employ. Managers can use one or more of the 8 bases of power
suggested in Table 1.

Table 1
Bases and Types of Power

Bases of Power | Types of Power
1 Proximity to the source of power Reflected power
2 Role of status . Authority
3 Punishment ' Coercive power
4 Relationship : " Emotional power
§ Reward ' Reinforcing power
& Ability to arouse emotions Charismatic power
7 Expertise




of maturity; use of referrent power showing higher maturity. Supervisors need to
move towards the end represented by referrent power. The more they use the more
mature bases of power the more effective they are likely to be. For example, instead

- of using authority and coercive power, they may use expert and referrent power. The
eight bases of power can be classified into two main categories—coercive power
(refected power, authority, coercive power and emotional power) and persuasive
power (reinforcing power, charismatic power, expert power and referrent power).
Effective supervisor have been found in research studies to use more persuasive

power than coercive power. ‘They reward desirable behaviour, are seen as experts in

their own fields, inspire the employees, and set 2 model for example through their
behaviour (and not sermons). , :

Thirdly, supervisors help their employees to be more flexible in the use of these bases
of power, and mature in the use of power, moving towards referrent power. They
create conditions for others to become more powerful. Thus one of the supervisory
functions is to empower the employees (help them to use power bases with maturity).

Enough research has been done on influencing styles. One approach classifies
influénce into two categories—direct influence and indirect influence. Direct
- influence is defined as the influence which limits the freedom of people being
influenced, whereas indirect influence increases the freedom of people. Ordering
employees to do something is classified as direct influence which limits the freedom
of people being influenced, whereas indirect influence increases the freedom of
people. Ordering employees to do something is classificd as direct influence, whereas
raising questions to them to help them to take decisions is regarded as indirect
influence, because the former giveés no freedom to the employees wh the Jatter
~ encourages them to give ideas and generate alternatives. Simﬁarly,ﬁmem is
classified as direct influence behaviour and rewarding as indirect in behaviour,
because the former would discourage an employee to do cegyifhings and thereby
would limit his freedom, whereas the latter (rewards) enca % empioyee to
take initiative and take risks. Researches have shown tﬁ use Ofdirect influence

behaviour leads to low initiative, low creativity, depen ow activity level, low
interpersonal trust, and lower indices of effectiv andmental health. On the
other hand, indirect influence contributes to cr: d effectiveness of a person.
Direct influence produces results when the fask isS{mple and repetitive and no
creativity or complex decision makirig are ed. Indirect influence is very
effective in situations involving creativity mplexity.

Supervisors may examine what are their sbjectives in the use of power. If they want
their employees to take initiative and responsibility, to be creative and innovative,
their own style needs to be more of indirect influence styie. In other words, they need
to use their power to empower others, to increase their initiative and autonomy and

" 1o help their employees to take initiative and personal responsibility for resuits.

7.2 SUPERVISORY CONTROL

The purpose of supervisory control is to ensure that results are achieved according to
the planned schedule (time, quantity, quality, use of input etc.). The word control
may miscommunicate the purpose if it is understood and interpreted in the sense of
directing and commanding the employees, in other words, supervisory control refers
to the process and result of work (using coordinated machinism to check the process
and outcome of work against pre-determined norms, and taking corrective action),
and not to people (directing and commanding them). Supervisory control is exercised
with people concerned, and not over them.

Supervisory control involves three processes: establishing norms or standards before
any action is taken (including periodically plarined performance indices), monitoring
the level of periodical progress, and taking corrective action in case of deviation from
the norms (usually shortfall). : -

Esiablishing Norms: Norms or standards of performance are established in advance,
so that monitoring may be possible. One system used in establishing norms is the

‘Developmental Supervision



suacles in raising quality standards.

4) Diagnosis of problems and ob

5) Inviting suggestions from concerned employees.

6) Formation of special Task Forces to deal with specific problems, with time

goals.

7) Emphasizing accountability of Task Forces by reviewing their work b
team, inviting the convenors, and recognizing their centribution.

R

7.5 BUILDING EFFECTIVE TEAMS

One major responsibility of a supervisor is to build effective teams of employees. AN
Productivity, quality of products and services, dealing with crisis etc. require strong
team work. This supervisory function is particularly important in Indian organisations
where by tradition team work is poor. Strong and cohesive work teams.can influence
the individual employees also. So team work can also be economical means of
developing individual employees. Supervisors can take several steps to develop
effective work teams. Some of these are suggested below.

Use of Teams: If supervisors use teams in 2 number of situations the culture of
team work may be strengthened. For example, whenever a special problem arises,
instead of solving the problem individualiy by himself, or by a competent employee,
the supervisor may set up a special team to work out detailed actions plan. Such Task
Forces (especially constituted teams to complete specific assignment$jare very useful
in dealing with special issues. Task Forces are given a task to be cqmpl@ted within a

particular period, In constituting a Task Force, members are taken the groups
concerned with the problem. For example, if a supervisor ig e mill may discover
some spots on the cloth, he may consult engineering departiy aintenance

department, and weaving department, and constitute §ugember Task Force of
representatives of these departments to investigate the%&m and suegest solution.
The concept of a Task Force is that an importa k réquires urgent work, on a war
footing, that the problem is mulitifacet and shb%hvestigated from several angles,
and that coliaboration of the concerned pgaple isWecessary to own up the
responsibility and find a solution, Task %ontribute to collaborative culture in

the organisation. - -

Improvement of quality of products and services is usually done through a team.

Quality Circles are being used in many organisations on the Japanese model,

Productivity Circles or Productivity Teams can also be set up, as discussed in the last

section. The more such teams, are used with success, the more the employees learn
f____how to work in teams.

,hd'mg Teams: Importance of a phenomenon is usually reflected in and

advanced Wy its recognition by the top management (including rewards). In Indian
organizations;-#5am. \\\Nork is seldom rewarded. In performance appraisal no
recognition is given toteams or team work. Rewards are generally individual. Even.
most Indian firms reinforce the image of an individual hero facing and successfully
overcoming extremely difficult situation. No wonder that team work is poor in Indian

organization.

Recognition should be given to team work in performance appraisal. It is high time
that we developed appraisal system not only for individual employees, but also for
teams. However, in the performance appraisal of individual employees, two items
should also be included; how much team spirit the employee showed (worked as a
member of teams), and what efforts he made to develop teams of his own employees.

Productive teams should also be rewarded. Competition can be instituted for

selecting the most productive team, or the best Task Force contributing to big

savings, or autonomous work groups producing high quality products etc. Areas of

- competition and criteria for selecting the teams may be carefully planned. Some of

the rewards may be both symbols of prestige, and of use to the group. For example,
the best performing branch of a Banl: can be given a covetable facility (water cooler,
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A Dgelj:g;:;ee;q(‘f)&; building may require special attention, most of
on L _ ) programmes are concerned with team building.
building is seen as the building block of an organisation, Special interventions
e to build strong teams. In the past, the first exercise in OD work used to be
bams, beginning from the top, through special programmes of sensitivity
-Groups. These programmes helped in developing strong teams. Later,

were used. For example. if teams are involved in diagnosing the

Phoor team work, they prepare possible action plans to deal with such

_ Y. and implement the plans, stronger teams may emerge. The basic idea of
team building is to confront the issues in the open, develop norms of frank feedback
to each other, and to generate alternative solutions jointly. Generally, an expert
consultant is invited to help in such exercises.

- : Process help to teams: Teams need to know if they are working effectively, and
where they can improve. A supervisor can provide such help, or he may like to invite
an external “process consultant”, Usually a process consultant (or a supervisor) sits
throughout the meeting of the team, and towards the end gives feedback on different
aspects of team working: who monopolised most contributions, who were silent
members, were “cliques” visible (consistent supporting behaviour amongst some sub-
groups, or fight between two or building on each others ideas etc.). Such analysis of
task and process functions helps the team to became aware of its problems, strengths
etc. It also helps individual members to understand how they functioned as team
members. '

A supervisor may learn such process skills, and may provide such heip to teams from
time to time. Generally the last half an Bgur or so may be kept for process analysis.
Each team can adopt the practice o g the last half-hour or one hour for

processing, to examine how nctioned as team. Team members can be given

special training in observing @ processes.

7.6 MAN ngSSATISFAC’[‘!ON AND
FRUS TION |

An employec¥as worked very hard, and expects {0 be rewarded for his work. He
does not get any reward, not even appreciation. He feels frustrated. Another
employee has been promised a very exciting assignment, but his work constitutes
visits to a corporate customer who has promised him to buy his product. But the
customer finally refuses to buy the product. The salesman is frustrated. We can cite
examples after examples of frustration and disappointment. Every day we face
situations which-frustrate us. . -

The Dynamics of Frustration , /,-‘/
What causes frustration? Let us take an example of Ali who felt frustrated because
‘he worked hard and his boss had promised that he would be given the higher
position, but he did not get the position when the announgeﬁlents were made. How

much frustrated did he feel? i

-~

Several factors contribute to frustration. All these are goal-related factors. These are
shown in the following formula (borrowed from Pareek).

© F = EXVXO-+1+P, where
F = Frustration
E = Expectation to achieve the goal
V = Valence (attractivéness of the goal)
O = Opportunity to achieve the goal in the near future (low)
1 = Investment of effort and other inputs in the achievement of the goal
P = Publicity of the expected achievement (knowledge of others)

As may be seen from the formula, three variables have a multiplicative
function—they enhance frustration faster, If one of them is zero, the resulting
cstration will be zero. In the example given above, if Ali had no expectation to get

———



UNIT 8 COUNSELLING AND
MENTORING

Objectives

After going through the unit you should be able to:

» understand the concept and processes of counselling and mentoring

o differentiate between listening to and hearing the employees, and bctween helpful
and unhelpful questions raised to them

» understand the role of the mentors, and how to develop them.

Structure

8.1 The Concept, Objectives and Processes
. 8.2 Listening and Asking -».

8.3 Nurturing and Helping

8.4 The Process of Counselling

8.5 The Process of Mentoring

8.6 Further Readings

8.1 THE CONCEPT, OBIKCTIVES AND PROCESSES

whom they admire, and by bt g a.trusting relationship with their supervisors who
nurture, support and gujde thet™fibordinates. There is no substitute for such a
dyadic relationship for e development. It differs from training mainly in its
intensity or relat@ its focus on establishing mutuality and confidentiality.

Young persons (workers and ers included) develop by being with persons

“When a yo persap joins an organisation he/she needs some senior person {whom
he/she ad r various qualities) in whom(s)/he can confide and get advice and
support. Th on need not be, and preferably should not be, his/her supervisor.
Such relationship is calied mentoring, and the senior person is called menter. The
word has its origin in Greek mythology. Odysseus, while going on a long 10-year
voyage, left his house and his son Telemachus in the care of an old man named
Mentor, who not only helped the boy to become a competent young man, but also on
one occasion saved his life. This relationship became a model and came to be known
as mentoring. The concept of mentoring relates to emotional support and guidance
given by usually an older person to a younger one who is called a protege.

The young employee also need’s to develop trusting and supportive relationship with.
his/her immediate supervisor, who can help the former to set challenging task goals,
support him/her to achieve them, help him/her to analyse why he/she could not
have higher performance, and plan to have higher achievement in future. This
process is called counselling or coaching or performance review which can be defined
as help provided by a Supervisor to the subordinates in analysing their performance

" and other behaviours on-the-job, in order to improve their performance. While
mentoring is concetned about the general development and psychological well being
of a person, performance review or counselling or coaching (we shall use the word
oounsellmg for this process) focuses on the analysis of performance on the job, and
identification of training needs for further improvement.

. Objectives of Mentoring

" The main purpose of mentoring is to provide opportunity to young people to share
their concerns and get both moral support and guidance for their development. It
involves the following:

1) Establishing a relationship of trust

Ay hAmdallieans Rahawrmoairal narme for-the vannog serean | .




and the Supervisor

misses his bus, does not get the expected reward, finds his son/daughter scoring low
in examination, finds his important papers missing, and so on. We can recount
hundreds of such everyday frustrating expenences The main critical aspect is how he
deals with such situations. This we call coping behaviour.

A general manager, promoted from producnon position, faced with frustrating
expeneﬂce of fall in productivity, may behave in a variety of ways. He may be angry
in general and with his staff (aggression); he may rush to solve the production |
problems, as he knows the job well (regression); he may explain away the problem to
his seniors (flight) or he may sit with his people, analyse the data, and take decisions
to improve the situation (exploration). These four modes of coping are not simple.
They take several forms. We shall discuss these below.

Viunagizg Frustration

The supervisors are frequently required to deal with frustration of their employees.

The following sequential steps are suggested for effective management of employee

frustration.

1) Listen to the feelmgs -of the staff: The first step is taken by the supervisor by
understanding the feelings and point of view of the frustrated employee(s). This
may be done by asking the employee(s) to state the problem, their feelings, and
their perceptions. Instead of being defensive, if the employees express negative
impressions, the manager may do well to patiently listen to them. One test of
listening, and a desirable behaviour assuring the employees that the manager
listened to them is to restate their, points of view, feelings and perceptions at the
end of the session before taking the next step.

2) Share own feelings of disappoinimeépt: Ifa supervisor is able to level with his
employees, he may be able to re; em, In most situations producing

frustration in employees, panager is also experiencing disappointment, If an
employee is ot rewarded & upervisors is also disappointed. It may help in
building rapport wﬁ' the eMDloyees if the manager shares his own

disappointment wit . This should not be done as a gimmick, but if he has
some feelingsphgse nged to be shared. '

3) Share feelingyfol guilt (if any): Sometimes the supervisors may partly contribute
to the oitmerit-of the employees. He may build high expectations, and the
empl@ay feel frustrated because the expectations are not met. Or he may
promise ething to an employee who does not get it, In such situations, a

manager’s usual tendency is to explain it in terms of reasons. Before any

explanation is gwen the manager may share s feclings of guilt in arousing
expectations, etc.

4) Help the employees to own up their feelmgs The supervisors modelling
behaviour in sharing his feelings and owning up feelings of guilt may help the
employees own up their own feelings of disappointment, anger etc. This may help

- in taking next constructlve steps.

5) Help the employees to accept and confront reality: The first step in constructlve
action is to acknowledge the reality and be ready to deal with it. Clearing the
feelings may help the employee-supervisor team to move forward, and not get
fixated at feclings. The new situation as it exists may be clearly stated, understood
apd accepted as a reality.

6) Help the employees assess damage by frustration: Frustration causes some
damage in terms of physical effects (sleeplessness, tension, loss of appelite), social
effects (effect on personal relationships, reduced social contacts, lack of enjoying -
life together), effects on work (neglect of work, errors; fall in quality,
absenteeism) etc. 1t. may be-useful to help the employee reflect and assess the
damage frustration, is doing to them. Even if the work in the organisation suffers

" the main damage is done to the &ustratcd employee. The employees need to
understand and realise this.

7) Develop alternatives to solve the problem: The final step is to involve the
frustrated employees in generating alternatives in dealing with the problem, and
in taking constructive steps. While employees generate the alternatives, the
supervisors may suggest some possibilities. Most often the employees, being close



4) Helping him to search alternative solutions for the problem Counselling and Mentoring
5) Sharing own relevant experiences '

6) Responding to his emotional needs, without makmg him dependcnt on the
mentor

7} Develop long-lasting pefsonal and informal relationship.

Ob]ectwos of Counselling
The main purpose of counselling is to develcp the employee It involves the
following:

1) Helping him to realise his potential as a manager.
2) Helping him to understand himself—his strengths and his weaknesses.

3) Providing him an opportunity to acquire more insight into hls behawour and
analyse the dynamics of such behaviour.

4) Helping h1m to have better understanding of the environment.

' 5 Increasmg his personal and inter-personal effectiveness through effective
feedback. :

6) Encouraging him to set goals for further improvement. -

7) Encouraging him to generate altematwes for dealing with various problems and
definite action plan.

8) Helping him to review in a non-threatening way his progress in achieving various

objectives
9) Providing him empathic atmosphere for his sharing and discussin@nsions,
conflicts, concerns and problems.

'Both counselling and mentoring involve help and supporgag a senior person (in
competence, experience, expertise, and position) to a youRgger one. Three processes
are involved both in counselling and meatoring: NQLIHI ation, empowering and

helping.

Communication involves both receiving m listening), giving messages
(responding), and giving feedback. The coun or the mentor does all these. The
process of empowering involves enabling the other person to exercise more
autonomy, providing positive reinforcement so that desirable behaviour is further
strengthened, and creating conditions in which the person is able to learn from the
behaviour of the mentorer. The counsellor through the process of identification.
Helping behaviour is based on concern and empathy of the mentor or the counsellot
for the employee. It is also based on mutuality of relationship; counsellee responds as
much to the counsellor’s need as the former does to the latter’s. And finally, helping
primarily involyes identification of developmental needs of the counsellee so that he
may be able to develop and increase his effectiveness,

8.2 LISTENING AND ASKING

In inter-personal communication messages are received from (listening) and sent to
(responding or asking questions) the other persons. Effective listening, empathic
response, and supportive questioning are important both in mentoring and in
performance counselling. Most examples here will be given from performance
counselling. .

Listening

Listening is the first effective step in communication. Listening involves paying
attention to the various imessages being sent by the other person. The obv;ous '
message is the ideas being communicated (cognitive message). But more hidden may
be the feelings and the concerns the other person may not be able to. put clearly in
wnrde I ictaming in fealina: and concerne i€ verv imnartant for effective connselline




2) 1do not know why I was trans- - You feel puzzied and you Counselling and Mentoring
ferred to this department. [ reseni because
was not given any reason—they
just sent me. And I do not like -
it.

3) This is absolutely ridiculous. ~ - You feel angry because
1 have only been doing this job RS
for a shert while and my supervisor
has decided to move me out because
1 am not producmg as much as the

others. '

"4y My superior obviously does not You feel frapped because

like me. No matter what 1 do, = _ ; ' >

it is not good enough. 1 want o
a change to a different department. .

5) Ido not understand my boss. You are puzzied because
One day he telis me what a great ' )
worker | am 2nd the next day he e .
says that | am good at nothing.

Asking Questions and Responding -

Questions can facititate or hinder the process of communication. Questions can serve
several purposes: they can help in getting more information, establishing mutuality,.
clarifying matters, stimulating thinking. In a counselling situation questions play a
very important role. Some questions can shut off the counsellee, or makg him’
dependent on the counsellor. Another set of questions can build autguoniy of the
counsellee. Obviously the latter will be heipful, and not the former.

Questions that do not help ' Q
The following types of questions are not only not helpful they er the process of
effective counselling. .

Critical Questions _
Questions which are used to criticise, repnmand or¥dpubt the counselice create a gap
between him and the counsellor. The way t stiofi is asked (tone or sarcasm)
may indicate that the question is a critical o choice of words may also indicate
the critical nature of the questions. “Why did y8u fail to achieve your targets?”
communicates criticism, whereas “why could you not attain your targets?” Would

‘normally communi€ate invitation to examine hindering factors. “How did you again

fall short of your target?” is a reprirnanding guestion. “How can you achieve this

target you failed fast time” indicates doubt in the ability of the counseilee. All such

critical questions either shut off the counsellee, or make him diffidens.

Testing Questions

" Questions which are asked to find out whether a person is right or wrong or how

much he knows are evainating or testing questions. Such questions may ‘tend to make
the other person defensive. I a testing question the person who is asking the
question takes a superior attitude, and the other person is put in a kind of witness
box. Such questions may also take the form of cross-cxamination. A reporting officer
who proposes to find out why his employee was not able 1o meet his target can casily
slip into a cross-examination, testing or evaluating posture. Again the tone of the
interviewer may determine whether the question is asked as a tulmg question. Such
GuUesiions are sometimes Slmlldi’ to critical questions.

Resenting Questions :

A person may ask questions 1o indicate his resentment for the behaviour of the other
person. When an employee in a counseiling situation asks: “How should [ a1tain a
higher target?” may indicate his resentment depending on the tone it which such a
question is asked.

Leading Questions
Quite often unknowingly we ask qm,stlons which 1mhcate what kind of answers we
want and we may get such answers in reture. bu(,h a guestion may be asked after-

Y



| Critical

Shpporﬂve

Counselliug and Mentoring

Recognising

Criticising . Communicating a\rallabmty
' Repeated mention of weakness Trusting

Belittling .
Reprimanding - Exploring

_el:lmm Questions -

Directive Reflecting”

Prescribing Sharing

Ordering Probing

Threstening Closing

Giving no options Summarising

Pointing ot only one _ ’

acceptable way Concluding

Quoting rules and regnﬂanons Contracting for follow up and help.
Feedback

Interpersenal feedback is an important input for i mcreasmg aelf-awareness It helps in
reducing the blind area of 2 person, helpirig him to become more aware about his
strengths and weaknesses. If properly used, it results in higher mutuality between two
persons. The process of mterpersona! feedback and conditions which make it
effective have been discussed in details elsewhere (Pareek, 19‘76) The following' hmts
are reproduced from that source.

Feedback will be effective if the person who gives the feedback (counsellor) makes
sure that it:

1) is'descriptive and not evaluative,

3) is data based and specific and not impressionistic,

4) reinforces positive new behaviour, . v

5) is suggestive-and not pi'escriptive, _

PATEE focﬁsed on the behaviour of the person and not on Uﬁmself,

6) is continuous, o

7) is mostly personal, giving data fron%own :;xpt;.rience,

8) isneed-based and solicited, o .

9) isintended to help,

10) is focused on modifiable behaviour,

11) satisfies needs of both the feedback giver and one who receives feedback,

- 12) is checked and verified,

13) is well timed, and
14y contributes to mutuality and building up relationship.

From the point of view of oméi who receives feedback it is necessary that the reaction
to feedback is more in terms of exploring ways of improving behaviour rather than in
terms of defensive behaviour, The following defensive behaviour might not help in
using feedback properly, and the behaviour which are opposnte of these may be
helpful. \

1) Denying feedback as opposed to ownmg up responsnbihty for behaviout.

2) Rationalisation (explaining away feedback by giving reasons) as opposed to self
analysis to find why such behaviour was shown,

3) Projection (contributing negative feelings to the other person) as opposed to
empathy (trying to understand the point of view of the other person).
4} Dnsplacemem (expressing negative feelings to cne who may not fight back) as

opposed to exploration (taking help of the other person in knowing more about
the feedback which has been gwen) .



in the relationship feél free to ask for and provide help 10-cach ther—counselling

cannot be effective. Mutuality is based on trust and geniine perception that each
* person has enough to contribute. Although the counsellor is.in superior position, he

continues {0 learn and to receive help from the counsellee.

| T ii L

Mutuality can be developed by employing some approaches. Morrisey (1972) has
suggested a few techniques like a you-we technique, second hand compliment, advice
request -and summary. In the you-we technique, one uses you to compliment and we
to criticise (“you are doing a great job, we have a problem”). The second hand
compliment is communicating to the subordinate a compliment for him received from
a third party. (Mr, Raman says that you have done an excellent job for him). The

advice-request is asking the employee for suggestions _ai'-ld advice. Summarising at the

end helps clarifying the decisions taken and fixing the résponsibilities and integrating
the whole discussion. ' i _ :

$.4 THE PROCESS OF COUNSELLING |
; T —

) . | : .

. Counselling is helping the employee to grow and devel{lp in the organisation. Every

“ manager is counselling iis employee knowingly or unkrowingly in his day-to-day
work life. An effective counsellor manager is one who Helps his employees to become
more aware of their strengths and weaknesses and helps them grow to improve
further on the strong points and overcome weaknesses.;By the process of mutuality
and support he helps the employee to develop, providing the proper emotional
climate. Mutuality involves working together with the e_'#nployee an: developing

future plans of action for employees growth and contribution to the ¢ anisation.

Support involves acceptance of the employee as a total ‘person with higktrength and |

weakness and encouraging him with warmth. )
i

uired easily if

Counselling requires certain interpersonal skills whi carl
manager is genuinely interested in developing his subgftfingtes. Counselling skills are
' FInance review. _

important for a manager particularly at the tim

in their jobs whenever a necessity

arises. Annual performance reviews pr formal opportunities for formal
* counselling, Such a formal counselling passes through certain stages which

are important for the managers to noté. TH counselling process has the following
three phases: rapport building, exploration, and action;planning.

' In the rapport building phase a good counsellor. attempls to establish a climate of
‘acceptance, warmth, support, openness and mutuality. He does this by empathing
with employees and his orientations, by listening to his’problems and feelings, by

communicating his understanding to the employees, by expressing empathy and

In the exploration phase the counselior attempts to heiia the employee to uriderstand
hemself and his problem better. He may do this by raising questions to help the employee
explore his problems, and helping him to diagnose the:problem properly.

In the action planning phase, the counsellor and the employee jointly work out or
plan specific action steps for the development of the employee. The manager makes
cominitment to provide specific support he could offer to contribute to employee
development, ' o P .

. ' N L. :
_ : !
Exhibit 2 gives the three phases (and the sub-phases) of the counselling process

Against each sub-phase arc mentioned counsellor behaviour which are helpful inthe

 counselling process and those which are likely to hinder the process. *

: : 5 { '

Rapport Building f - _ _
Rapport building is essential for any effective counselling outcome. Rapport building
phase involves generating confidence in the employee to open up and frankly share
his ions, problems, concerns, feelings etc. the counsellor manager should level
Fetee ol f with bie amnnloves and tune himself to his orientations. This can be don

Counselling snd Meniori_ng



. Encouragement to explore ’ . 'Counselling snd Mentosing
Problems : Questions to explore : Suggestionof

identification possible problems o a problem
. Encouragement to gencrate ' '
information .
Identification of a probable
pteblem _

Dingnosis ' Exploratory questions Suggesting the |
‘Generating several possible ' " cause
causes :

Action Plousing o - »

Searching - " Questions on possibie solutions . Advising
Generating alternative B
solutions , .

Decision-meking Qusstions on feasibility, Directing

. priority, pros and cons
Discussion of one solution
Discussion of an action plan

Contingency plan

Supporting Identification of needed help ' Promise of
Monitoring generat help
Contract on help

t

Exploring helps an employee to search various dimensions of the problem, or
discover unidentified problem and bring to surface unnoticed issués, Exploring can
be done by using questions and suggesting to the employee 1, moéfe ona
problem he mentions. A variety of question may be used y discussed.

Problem Identification ' , )
After general exploring questions may be asked to hel% mployee focus on the
problem. It is necessary for the counsellor. to tiohs both to generate :
information on some concemns and problems, a ow down focus to ldentlfy a
more probable problem. For example, if aasgmpicyee feels that his problem is that
others do not cooperate with him, the r may ask questions to narrow down
the problem to the employee’s relationship,Wgith a few colleagues; and then questions
may be asked to help the employee see what he does that prevents possible coope-
ration. Eventually the problem may turn out as to how the employee may deal with

competitive relauonshlp, and yet collaborate. Identification of a problem is the :
. mecessary step in planning for improvement.

Diagnosis

‘Diagnosis of the problem is the nexi step in exploration. Explorations should lead to
the diagnosis. Without diagnosis there is little scope for solving any problem. Open
questions like “Why do you think people are put off when you talk with them?”,
“Can you recall occasions when you got full cooperation?”, “What do you attribute it
to?”, “What personal limitations mainly bother you?” may help the entployee more
towards a better diagnosis. The main attempt should be to generate several
alterative causes of a problem.

Action Planning

Managers are expected to guide their employees and wntnbute to their Ly
development. Counselling interviews should end with specific plans of action for the
development of the employee. Identifying a training need, job rotation, sponsoring
for further training, increased responsibility, role clarity etc. are some of the likely
outcomes in such action plans. Three sub-phases can be identified in action planning.
Searching _

The main contnibution of the counsellor to action planning is the help he provides to
the employee in thinking of alternative ways of dealing with a problem. In addition to .
encouraging the employee in brain storming such alternatives, the counsellor at a
later stage can also add to this list of alternatives for further exploration. This should,




relationship is intense, lasting for 2 to 10 years. According to.him the most
successful men had mentors as young adults. The importance of mentoring has
been supported by G. Valliant in a longitudinal study of 95 Harvard graduates in
Adaptation to Life (Little, Brown, 1977). G. Roche surveyed 4000 executives
and reported in an article “Much add about mentors” (HBR, 1979, Volume 20)
that two thirds had relationship with 2 mhentor, and one-third with two or more.
He further reported that those who had mentors earned more money at a younger
age, followed a career path, were happier with their career and sponsored more
proteges. ,

There is a large literature on counselling. A comprehensive book on performance
counselling is by G.L. Morrisey, Appraisal and Deveiopment through Objectives
and Results (Addison-Wesley, 1972), in which simple suggestions are given for
effective counselling. L Sperry and L.R. Hess in Contact Counselling
(Addison-Wesley, 1974) have advocated contact counselling, based on
transitional analysis approach. The main techniques employed in contact
counselling are keying (reading people), responding and guiding. A
comprehensive model of performance appraisal has been suggested by U. Pareek

" and T.V. Rao, included in their Designing and Managing Human Resource
System (Oxford and IBH, 1982) and to be published by the University Associates
1990 Annual. This model has been used in this unit. Training material (Self tests,
role plays and analysis of counselling scripts etc.) on this modet are contained in
T.V. Rao and U. Pareek’s Performance Appraisal and Review : Operating
Manual and Trainers Manual (Learning Systerus, 1978).

Activity-Answers

The correct responses for these activities are as follows. Please check @!ponses
on these tests with the following. ‘

Activity A . O
1) Resentment 6) Resentment

2) Hostility 7) Anxiety

3) Anxiety 8) Guik i

4) Guilt 9) Despair

5) Despair 10) H@

Activity B

1) You feel angry because your hard work is being recognized.

2) You feel puzzled and you resent because you were transferred without being
given any explanation.

3) You feel angry because you were not given an adequate chance to prove your
worth. :

4) You feel trapped because you don't feel capable of pleasing him.
5) You are puzzled because your boss is not consistent in what he says about you.

Counselling and Meatoring



BLOCK 3 COMPARATIVED

EXPERIENCES~,

and the context of HRD systems in governntgit and public systems, suggesting HRD

This block comprises five units. The first urvnit 9) gives an overview of the status
interventions required for improﬁn%: ure and efficiency. Unit 10 presents

the application of HRD concepts to d family welfare programmes. Unit 11
deals with the HRD processes inteMventions in four strategic sectors viz., defence,
police, panchayati raj instituti voluntary organisations, responsible for
strategic functions. Unit 12 exa the relevance and application of HRD in the
service sectos. This unit deals with LIC, public sccior banks, health and family
welfare and education sector. The last unit discusses HRD policies and practices in
different parts of the world, highlighting the major commonalities and differences.




"UNIT ¢ HRD OVERVIEW IN
GOVERNMENT AND PUBMC
SYSTEMS

Objectives

After going through this unit, you must be able to understand

¢ the place of HRD in government and public systems

# ihe specific context in which HRD operates in the govemnientlsector

o the nature of existing and desired HRD interventions in government.

Structure

9.1 Role of HRD in Govemment
9.2 Contextual Factors
9.3 Basic Objectives of HRD in Government Systems
9.4 Role Set of Government Administration System
9.5 ‘HRD Developments in Government Systems
9.6 Current Systems of HRD in Government
9.7 A New Approach to an Integrated HRD System in Govemment
Administration
| 9.8 Summary
| 9.9 References

| \
9.1 ROLE OF HRD IN GOVERNMENT _ N\JJ

The government has a critical role to play in the developm‘entQ:oumry. It acts
as a planner, regulator, catalyst, controller and investor. licies and practices
directly determine the nature and direction of HRD.activifies in institutions and
organisations under the direct control of govern uch'as the administrative
machinery and public sector organisations. Indire®y, the government’s policies and
practices set the tone and create an.enviro t which may discourage or encourage
the HRD activities of other organisations on governmental sectors as well.
Thus, HRD in government has a strateglc rol®&That is, its own policies and practices
have a ripple effect with wide ranging impact ou other sectors of society. This is
especially so in a partially controlled economy like India’s where the government
regulates the activities of even private sector organisations, '
Broadly, HRD in government. can be given two interpretations. The first can be that
it refers to the HRD activities in the various ministries, departments and government
agencies. The second interpretation is that it refers to role of government at the
macro environmental level, policies and conditions which affect HRD in various
other organisations. ! For instance, the policies and directives of the government with
. respect to the employment and employment conditions of special sections of society,
such as the backward classes, significantly impact HRD policies and practices at the
micro organisational level. This chapter will examine government’s role in HRD
mainly from the former angle. '

9.2 CONTEXTUAL FACTORS

The environmental and situational conditions under which the govsemment operates

have an important. bearing on its HRD practices. By and large, the government is

seen 1o be conservative and slow in managing and implementing HRD and its HRD

activities are often constrained by red-tapism arid bureaucratic delays. The

government has been slow to introduce even fairty conventional HRD systems such

as repalar traming and development of its persannel, There are a number of reasons

which may explain these characteristics of HRE in government. ‘ 145



3) To develop resistance to the danger of ht.mming, mechanised by visualising what
he is doing in a wider séiting and by persevering with his own educational
development; .

4) To dcvelop his capacity for higher work and greater rcsﬁonsihilily;

5) To develop and maintain staff morate particularly because largt, nurﬁhc.r of
people liave to deal with tasks of a routinc nature;

6) To inculcate right attitudes towards the public, ncver forgctting lhat the civil
servant is the servant and not the master of the. community; and

"7} To sustain the human touch not only in dircel persohal contacts with the public
but also in handling correspondence which demands a propcr sense of urgency
and due oons:deralton of the “man at the other end™.

The aim of HRD-has to be to develop the admmlslralms not just for the needs of
_tomorrow but even for those of the days after. The HRD programmes can reduce the
. consciousness gap between the leaders of socicty and the masses of peopie by

training development administrators. The success of any development programmes

lies in a number of variables of which training is an important factor. Training,
“education and development or HRD in administration are expected to-provide the
needed stimulus to initiate impulses of change in the administrative apparatus and
will icad to improved efficiency, productivity and administrative performance. In fact,
of late there has been significant enlargement of the trairing infrastructure even
proliferation, enhancement of financial outlays and cc-mtqut,nnal increasc in the
aumber of trammg opporlum(u.s for admlmslrators .

HRDin administration is an 1mp0r1am part of macro-level human resotfige planning.
An organisation that does not plan for its human resources will oftefNiind Yhat it is.
not meeting either its personnel requirements or its overall goals effectively There are
four basic steps in human resource planning:

1) Planning for future necds,
2) Planning for future balance, v
3) Planning for recruiting and selccting. and 4 o

4) Planning for development,

Planning for development aims at increasing ility of the individuals and groups
to contribute 1o organisational effectiveness. Dévelopment programmes are designed
to educate employees beyond therequirements of their present position so that they
will be prepared for promotion and be able to take a broader view of their role in the
" organisation. How should the training and movemient of individuals within the
organization be managed so that the organisation will be assured of a continuing -
supply of experienced and capable personnel? The central elements in human
vesource planning are forecasting and the human resource audit. Forecasting auernp‘i:.
to assess the future personnel needs of the organisation. The human resource audit
assesses the organization’s current human resources. In the human resource audit, the
skills and the performance of cach individuaiin the organisation are appraised.
Induction and orientation are designed to provide a new employee with the
information he (or she) needs in order 10 function effectively and comfortably in a
given settmg ‘Induction and orientation is generally followed by training programmes
~ aimed to improve skills, techniques, knowledge and attitude of the employees.
Continuous monitoring of the actual job performed wilt reveal changes that call for
new training. Training for advancement is needed to enable the employee to climb
the promotional ladders. - .

9.4 ROLE SET OF GOVERNMENT
ADMINISTRATION SYSTEM

With the introduction of the Five Year Plans after independence, the Government of
India took upon itself a developmental role in addition to the conventional regulatory

HRD Overview in
Goverament rod Poblic
Systems
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4) Failures in implementation of plans, projects and programmes led to an’
awareness of HRD. In 1985, a formal Ministry for HRD was set up.

5) With this new emphasis on HRD, ministers and secretaries of government
departments were deputed to atiend a variety of training and development
programmes on management and HRD at reputed management institutes like
the ASCI, the lIM’s, XLRI, Tata Management Training Centre, etc.

9.6 CURRENT SYSTEMS OF HRD IN GOVERNMENT

1 Training

* The nature, size and variety of the plans and programmes of social and economic
advance that the country has undertaken determine the training of Government and
public systems. Ten years ago, there were only a few Central and State training
institutions for imparting induction training to their officers. In-service training was
not seen as important for the development of officers. Today, most States have their
own training institutions and if they do not have, they send them to other reputed
institutes.®

2  Job Rotation

The move away from purely generalist training on history, constitution, procedures
¢tc. towards specialised training, has also made possible more purposive rotation and
transfer. The earlier concept of the jack-of-all-trades generalist, who can handle any
assignment, is giving way to better fitment of role and person. Officers who have
utilised the opportunities to get Masters and even doctoral degrees in.

subjects like Economics, Energy, Population Studies, Trade etc. @:};ﬁd

into relevant assignments.

3 Data Bank Q

The awaréness of HRD has coincided with a sudden acgeptan computers in not
only industry, where the debate has been ragmg for thi , but also in
government. This has enabled the computerisatio fh anresouroedata The data
bank and its use for drawing lists for training, rq and promotion are becoming
the norm in government. There may be a lack of 3§stem discipline, and attempts at

manipulation, but the system is now avnil%
4 Selection '

Even before independence, seléction in government was “objective” in the sense of
being based on competitive examinations. But this has a concomitant problem of
rigidity. There is a very limited acceptance of mid-career entry. 7

5 Manpower Forecasting®

This goes mostly by annual manpower budgeting and ad ho< proposals during the
year. But the five year pisns have provided an opportnity for at least once in five
years for ezch Ministry to make its manpower forecasts. In the past such forecasts
were mechanistic extrapolations. What is more remarkable recently are the pressures
for efficiency and manpower reduction, in the following ways:

a) Voluntary Retirement Schemes have been introduced, giving attractive benefits
at the end of tweaty years’ service.

b) Additional workload is sought to be taken without increasing manpower.

¢} Information technology is helping to mmge and sometimes eliminate routine
jobs.

d} More antonomons, “attachied” organisations are bemg formed, to take work out
of the bureaucracy into more flexible entities. '

e) The thrust towards delicensing, deregulation and decontrol, the move from
‘physical’ tc fiscal control etc, are expected to lessen the administrative work
load further.

6 Performasce Appraisal
Performance Appraisal as a HRD tool has not yet been realised in Government
systems Thc predommant me'hod of performance appralsal in government has been

HRD Oveeview in
Government and Public
Systems




¢ The mission statement is transiated into measureable objectives to serve as
indicators of missicn achievement. -

& The group then identifies the specific objectives of their unit or department which
can contribute to the overail mission.

@ Every individual in the group examines how his or her job can contribute to the
objectives of the department and specifies goals and activities which he or she has
to fulfil.

e Each individual then presents his or her job objectives to the entire group and
makes necessary modifications after discussions.

e Following this, ¢ach individual prepares an exhaustive list of activities which he or
she has to perform, estimates ihie importance of and time required for these
activities, identifies the competencies that'are needed to carry them out and finally,
arrives at the competencies which he or she needs to develop.

e The individual discusses the list with his or her supervisors, and a final activity list
is arrived at with the approval of the supervisor.

2 Hdentificagion of Critical Attributes
Critical attributes are the important qualities the job hoider is required to possess in
order to perform the functions associated with his job well. In the activity/1ask/role
analysis stated above, competency requirerients are identified for each job holder by
himself in consuliation with his supervisors. The critical competencies required to
“perform the job are critical attributes. In case an activity/task/role analysis is not
. being done by the unit, it could undertake the identification of critical algi
the help of specialists (behavioural scientists). Such an exercise should restit in the

identification and listing of critical competencies required for a jgb to it well
and the indicators of these competencizs, When specialists un .such work they
normally start with some form of job anatysis (somewhat simil ole analysis, the
major difterence being a relatively more focus on the jol its components and less

on the job holder and his expectations and experiences).t§derive critical attributes or

competencies. Q~

The same could be done by the department jgself in Wsimilar way as role analysis:
The only additional step is to identify criti tencies from the list of
competencies identified. For each competen dicators of the competency (¢.g. a
degree, dipiome, evidence of handiing the function well in the past, behaviours on his
job, performance appraisal reports, test data etc.) should also be stated.

3 Ferformance Appraisal’ _

Performance Appraisal systems as instruments of HRD have not yet been realised in
government systems. A performance appraisal sysiem can be a powerful tool of I—!RD
when it is used to help an emiployee vnderstand his tasks and the means of achieving
them, identify the strengths and weaknesses be has relevant to his job, and acquire
new competencies for sclf development in the job.

it is possible lo design appraisal systems to achieve these objectives. lrespective of, or
in addition to the performance appraisal (or confidential reporting) followed by the
Government, it is possible and cven desirable for every administrative head to design
and follow & performance review process in his unit or department. The following
components could be used for such a process:

@ Periedically, aboul once every six months or a year, every appraiser meets withi his
appraisee for a formal discussion regacding the appraisee’s work and performance.

o The aporuiser and appraisee jointly review the latter's past performance and
decide on specific objectives 1o be achieved in the next year.
o An apalysis is also carried out of the factors which inhabited or contributed to

past performance and those which are expected to inhabit or contribute 1o future
performance. -

¢ Based on the above analysis, the appraiser identifies the developmenial needs of
the individual as well as those of the organization. These needs serve as the basis

HRD Overview in
Goverament and Pablie




If the data from such a Juestionnaire survey are shared with members of the .
department and used as a basis for planning and implementing change, it would act
much like the survey research method in OD.

Another intervention is the suggestion scheme system.'® In this scheme, suggestions .-

are periodically collected from department members about modifications or .
improvements which can be made in the department. The best suggestions accepted

for implementation are displayed in a roll of honour and the winners are given cash
awards. ‘ ' )

An OD intervention which may be especially useful in government systems in
Management by Objectives (MBO).!* In this method, people at all levels are -
involved in identifying organizational goals and specific individual strategies for
achieving these goals through their respective tasks.

Pestonjee has pointed out the need for OD interventions to reduce the role stresses
which people in government departments are prone to face. Such stresses arisc from
conflicting tasks and responsibilities, a sense of erosion of one’s role, psychological
non-acceptance of one’s role, etc. Role based interventions can help reduce these
stresses by clarifying, redefining and entiching formal organizational roles.'s

9.8 SUMMARY
HRD has a strategic role to play in government. The contextual a@;ﬁm
conditions affecting government systems give the HRD functign in ment a
difficult and complex role to play. HRD has 1o provide for gfie d8 elopment of
administrators and personnel who in turn have to look after'ey de elopmental
activities in the country. Hitherto, HRD in governm been confirmed to limited
training activities, job rotation, selection, manpower %g, and maintaining of a
!

in government administration is called for.

personnel data bank. A new approach towards Q“ an integrated HRD system -

The main componenté of such a system 2 -@ agested to be activity, task or role
analysis, identification of critical job attrib - performance appraisal, potential
development, training, and organization development. .
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UNIT 10 HRD FOR HEALTH AND -
FAMILY WELFARE

Objectives
After going through this unit you will be able to:

l e identify the importance of developing the competencies of field workers in social
and family welfare programmes

o state the unique context in which human resource need to be developed for an'
effective implementation of population programmes

i e list the various components of human resource management that need to be
simultaneously attended to for facilitating the social and family" welfare

| programmes

I k.
o list a series of questions to be answered in relation to each of the Human -
- Resource-functions - :

| ® identify the gaps in HRD for Health and Family Planning workers.

. Structure

10.1 Intreduction

10.2- A Contextnal Understanding of Human Resource Management for Populanon
Programmes in India

10.3 What does Development and Management of Human R s mean?
10.4 Summary A
| Q.
10.1 INTRODUCTION | g?, 7
a ) Y
The ultimate objective of any health and re programme is increasing life
period, decreasing mortality rate, incidegge of digeases etc., and making people
healthy and economically sound throi ction of birth rate, adoption of smail .

+ size family norm and such other strategi ealth and family welfar. fare orga izations.
attempt to achieve these goals through the use of man, material, foney and services.:
~ A variety of human resources are being utilised to work for these objectives. They
include the Auxiliary Nurse Midwives (ANMS), Mile and Female Multipurpose
Workers, Lady Health Workers, Family Plannmg Health Assistants (FPHAs), -
Extension Educators, Medical Officers; District Level Officers, State Level Officers
“and so on. These categories of employees are directly governed by the health and
family planning organizations at the state level. Besides the people employed
formally by the health and famlly planning department, help of personnel from
various other departments is also taken by the health department. Unléss these.
categories of employeés are managed well, the services are likely to be ineffective, By
managing the human resources we mean, developing the necessary capabilities in
these people to perform their tasks and then creating necessary conditions that
ensure continuous and effective use of these resources. This chapter focuses on the
management of human resources- employed by the health and family welfare
- departments.

It is all the more so in government organizations in India. While a great amount of
attention is paid to creating infrastructural facilities at heaith centres, supply of
medicines, oontraoeptives, generating incentive schemes for aceeptors and such other
issues very little attention is pald to strengthen the personnel in health and family
welfare departments who are in turn supposed to manage the facilities and facilitate
achievement of targets. :

There are many dynamics that operate in terms of human processes in organizing and
developing family planning and health services to people. In order to understand the
adequacy or madequacy of human resources management one needs to understand
the total context in which these resources need to b~ - -
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of programme objectives. The magnitude of the problem becomes clear when one HRD for Health and
look at the position of the staff in the rural health family welfare centres alone in India, Fumily Welfare
There are about 20,000 doctors, 5,000 extension educators, 1,07,000 lady health
workers, 85,000 male health workers, 40, 000 family welfare health assistants, 10,0600
nurse-midwives, 4,000 statistical assistants (computers) 5,000 store-keepers and
3,000 drivers, thus adding to a total of 2,70,000 staff members manning the rural
family welfare centres alone by late Eighties. In addition there are thousands of staff
manning the urban family welfare centres, post-partum centres run by the state
- governments (faculty in paediatrics, health education, demography, anaesthesia,
extension educators, ANMs, LHVs, FWWs, etc.), health and family welfare training
cenires, the district family welfare burcaus (like District Family Welfare and MCH
Officer, Administrative Officer, Mass Education and Information Officer, District
Extension Educator, Medical Officer, ficld evaluation workers, statistical

investigators and other support staff), state fainily welfare bureaus and the state
secretariat cells.

An cffective delivery of family welfare services requires effective functioning of the
various personnel involved in this programmes. Management of human resources in
this context would mean getting right people for the right jobs, developing their
capabilities to do their jobs effectively, monitoring their performance through
appraisals, evaluation and incentives, developing their capabilities continuously so
that they will be able to adapt themselves to the ¢hanging requirements of the field,
ensuring their motivation continuously through appropriate reward systems and
promotions and helping them at every step through -guidance, counselling etc., and
getting the best out of their capabilitics. The following functions may be involved in
ensuring effective management of human resources for achicving family welfare
programme objectives, 0

‘ 1. Manpower planning: This function deals with prediction of 1 er needs for
d nd the

the family planning organization considering the tasks to be hdn

changing needs of the socicty over time. ?5 .
2. Selection, recruitment and other forms of job agfnments: This function deals

 with identifying right persons for the different jobs ndled and placing people |
‘ in right places so that they can give their best, ' ) |
3. Induction programme: This function déa@hc management of mechanisms’
to socialise people in the organization,

4. Training: This function deals with ¢nsuring the continuous development of
| capabilities in people, so that they are able to perform their tasks well and mect
challen_zes from the changing environment.

‘ 5. Performance appraisal, job cvaluation and analysis: These functions ensure the
accountabitity of people. -

6. Rewards and punishment: ‘Fhis function helps maintain the motivation of capable
people and helping poor performance 10 1ake coreective action.

7. Transfers: This function ensure employee weltare and provides opportunitics to
mect changing needs of the field by making people available at needed places.

8, Employce counselling and icedback: This function ensures that guidance is
available for employees from their supervisors and-helps creating a supportive
climate.

Y. Employ ce-emplover relationships: This function ensures that people are not
exploited, their grievances are heard. and good relationships are maintained. |

1. Career planning and development: This function cnsures that people do not
stagnate n their jobs and there is change in responsibilitics periodically. .

1. Organizational design and institutional building effort: This function ensures
creation of proper eavironment so that people give their best and quality of work life
in coauuousty woll maintained.

In the following section cach of the above functions are taken up and the major
isues Lhat cone up while dealing with that function are raised. 157
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For this experiment, each ANM was allotted about 5,000 population instead of " HRD for Health and
10,000 population distributed within a distance of two to three kilometers. Work _ Family Welfare - -
plan was developed within the framework of this modified staffirig pattern.
Substantial improvement in the quantum and quality of MCH services was observed

in this area compared to non-experimental areas, The registration of ante-natal cases

in Athoor became almost complete, compared to 50-75 per cent in other arcas, the

frequency of post-natal visits were comparatively much higher, a considerable

improvement was observed in the-post-natal care given to women in this area. There

was steady and rapid increase in the number of female sterilizations, knowledge about’

various family limitation methods was comparatively higher in this block. The

improvement in the record-keeping system and the reporting of vital events was

another achievement of the programme. All these findings support the conclusion

that the staff pattern of one ANM per 3,000 papulation and the methodology of

work developed within that framework is effective and served as a model for

development of the family planning programme in the community.

An important issue related to manpower planning for family welfare services is the
‘involvement of people not employed by the programme. Particularly at field ievels
involvement of others like teachers, panchayat leaders etc. is likely to bring down the
pressure on the department for employing people exclusively for this programme.

VK. Gupta and P.M. Shingi of Indian Institute of Management in a 1976 study of
VLWs, panchayat secretaries, village pradhans, patwaris and co-operative supervisors
assessed the following: :

(a) their existing attitudes, knowledge and skills to’ participate in family planning
activities; {b) their training needs and (c) reward systems required to motivate them.
Their study was conducted in two districts of Uttar Pradesh. On the basigof their
study they suggest that workers can.be ranked in the following order@ion to -
their suitability for involvement in family planning activities:

1) School teachers

2) Village level workers '

3) Panchayat sevaks - ' ?‘
4) Patwaris o Qs

§) Co-operative supervisors and

6) Village pradhans. ) @ '

They suggest that legitimising the participation of these categories would facititate
their involvement.

Selection, Recrvitment and other forms of Job Assignments
Once a blue print of manpower: requirement is prepared, the next step is identifying
suitable people to handle various jobs. In order to facilitate selection processes, blue
print of mappower requirements should specify various functions involved in each
job, and the nature of changes that are likely to occur in these functions over time

- (that is projected nature of functions in future). Technical and other capabilities
required to perform these functions should be specified. This becomes important as
the criteria of evaluating an applicant for a given position or the mechanisms of-
generating right kind of people to man various jobs becomes very much dependent
on the job specifications. The objectives of selection should be (a) to find persons
who will be able to perform the given functions well through possessing technical,
managerial, and behavioural capabilities required to perform the given job, and (b) to
select persons who would show the capabilities of attaching importance and :
performing future functions either in the organizational hierarchy or with the new:
dimensions of the same role with change of time. The following questions arise when
one thinks of selection and recruitment processes in the national family welfare

programmes:

1) Are there researches available that aim-at giving clear cut outlines of functions to
be performed by each role incumbent? What do these researches point out in
relation to the technical, managerial and behavioural capabilities required?

2) The family planning organization nation-wide does not include more than 60
different jobs as of today. If that is so, task analysis of these jobs is not a very . 159

e




e

I .
'For the female workers, the short attitude scale and the two personality sub-scales of HRD for Heaith and
emotional instability and hypomanic temperament were the best predictors. Likewise, Family Welfare
for the male workers, the general information test was the best predictor followed by
the socio-economic status scale, 1tel'igence test and the religious values test.

Perhaps this is the only systematic study available in personnel selection for fatmly
welfare workers.

There is a great need for more work in selection techniques. Related to this is the
need to answer even basic questions like (a) what should be the minimum
qualifications required for grassroot level functionaries? Is it necessary to have
post-graduates as extension workers or can one use less qualified people who are
willing to work in rural areas and who can establish their credibility. Experiments on
involving different agents in family welfare activities ma}' throw some light on these
aspects.

Induction Programme

Induction deals with the procedures of training, people once they are taken up for a
particular role to familiarise with the organization, functions, etc. Most organizations
use specialised induction training programmes. Induction training programmes are
available for workers of the PHCs and are conducted by various agencies including
regional family welfare training centres. Once on job, the doctors as well as
para-medical staff dre exposed to the induction program. a1es. However there may not
be much of umfommy in practice in the country. Induction programmes play a -
significant role in socialising the new incumbent to perfdrm different functions in the
organization. Quite often the way the person is inducted into the orgamzauon '
determines his effectiveness later. If a person is taken into the org n and left
completely free without any guidance and instruction he may get | s often may

affect his later performance. The following questions could b en one looks
at the existing mechanisms of induction:

1) What are the mechanisms by which different categgries ol'®fhployees are
inducted into the work organizations? How do th%’»&m}: role to role or

from state to state and with what impact? . '
2) What is the optimal set of capabilities that Q&be developed in an ermployee

before he is actually placed on-the job ' _
At present there are no planned strategies duction. This explains partly the poor

- performance of workers. They get socialised by their seniors only and in a completely
uncontrolled manner. Thus apathy and incompetence spreads. There is a need to
deslgn aad conduct induction programmes.

Training

Training is the most important function that dlrectly contributes to the development

of hurnan resources. This also happens to be quite a neglected function in most of the

| orgamzauons Recent surveys on the investments made by the Indian organizations
on training indicate that a large number of orgamzauons do.not even spend 0.1 per

" cent of their budget on training. Many organizations do not even have a training

deparlment If human resources have to be developed, the organization should create
conditions in which people acquire new knowledge and skills and develop healthy

| patterns of behaviour and styles. This is possible through personal guidance as well as

' institutional training. Fortunately, training appears to have been fairly well attended

‘ fc in government sector. Famﬂy welfare workers have good opportumt:es for

' \ training,

“Why is tremlng necessary?

Training is necessary because technology is developmg continuously at a very fast

rate. The systems and practices that were in operatlon a few months ago are no more

considered effective due to new discoveries in technology. These discoveries in new

technology deal with conceptual aspects, technical aspects, managerial aspects, as

well as human aspects. When such discoveries are being made if organizations do not

have mechanisms to cope up with and use growing technology they will become stale.

Training is also necessary because any planned development of a person can . .
contribute to the effectiveness of the organization. However, such development 161




_organization from him after he returns from the programme. Most companies do ' HRD for Healih and *
not inform the individual why théy have sponsored him and consequently the ' Family Weitare
learning value is minimised as the individual is continnously struggling to
discover why the organization thought of him rather than learning anything from
the training programme. : _

It is not always possible to get best category of employees for any organization. The
possibility of getting highly capable employees becomes still low in a sector-like
family welfare where job security is low, future is uncertain, some social stigmas are
attached, and bureaucracy is rampant. Given these situations, the importance of
training as a mechanism of developing employce capabilities becomes important.
Training inputs for these training programmes should flow from the job analysis and
manpower requirements. If people with adequate background and having adequate
capabilities are found training can be used as an instrument to fill the gaps.

Sawhney and Chauhan of the Population Centre, Lucknow studied the training
programme for ANMs for a period of two years. They examined the curriculum and
methodology adopied during the course. The study was conducted in eight ANM
training centres. ' '

The curriculum was being grouped under four sessions with the duration of six .
months each. On an everage 60 to 70 hours being devoted on family planning during

the entire six months period. The ANMs were not clear about the details under each

topic they were taught. The centres were equipped to impart this training. The

curriculum did not meet their requirements. The trainers as well as medical officers

were not fully involved in the field of training.

A revised curriculum has been prepared. In this special attempt was m@atch
the contents with the prescribed job functions. The field work was glso d ed to be
conducted in small groups. The trainees were supplied backgrourfl m3 erial in the
form of a book. -

The revised programme was evaluated. The responses of 22%&3 out of 250
were obtained. The revised training was assessed as effcetive and suitable to
their job. The liking for outside speaker was express ajority as the clarity of
the subject by the outside speakers were better jhgn thelecntres’ tutors. 86 per cent
could give the report of field work. 63 per ce ed organization of group
meetings during field training. Family planning ods were found known to all the
trainers. They were of the opinion that the book on *Motivation Methodology’ should
be supplied to ali. Some recomniendations have been discussed for the improvement
of the training programme like organizing refresher courses, supply of literature on
family planning, Deputy CMO to look into their administrative and technical
problems, meetings to be arranged in the field training and efforts to be made to
include more topics on family planning in the curriculum etc.

A review of the literature on training health and family planning workers indicates
that the following gaps need to be filled.

1} More systematic identification of training needs. In fact, no survey is available in
this area. Such surveys, if conducted even on a sample basis are likely to suggest
significant inputs for training: The training institutions should participate more in
this effort and involve also programme administrators, '

2) While too much of experimentation with training methods may not be needed,
some efforts should be made to try out new strategies and methods of training
like those tried out by Sawhney and Chauban (1977).

3) A wraining policy for various categories of health and population needs to be
worked out. A ot of training goes on but in absence of a systematic training
policy and plans it becomes a waste. |

4) Periodic cvaluation of taining programmes would help enriching the quality of
training. Such evaluation shoutd be undertaken by the training instiiutions
themselves.

16




6) Help in identifying employees for the purpose of motivating, training and HRD for Health and
’ . Family Welfare

developing them.

7) Generation of significant, reievant, free and vatid information about employees.

Thus a good appraisal system: should primarily focus en emplovee development at
the same time helping the organization in the management of people through rewards
ete ’

: : ‘ J

The existing systems of performance uppraisal in popul:(tion pregramimes do not
contribute to anything beyond punishment administration. The employees do not pet
t¢ know anything about how they are being appraised. There are instances where
even after achieving higher level of targets, family planning workers got warning
letters due 1o the decision of higher authoritics to send warning letters to all in a
particular year when the overall performance was low. Thus a very potential
instrument like performance appraisal s being HliSU..\'L’tt‘ I gOVETRIMent Systems,

Given the existing situation of lack of flexibility in rewards and salary admimistrasion,
there are serious limitations for having an cffective performance appraisal system.

Thus it may not be feasible 10 have a performance appratsal system that achieves alt -
_ the objectives mentioned above, but |1 1 pussible to have a system that can take care

of most of these.

Such an appraisal system could be bised on:

1y Clarity of roles and responsibilities for cach role.

2} Periodic goal setting for cach role incumbent.

3) Annual or periodic assessment of performance in terms o g
goals.

ievefion of <uch

4)  Analysis of the achievement of these goals and idengifyimg éilitating and
inhabiting factors, in relation to the achievement of and development of
action plans for overcoming inhibiting and strgggtt.efyng facilitating factors.

5) Periodic review of behaviour which contrib ployee ¢ffectiveness and
working out action plans for developingsuch bhaviour.

5) ldentification of devélopmental needs eparing plans for employee
development through training and related¥activitics.

7) Implementation and review.

Management literature is fufl with articles and researches on appraisal systems. A
review of literature in the area of population management indicates that this is an
area left untouched. No attempt has been made to look at performance appraisal
systems. This may be partly becausc the performance appraisal sysiems in health and
family planning departments are the same as thosé in all government departments
and programme managers have not perceived so far the potcntlal of a good
performance appraisal system.

Rewards and Punishments :
Rewards and punishments as mechanisms of human resources management deal with
issues like salary administratton, advanced increments or stopping increments,
incentives for workers, awards and other forms of recognition etc. While there is not
much of activity happening in rewards and punishments there were periods when
different strategiés have been tried out by the programme administrators. For
example, the institution of ‘warning letters’ used in certain states is one such
important activity. Similarly instituting incentive schemes is another. Questions like

_ the following need to be answered. -

1} How does one motivate the family planning workers?

2) Since there are practically no promotional opportunities for family planning
workers, can there be any other incentives introduced to keep the morale of the
staff high?




UNIT 11 HRD IN OTHER SECTORS
(DEFENCE, POLICE, -
VOLUNTARY ORGANISATIONS
AND PANCHAYATI RAJ
INSTITUTIONS)

Obijectives
After going through the unit, you must be able to understand:

e the contexts in which some major public systems operate
» what kinds of HRD activities and interventions would be relevant in such systems.

Structure

11.1 Introduction

11.2 . Comextual Background

11.3 HRD in the Defence Services

11.4 HRD in Police Administration

11.5 HRD in Panchayati Raj Institutions and Rural Development
11.6 HRD in Voluntary Organisations

11.7 Summary ' :

11.8 Case Study: HRD Experiments in Anekal

11.9 References ‘

O

In Unit 9, we took an overview of HRD in govemrhent an?c systems,
tems

11.1 INTRODUCTION

highlighting the special contextual factors which operate in ¢ systems. In this
unit, we narrow down our focus to some special p ys to examine what
HRD practices and policies are in vogue and the pi hich face HRD as a
function in these systems in future. While theggrare many and varied goverrment and
public systems which can be discussed, we ta%or discussion the specific cases of
the defence sector, police administration, panchayét raj institutions and iocal civil
administration, and organizations in the voluntary sector. :

11.2 CONTEXTUAL BACKGROUND

HRD in the systems discussed in this section needs to be viewed in the context of the
role which the systems play in India. The comprehensive planned approach to
national development adopted after Independence, relies much on this role. Unlike
in many Western laissez faire societies, government and public systems in India have
a prime role to play in piloting socio-economic development. This is because our
socio-economic, political and historical context necessitates a proactive, positive role
of the State in order that India can catch up with the progress which the developed
nations have attained. Accelerated development is necessary for us to achieve in a
few decades what the West has taken centuries to achieve, '

A serious defect of the development strategies of many developing countries has
been the insufficient attention paid to administration and management of human
resources. Consequently, while development increases the importance of human
competence, the low level of administrative and managerial capability due to neglect
of HRD creates serious disequilibrium in planned development because the
magnitude and complexity of development tasks continuously outpace administrative
and management capability. * .

Public systems such as the police and local administration have been especially '
effected by the high degree of social changes which have-swept the country during 167
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etc. It lays special emphasis on experiential learning which has pro{red very effective
with the service officers.

The department of HRD has conducted certain very important and useful projects in

. the services, The recommendations of some of these have already been accepted and

implemented by the respective service organizations. For example, Progressive -

- Leadership Training in the Army is now an integral part of the training curriculum of
_Army Cadet Corps, Qfficers Training School, Indian Military Academy, Young

School, Young Officers’ Course, Junior Commaaders’ Course, and so on. Similarly.
the HRD department has contributed substantially in revising the appraisal system of
the officers in the Navy as well as in the Army. [t has also helped the Army and the
Air Force in looking into certain aspects of motivation of their officers and men.

With a view to popularising the discipline of management sciences, IDM has brought
out ten handbooks on different topics of management.

A few years back the Indian Military Academy had introduced an Honour Cede for
the benefit of its cadets. IDM was called upon to have a re-look at it for facilitating
its implementation. That job was done by the HRD department of the IDM.

DM is the premier institute of Management in the defence services. It has spread the
message of management scierices in general and human resource development in
particular in all the three Services, that is Ammy, Navy and Air Force. As a result, all
the three services have made HRD a part of their existing training programmes, in
one manmer or-another. . '
The activities of the HRD department of IDM is probably a good examplegf a
training institution extending its role beyond training to HRD.

11.4 HRD IN POLICE ADMINISTRA .1010

Like the defence services, police services are of strat impdrtance to the country.

They are necessary to protect the country from inte als and (0 maintain the
condition of law and order without which no oglagr organization: or individuals would
be able to function. Unlike the defence servi ever, the police system in the
country has suffered considerabie neglect, and s especially with regard to human

resource development.

The Indian police system was conceived as carly as fn 1861. It was remodelled in.
1902. Over the years, social commissions were instituted to examine the problems
effecting the police services, A study of police administration recently revealed that
while there were some strenghts like loyalty, dedication, job security and espirit de
corps in the police service, it also suffered from severe weaknesses due to excessive
politica! interference, corruption, and lack of open interaction among members. 5
Among the recommendations made for improving police administration were the
restructuring of salaries and benefits, proper recruitment and training procedures,
improved performance appraisal system, better control and communication within
the adminisiration, and measures to improve police community relations.® :

The absence of proper and integrated human resource systems, particularly training
and personnet administration are scen to be major irpediments in the way of the
proper functioning of the police services. Although training centres for many of the
state police forces do exist, these are often treated as “dumping grounds for
unwanted staff”.7 A working paper at a national seminar in 1986 at the Sardar
Vallabhbhai Patel National Police Academy in Hyderabad pointed out to many
problems with respect to recruitment, training, placement, promotion and other
human resources. related functions. The paper suggested the nced for developing a
systems approach to these problems to ensure the planned growth, development and
better utilisation of police personnel. *

To implement these suggestions, the paper recommended the setting up of a
Departrment of Personnel for Police Forces of the Central and Stafe Governments. In
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4) Taking care of local physical infrastructure.

~-5) Working for the awakening of the people and-making them aware of their plight
and rights. 1} Y

The by-and-iarge failure of the panchayati raj system is due to a number of social and
political factors at the local implementing as well as the state and natibnal policy
levels. However, there are at least some critical reasons which are attributable to the
absence of adequate attention to human resource development.

1) For along time, the leadership of the local panchayati raj institutions was in the
hands of the vested interests in the rural areas—the upper castes and landowning
classes. Their continued domination over the panchayati raj institutions
effectively blocked the benefits of development from reaching those for whom
they were meant. Recent indications, however, ate that while the upper castes
and privileged groups continue to hold power in the panchayati raj institutions, -
the middle-class group of educated farmers and local businessmen are beginning
to emerge in positions of power, and the lower castes are beginning to contest. "

2) A second reason has been the absence of trained competent people to carry out
the tasks of administration in the panchayati raj bodies. Such tasks require not
only functional skills such as financial management and technical skills for basic
management and organization, but also appropriate attitudes and values. '*

3) The absence of proper and adequate organizational structures and institutional
mechanisms to lend stability and continuity to the panchayati raj institutions, is
another reason for the poor performance of these bodies.

The proposed Sixtyfourth Constitution Amendment Bill introduced in the Rgrliament
in 1989 was an attempt to resolve some of the macro-level problems fa

panchayati raj institutions. However, apart from macro-level poligsehanges, changes
in the structure and functioning of local bodies and in their ma @ and human
resource capabilities are also required. From the HRD poinit of vic e major

priorities for the success of panchayati raj and rural develo institations are's:
1) Clarifying purposes and ensuripg that these are ted¥n pertinent strategies,
policiés and programmes. 3

2) Developing people as change agents and ture butilders to bring about
necessary transformation in dysfunctiona es existing in the rural areas.

.3) Training and development in order to enable people develop their capacities and
potential for productive employment..

4) Strengthening panchayati raj and other organizations engaged in development.

~5) Increasing admmistrative accountability through task clarity and appropriate
monitoring and appraisal mechanisms. - ' .

6) Developing role clarity and task or results orientation on the part.of
functionaries. :

7} Motivation of functionaries through attitude change and motivation development
programmes. e

8) Developing and implementing appropriate reward systems for those involved in
the routine administration and implementation of tasks.

11.6 HRD INt*VOLUNTARY ORGANIZATIONS

One well recognized reality in India has been that the efforts of the government and
government sponsored organizations and agencies alone are inadequate to achieve
the enormous task of socio-economic transformation of the country. Over the years

the role of non-profit voluntary organizations has increased to a very great extent in a

variety of fields such as rural development, community development, health and
rehabilitation, vocational training, consumer organization, etc. Acknowledgement of
the need for voluntary organisations is reflected in the Seventh Five-Year Plan

{Delence, ©ONCE,
Voluntary Organisations
- and Panchayati Raj
Tustitutions)
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-3) Voluntary organizations are also found to be more effecuve when r.heu-

organizational climates are characterised by a high degree of achievement
orientation, warm interpersonal relations and mutuality. HRD practitioners,.
therefore, need to address themselves to what kind of systems and mterventlons
‘are required to build and foster such climates: -

4) People in most voluntary organizations function under conditions which are
usually less attractive and materially rewarding than those under which people in
business and governmental organizations function. Often, working conditions
and facilities are difficult and material rewards are poor. Motivation of members
under sach conditions is sustained largely by intrinsic, work-related rewards and”
the satisfaction of bemg able to contribute to superordinate goals. HRD activities
such as target-based performance appraisal systems, activity analysns and task
design, and organization development activities would be useful in these -
circumstances.

5) -Finally, perhaps the most important contribution which HRD can make to
voluntary organizations is to develop human resources who are motivated and -
capable of working in them. 1t is clear that voluntary organizations require
people with skiils and competences which>may be common to those of people in
other organizations, but their attitudes, values and motivations need to be
distinetly different. HRD may need to reorient many of its conventional tools to
the specific human resource needs of voluntary organizations.

117 SUMMARY

A major contributing factor to national development is the de
resources in sectors responsible for strategic functions. This u
contexts in which some of the strategic sectors function gpd the
processes and interventions which are relevant. HRD in ctors was examined:
defence, police, panchayadi raj institutions, and theagQluntgry sector. 1n all these
sectors, the emphasis of HRD needs to be on dew§! commitment, motivation
and morale among people to enable them functionynder difficult circumstances,
developing appropriate work cultures, and iding for the augmentation of
necessary attitudes and Competences throu ing. The training and other HRD

* mechanisms applicable may differ in extent an¥l type depending on the specific

characteristics of each sector.

11.8 CASE STUDY: HRD 'EXPERIMENTS IN
ANEKAL22

Introdiiction

The present society is characterised by high social complcxlly. increased dependence
on technology and “skill’ specialisation. Organizations, institutions and groups
worklng with or concerned about people are increasingly orienting their encrgics and
actions in the direction of human resource development to help achnevc thur
objectives: .

This case makes an at(empt to describe the procesq of appllc«mon -of HRD in human

_service organizations and its resultant effect on work, personnel and the organizations
“involved. Based on the experience of two voluntary dévelepment agencies, certain

theoretical models of HRD applications to rural devclopmem are outlined for
consideration in similar appropnate social contexts clsewhere.

Background

All work associated with rural development implies working with the poor, the
oppressed-and other community imbalances. The Indian social riticu in rural settings
happens to contain dalits, tribals, landless labourers and related social and economic
“Jasses. The process of developrm rit work. therefore.means orgamzms_ the 50 callu:l

HRD in Other Sectors
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2 Resource Initiation: Social scientists have generaily preferred to use *inner - HRD in Other Sectors

resource approach” for human resource development. Inner resource basically v(.....,,.ﬁg Organi.:::lil::; ,
refers to provitling socio-psychological climate for the individual members of the and Panchayati Raj
social groups to grow to their fullest potential. Providing a working climateé o7 Institutions)

included conscientisation, educational process, confidence building, perspective
_planning for the community and a realistic understanding of the rural
phenomenon. Working with people carries no formal authority and one does not
have a mandate to accomplish results. Both the voluntary agency and the people
were free to and of each other—either to work, or to participate in the benefits or
to just remain the way they are. This lack of commitment to._definite
developmental objectives however disturbed the PD’s.

Through a consultative process the PD’s obtained the endorsement of the
community to work with them. This then became the primary task. Very soon,
task relevant relationships-and the maturity to work assumed greater significance.
Twenty Balwadi teachers became the key functionaries in the village. A
psychologically supportive atmosphere was created for their functioning for the
start. The village community in a gathering endorsed a particular woman having
their trust and support, as being suitable to be a teacher.

One of the PD’s accompanied this newly chosen candidate to a neighbouring
village to learn from an existing Balwadi the functioning of the programme.
After one week of such learning from a senior teacher the new teacher began
functioning on her own. But one of the PD’s continued with her for one more
- week till she also performed alone. At the end of each week, . i
meeting-cum-training sessions were organized for all balwadi te@o meet '
and share experiences. Qver time, this balwadi teachers assumed and newer

responsibilities. In many cases, she also became the village % worker. In
- addition to dispensing first-aid and simple remedies for aifly she also

educated the people against leprosy and TB, detect of mental disease at
its onset. She often conducted adult education clas evenings. In isolated

cases, the villagers deposited smalt savings in ustodly.

Several changes were observed in the rurgl co nity due to the interventions’.

e every child that attended a balwadi in the primary school without
dropping out, and most of the village ren attended balwadis.

e women who started small savings became less and less dependent on money- _
lenders and more credit-worthy in the eyes of the local banks. ' -
& people became aware of investment opportunities like the Indira Vikas Patra.
e every child in the 36 villages was completely immunised against certain
diseases.
o overall literacy increased every year to the tune of 300 more literates added.
« housewives began using a new, fuel-efficient, smokeless, quick cooking stove. -
They also formed cooperatives for employment. -

Lessons

Four years of field experiences and sharing of experiences with the Indian Society for
applied Behavioural Science and the National HRD Network, convinced the PD’s
that unless proper HRD efforts are understood and directed with a professionai-
ethos, socio-cultural problems of community will continue to inhabit community
development processes. The roles of rural change agents became clearer once a
holistic approach to HRD was adopted HRD was seen as a means:

¢ to help them acquu'e a social perspective relevant to community development and
an awareness to commit themselves to the process.

¢ to help members of the rural community to build trust in themselves and others;
encourage consultation and listening; and develop confidence in its own resources.

@ 10 help the dalits and oppressed women organise themselves into autonomons
bodies and for.a.federation to estabhsh their rights having linkages with affiliated
institutions in the State.

& to help rural animators take a role of a facilitating agent for change, unlike the




| ONIT 12 FIRD IN SERVICE INDUSTRY

Objectives
After going through this unit, you must be ab!e to understand:

o the context and characteristics of the service sector relevant for HRD
o the special role of HRD in the service sector o
o the types of HRD interventions relevant to service organizations.

Structure

12,1 Introduction
12.2 Nature and Role of the Service Sector
12.3 Importance of HRD in the Service Sector
124 Role of HRD in the Service Sector
12.5 HRD in Public Sector Banks
12.6 HRDin the LIC
12.7 HRD in Education

| 12.8 HRD in the Health Sector

! 12,9 Summary
12,10 References

12.1 INTRODUCTION | | \é

‘ Economic theory traditionally Yooks at society as consisting$ fain sectors:

¢ the primary or agricultural sector comprising occupations 3fid activities such as
agriculture, forestry, fishing, minirig and quarryin

. the secondary or industrial sector compsising Eanu uring and construction; and

* o the tertiary sector or service sector compris ities and occupations like
banking, insurance, transportation, communi n and education.

The service sector, therefore, comprises activities and occupations which provide a
wide vanety of semces to individuals, business and government estabhshment and
other organizations.

This unit examines the relevance and apptication of HRD in the service sector. The
nature, role and importance of the service sector are examined. The uait also
| examines general aspects of HRD as well as those agpects which are contextually
specific to the service sector. To illustrate the HRD needs, issues, experiences and
problems of implementation in the service sector, the cases of four sectors are
- examined: public sector banks, the Life Insurance Corporation of India, the health
and family welfare sector, and the education sector.

12.2 NATURE AND ROLE OF THE SERVICE SECTOR

The service sector has a crucial economic role to play in society. Services create value
by providing a bridge between the producers of goods and the beneficiaries, or
between the production and consumption segments of society. This is why the growth
of the service sector in modern society is linked with the increased productivity of the
manufacturing sector. ' The value which the service sector provides consumers may

be private benefits which are paid for, or they may be public benefits which are free

or subsidised, like health, education, information, etc.

-

A major characteristic of modern socio-economic development has been the .
ik cimaly darminant rade f thae service eactnr A< an econnmyv develonne the. : 197




HRD aims at _developing’theTﬁ'divig]ugg-mgt_qhing him to roles, both by developing * HRD in Service industry
him and the role, and catalysing individual and-organizational self-rénewal. A -

generalised model of HRD wiil inclide the following sub-ystems: role analysis,

selection and placement, transfer and rotation, reward and punishment, performance

and potential appraisal, feedback and counselling, training and development, career
planning, succession planning, participative devices, and HRD data bank. Of these
systems, some arc essential to all organizations in any sector: selection and - ‘
placement, traasfer, rotation, and reward and punishment. At least these sub-systems
need to be designed well. If one wants to go beyond a status-quo bureaucracy, at - -
~ which stage maiy service institutions get stuck up, performance appraisal, potential
appraisal and training and development are particularly relevant. If high levels-of
performance is a goal, then the relevant additional sub-systems are feedback and
counselling, and of participative devices. Finally, if one is concerned about the long-
term vitality.of any institution including a service institution, the remaining
sub-systems become essential, namely role analysis, career planning, succession
planning, and development of an HRD data base. -

Unique Aspects ' o
Service industry has some special features, which call for particular emphasis in the
fesign and implementation of HRD systems. These are:

o Intangibility of product: Service is the provision of value to a customer, without a
physical product. This could creaté lack of clarity about the tasks and erosion of :
self-confidence. So HRD has to create appreciation of client needs, and pride in ——
the potency of the service to meet those needs. . ’ '

» High public exposure: The service institution is much more Q _ K
clientele. Even if the institution does not proactively promote i ice, the clients ,
may take the initiative and beat at its doors. The staff need rela skills and
tolerance of customer reactions. In the case of subsidised ¢ Services, some
customers may be arrogant in their demands and misuse ice, while some

others may be less literate, gullible and timid. Q“ c
» Size comstraints: To be effective, the service ipgtitutdg should be perceived as a

huge, slow, monolith, in the face of which ¢ r is anonymous and
insignificant. Conceptualisation of roles is esp y importaat. The roles at the
environment/customer interference need to be s6 designed as to enharice service.

* Examples are the bank teller and the ‘single window” concept used recently by
state industrial development corporations. o

o Back-room technology: At the customer end, a service has to be simple to
understand. For example, air travel should be made easy, but behind it may be
complex aeronautics and computerised, real-time reservation systems. HRD has to
ensure that those at the delivery end of a service institution understand the power
and limitations of this back-up technology, while at the same time the technicians
understand customer needs, abilities and limitations. User-frienidly computer
peripherals, for example, enhance the utilisation of an information service.

o Specialised knowledge: The level of general and specialised education tends to be
relatively high in a service institution. Infact, a service institution like a :
consultancy, has to be intellectually a few steps ahead of its clients to be of real
vatue to them. So, a research and leaming orientation is needed. The service
institute tends to have a preponderance of white collar workers and executive
manpower. Their motivation is more complex. Besides monetary rewards, they
look more for ego satisfaction and quality of work life. - )

¢ Propensity for disintegration: Service institutions seem to have a higher tendency
to disintegrate. Depending upon personal ambitions, bruised egos, inequity, etc.,
rebel groups break away from the mother organization and form new ones. This
may be parily due to low capital cost, low barrier to entry and the preference of
the customer for specific resource persons. Therefore, HRD needs to provide for
more participation in planning and control of the projects, as well as sharing of - ,
cewards. whether psychic satisfaction, fame, visibility; profits or upward mobility. ‘ 179




the Canara Bank has been well acclaimed by the Indian Bank Association (IBA), as HRD in Service Industry
a sophisticated system with several positive features. - s Co -

Public sector barks has also given special attention to the establishment of Human
Rescurces Development divisions. The division is entrusted with the task of

preparing long-term scheines for the development of employees. The tasks completed
by the Human Resources Development Division in most of the public sector banks
include formulation of motivation surplus staff, schemes for sending birthday greeting
cards to all employees, schemes on career planning and rotation of staff, schemes for
granting incentives for furiher study. '

With a view to bring in more objectivity some pubtic sector banks have designed a -
new Performance Appraisal System for officers. In this system the practice of
self-evaluation has been incorporated according to which appraisee and appraiser
identify the key performance areas alongwith the specific function. Evaluation is’

. done on the basis of employees’ contribution or efforts with respect to these areas.

- career plan and organization development etc., have

Therefore, the modified performance appraisal system is intended to lead to allround
development of employees. Effective steps have also béen taken in some banks

to reassess staff requirement so as to ensure cptimum utilisation of available
manpdwer and also to eliminate surplus pockets wherever possibie. There has also
been a strategic change in staff developmaent, by relating it to workload, with a view
10 increasing staff productivity,.at branches and administration offices. ' i

In order to raise the level of motivation of employees and urge for individual
development the banks undertook several measures and also continued efforts
through a series of educative literature and providing appropriate forums for'skill
identification. Classroom as well as on-the-job training continued to be stigngl
emphasised in human resource development strategy of almost all thg bank

ublic
sector. '

programmes. Training of employees is only one component o . Therefore._'

By and large, banks have come to recognise that HRD is mor%nbtraining
other aspects of the HRD system like performance apppéf8pl system, job rotation,

e into practice.

12.6 HRD IN THE LIC’ %

"The Life Insurance Corporation of India (LIC) was set up in 1956 by the

Government of India, on the nationalisation of life insurance business. It took over ) ) -
the eatire life insurance business which had been transacted in India by private -

companies till then. The funds (assets and liabilities) and employees pestaining to this

business were automatically transferred to the LIC. Since 1956, LIC aloae has the

authority to transact e insurance business in India, subject to special authorisations

" for scme government schemes, which are allowed to operate outside the purview of

the LIC.

Apart from the Central Office, the LIC has five Zonal Offices, sixty four Divisionat
Oifices and Branches in over cight hundred centres. In the thirty-one year span of
time from 1957 untill 1988, LIC's business expanded from about 6 million to 32
million policies with sn assured sum of Rs. 5,90,680 million. its employee strength
grew from sbout 31,000 to about 73,000 in the same time span. '

In 1980 the LI launched on a major exercise of organizational restracturing which
fed to major Gecentralisation of responsibilities to the branches. Hach was recognissd

ass profit and growth centre. The number of positions in the branches as weil as the

level of responsibility in these positions were considerably enhanced. Microprocessors
were made available to branches. The new structure provided for consuliation
ocesses and joint decision-making in planning and other operations. The new
systems includad data being generated about the secio-economic conditions of the
area under the Branch jurisdiction for planning purposes, developing strategies for
operations on the basis of such data. Consequent 1o the restructure of work, there \
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required every incumbent of each position to specify the nature of the contnbutlon HRD in Service Industry
he expected to make as distinct from the results which his department as a“group will

achieve. This statement of contribution was to be discussed and agreed upon between

him and his superior. The work plan which would indicate the specific outputs or

improvements or results that the manager propesed to make in the next year, wounld

also indicate what he would achieve in the next three months and the following

months and again six months the manager would review the work first along and

then together with his superiots.

The intervention was begun in early 1988 on an experimental basis in all the divisions
of the Northem Zone of the Corporation. Seminars were conducted in which the
consultant, explained to all the concerned officers of the zone, the philosophy and
the rationale of the proposed intervention and the details of how to go about it.
Subsequently, the Zonal Manager and the Regional Manager {Personnel) went to
each Division and had detailed discussions to help the officers concerned understand
more thoroughiy the significance and the mechanics of writing out the work plan.
After a period of three months the officers had clarification seminars with the
consuitant. After clarification seminars the work plans were finalised.

As information went round about what was happening in the Northern Zone, there
were demands from other Divisions that they be involved in the new experiment.
Consequently, 10 further Divisions were brought into the scheme, The Corporauon
intends to introduce the scheme througliout the Corporatlon only after observing the
results of the experiments in these Divisions.

Durirg the seminars in which they are being introduced to the conceptdif the
intended practices, the officers concerned expressed several doubts ght
clarifications. Some of these are discussed below.

Managers were aware of the beneficial effects of human relat@d at least
0

cognitively want to be good to their people. The HRD philosop! wever states
that being good to the people is necessary for its own not merely as an
ts.

instrument for the achievement of the managers’ 1 ¢ latter is a bargaining
situation which may be resented by the subordi #he former is a negotiation
situation which may be accepted by the subogdi (when they see that it may lead
to their own growth in terms of knowlcdgﬁence and skills), may lead to

development of persons and integrate in a t manner with the desired results
of the organization.

The expected growth of LIC would lead to sericus problems in handling work and it
was essential that decision-making processes must remain at the Branch-Offices. .
Unless the personnel at the operational level viz. the Branches, were developed
adequately to shoulder the responsibility of not merely carrying on the operations,

the entire restructuring exercise may be reversed with regard. to the role of the

Branch. It was to enable the personnel to perform adequately for these new tasks that |
the proposed HRD strategy becornes important.

Some managers mentioned that certain' positions were more attractive in terms of
remuneration as a result of which there was a reluctarce for people to move away
from these posmons even if higher responsibility positions were offered. This
question came up in connection with the proposed career path which expected that
personnel would in the initial years, work in the Branches to develop skills of
interaction with custonyers, learn the essential aspects of operations, develop :
confidence to handle differentiated functions and become aware of integrated activity
moving later into the higher offices for specialisation in functional areas. The fear was
that if individual officers were to be given a choice as to the career or the
specialisation in which they would like to deve-op, there would be a heavier
concentration in positions which are attractive in terms of remuneration and .
perquisites compared to the other positions which do not have such perquisites. It -
was difficult for many to visualise that other specialist functions could also be found
artractive and could be chosen by individuals for reasons of professional stature or
temperamental adjustments. The rotation in the earlier stages of the career was
meant to provide an opportynity to experience the different funciions so that

informed choice could be made. . _ 183
—‘_




12.7 HRD IN EDUCATION ®

Education itself aims at development of human resources. Therefore when we talk of
HRD in education we are talking about the development of those human resources -
involved in education. These include: teachers, headmasters, principals, support staff
working in educational institutions, heads of university departments, wce-chanoellors,
educational administrators at the local, district, state and central level$, planners and -
policy-makers. Developing all these categories of people becomes extremely .
important as the effectiveness of education depends upon how well they perform
their roles, Pecple at different levels and performing different.roles require different
competencies to be effective in their roles. These competencies are also changing
from time to time as the environment is changing, knowiedge base is continuousty -
improving and the needs are changing, Such a dynamic and changing environment
requires an equally or even faster developing human resources to cope with it. Hence
thereisa need to develop continuously the capabllmes of the people mvolved in
education,
The corapetencies required for teachers are normally considered as subject matter
competencies and pedagogic skills. As we go up the education stream the
competency requirements become much complex. For example the Headmasters of
. schools require more sophisticated competencies than what a teacher requires. ™~
- Besides knowledge of the subject and pedagogic skills, he is required to be a leader,
initiative taker, innovator, institution-builder, manager, etc. As we go still higher up
to the level of District Education Officer the competency requitements get still more
complex as he is required to deal with a large number of institutions an
He is required to be familiar with the region and its educational prob ] .
have the competency to guide the Headmasters of a large rumbegof scliools, should -
be able to establish nanagement systems to keep informationr school .
performance, suggest innovative schemes to the schools, involvéh\the’ community for
improving educational facilities in thé region etc, Thus tl?@lexi_ty of the
1

© capability requirements changes for different roles. As all Wiese roles are equally
important for the effectiveness of the education syftemis it Becomes essential to
ensure the continuous development of human resowfces occupying these roles.

Training has been used most often as the o@hamsm for developing human
resources in education sectot and other mechawiSms of human resource development.
have been neglected. The limitations of training in developing complex capabilities
has not been adequately recognised in the past. It is easier to develop subject matter
competencies in teachers through classroom.instruction. But teaching skills cannot be
developed through classroom instruction only. It has to be supplemented by actual
practice.” Higher level competencies réquired by the Headmasters, Principals, DEO’s
etc. cannot be developed in the classrooms alone. Alernate mechanisms need to be
identified. Experience from other sectors indicates that HRD can be effected through
performance appraisal systems that are designed to promote employee development
in their present roles. Potential development systems can also be planned to prepare
for future roles likely to be performed by the employees. OD exercises could be
snderiaken to create self-renewal capabilities in educational institutions.

Career opportunities and rewards are very important factors in providing a
development climate in educational institutions and agencies. If there is no development
climate and no pressure or incentives for development people are not likely to develop.
HRD Needs in Education

The HRD needs in education should be mterpreted in the context of the overall
devetopmental needs of the country and should take into consideration the -
developmental plans in other sectors. Any HRD program for those in the field of
cducation should enable those in eduication systems to initiate, design, develop, and
implement education systems that facilitate the accomplishment of developmental
pluns in other sectors at the local, regional and national levels. This becomes all the
mure Wepce cant in o develoning country like ours which cannot afford 1o waste lts
resources by having an \du:.an(m system that s a luxury.

In ndeanfvng the i-!f{!_‘r nevds of education people we need to take this pers
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UNIT 13 COMPARATIVE HRD:
INTERNATIONAL
EXPERIENCES

! Objectives
After going through thjs unit, you should be able to:
e understand what factors account for differences in HRD across different countries

s identify the dominant HRD practices in different parts of the world.

Structure -

13.1  Imtroduction

13.2 National Versus Internanonal HRD

13.3  Intemational Commonalities and Differences in HRD
.13.4 HRD in North America :

13.5 HRD in South America

136 HRD in Western Europe

13.7 HRDin Africa

13.8. HRDin Asia

13.9 Summary

13.10 References . ;

13.1 INTRODUCTION Q

Managers in organizations hold particutar views, assumpsigps, values and preferences
about how to manage and develop people in order 1o at anizational as well as

formal policies, practices and systems of managi eloping human resources,
~Across the world, management thinking and yaluesNgre likely to be different,

reflecting differences in cultures, social, pe '@> and economic realities. If this is so,

| then there are likely to be somé differences « HRD systems and practices in

‘ different countries.There are also likely to be commonalities because the fundamental
laws governing human behaviour are much the same across the world. For instance! '
people everywhere have basic psychological needs for belongingness, emotional
attachment, reward etc. Differences between people across different countries or

| cultures are usually a matier of degree rathier than of content,

‘ individual goals. Such views, assumptions, values gpre rences are translated into

This unit discusses HRI) policies and practices in different parts of the world, The
objective is to highlight the major commonalities and differences. Such a comparative
discussion is useful because it helps us.understand what factors beyond the imimediate
organizational and environmental contexts influence thinking and action with respect
to human rescuree developient. It helps us appreciate the diversity of practices but .
also to appreciate the commeon core which binds people, organizations and entive |
countries together by vommon concerns about people. It helps put many of our own
HRD systems and policies in a broader perspective. The importance of a comparative
look at HRD is particularly relevant in current times because of the dramatic changes
taking place around the world. Everywihere, social, political and economic realities
have been changing and there has been a loosening of boundaries and a keeness ¢
examine what other couatries are doing. Increasing collaborative ventures-between.
Indian and foreign corporations, the import and export of technology and other
resources, and an anxiety for effective partnerships heighten concerns aboui human
resources management and developmeist in other countries,

13.2 NATIONAL VERSUS INTERNATIONAL HRB

A very frequenr concern exprnqs..d b}' people in orgammnons in whsch new HRD




I
orientation. Such cultural differences would be refiected in the kinds of HRD systems
adopted. & For example, in cultures like ours where there is moderate collectivism
and a tolerance of uncertainty. Organization Dévelopment (OD) and teams building
activities may more be acceptable and effective. Contrastingly, in a culture with a
high degree of individualism and an intolerance for uncertainty like the USA, systems
such as performance appralsal feedback and counselling may be more acceplable
and effective.

onomic Factors
“The HRD policies of 2 company reflect the corpotate policies and strategies of its
management. These, in turn, are influenced or determined by the structure and
narire of the economy)For instance, in a mixed socialist economy like ours,
corporate policies and strategies are influenced by government regulations, social
policies of the government regarding employment and development of disadvantaged
social groups, competition from other public and private sector organizations etc.
These factors are refiected in the HRD policies and practices too. On the other hand,
n a free enterprise system, the success of a company may depend much on its
efficiency in competition with other oompanieﬂSo it may place greater emphasis on
systems that increase performance efficiency and acconntability.(The level of
industrialisation already achieved in an economy also influence HRD practices of
organizations in the economy) Other things being equal, it appears-that higher level
of industrialisation results in 2 more educated, organized work-force whose HRD
needs are diffecent from the less educated and less organized work force in
non-industrialised societies. *

impact on other aspects such as industrial relations, employment
management attitudes towards unions and other internal or extertigl ingerest groups?

@ese inturn affect HRD philosophies and stralegies?ﬁ!lr: India, for instance, the
sensitive industrial relations climate due to political affiliatio e unions have
made many managements cautious about applying to %ers ¢ same HRD policies

Sociopolitical Factors | | -
ﬁhe socio-political ideologies of governments in different countries Iive a erful

which they apply to the non-unionised managers as @n socialist
countries, the State’s control over the organizatigg strofgly cenditions HRDP@he
opposite is the case in the democratic countrie @ eic a lot more experimentation
with HRD mechanisms and interventions has 4 i

Technological Factors

In today’s world technology plays an important role in determining differences
between organizations. Technological know-how and sophistication is unevenly
distributed across the world with som tries enjoying much more technological
resources and know-how than Othersi. The level of technological sophistication in an
organization will affect a number of HRD related matters—training, transferability
and job rotation, inflow and outflow of human resources into and out of the

organization, and even the type of climate and interpersonal relationships prevailing -

" in the organizatior) Thus, countries which have very sophisticated and fast changing
technologies would tend 1o be characterised by organizations which emphasise skill
and technical training. Countries which have sophisticated slow changing
technologies would have organizations that give more importance to human relations
or attitude development interventions to maintain personal growth and developinent.

In the following sections, a bird’s-eye view of HRD related practices in different parts
of the world is provided. As will be seen from the descriptions, one striking
difference between HRD in different countries is, in the first place, about what HRD
~ mesns and what activities it should encompass. Aithough many of the HRD concepts
and systems used in Indian organizations today may have originated from the USA
and other Western countries, it will be evident that an integrated HRD system of the
kind familiar to many Indian organizations, is uncommon in most other countries. In
many countries, HRD is su:nply another term of Personnel Management or
Administration, and the major HRD intervention appears 1o be training, The
following discussion is organized according to regions which, industrially and _
culturally, have certain common features: North America, South America, Western
TEarone Afces and Asia Information fom literature on BRD in Eastern Eurone.

Comparative HRD;
International Experiences




emphasm on technicians. More recently, i in 1975 the oovemmcnt enacted a law
providing financial incentives for private companies that had acoeplable HRD-
programmes : :

' 13.6 HRD IN .W_ES;TERN EUROPE ¥

As in North America, in Western Europe too, the main focus of HRD appears to be | |

on tralmng and educational activities. Howcver, there has also been an emphasis on
the provision of “support systems”~that is, those activities performed by those within
the organizaticn to ensure that learnings from HRD activities are supported on the
job. In Spain and Holland key managers in organizations are identified to take on the
roles of facilitators to provide encouragement to people on-the-job. In Sweden, in
some organizations there is a practice of using internal, non-HRD practitioners as

on-the-job facilitation. Each individual is given a “train the trainer” course and then
returned to his or'her workplace.

HRD in Western Europe gwes much emphasis to the building of spec1ﬁc skllls.
Generally adverse economic conditions have prompted organizations in Holland,
Denmark and England to rely on shert training programmes.

One of the main HRD related concerns in Western European crganizations is the

" impact on people of the introduction of new technology, particularly
computerisation. The role of the HRD practitioners is seen most frequently as bemg
that of helping people deal with the problems of change.

-\

13.7HRD IN AFRICA ¥ \D

Africa is the least develnped of ail the world’s continents, tho @ s believed to be
best endowed with minerals, energy, land, water, and other natwdl resources. Its
economy is marked by low productivity in both agricul d industry, high

illiteracy, low life expectancy and a generally low quality &f life. African governments
have generaily concentrated on capital and phys@uccs to the neglect of -

1
human resources.

A Heads of State summit in Lagos in 198 ‘ dmark for HRD in Africa. The
Lagos Plan of Action that emerged out of the¥urnmit emphasized, among other
things, the training of labour to meet the technical and managerial needs of
development. Accordingly, it recommended the establishment of natlonal and
regional training centres and skills development programmes.

In most African countries, HRD has been institutiona]jsed. Zimbabwe and Tanzania, ‘

for instance, have formed HRD ministries; others have departments in other:
ministries specifically for this purpose. There is hard.y any country that does not have
a governinent institution set up for HRD

In Ghana, a dlrectorate respons:bie for HRD was created W[th.ln the civil service in
1976. It implements HRD in the government and manages several National HRD
institutions such as Ghana Institute of Management and Public Administration,
Management Development and Productivity Institute, Institute for Techmcal
Supervision, and Civil Service Training Centre.

In Nigeria, HRD has not been as orderly as in Ghana. Zambia has achieved modest

results in HRD. At the National level, HRD is coordinated by the National
Commission for Development Planning and the Mmistry of Generat Education and
Culture,

13.8 HRD IN ASIAY

Of all the regions of the world, Asia probably presents the greatest contrasts, It
contains one of the most developed countries, namely Japan, and also some of the
least dev c,loped In an advanced eoonomy likeJ apan, there isa long tradmon of

Comparative HRD:
International Experiences




UNIT 14 _HRD CULTURE AND CLIMATE

0bjective$

After going through this unit, you should be able to understand:
& concept of HRD climate o

e relationship between HRD climate and organisational climate
e measurement of HRD climate '

Structure

14.1 Introduction .

14.2 - Defining Climate. :

143 HRD Climate and Organisational Climate

14.4 Elements of HRD Climate

14.5 Measurement of HRD Climate

14.6 Survey of HRD Climate in Indian Organisations
" 14,7 What Contributes to HRD Climate? :
14.8 References '

Appendices .. | o | \ '
141 INTRODUCTION '- \}

The HRD climate of an organisation plays a very im rtao;n ensuring the
competency, motivation and development of its empl The HRD climate can be
created using appropriate HRD systems and legderstig styles of top management.
The HRD climate is both a means to an end s an end in itself. In the recent
past simple instruments have been developed tyneasure the HRD climate in
organisations. These instruments are bi idely used to-assess periodically the
climate, maintain profiles and design int tions to further improve it. This unit
presents a detailed conceptual background of the HRD climate, various research
studies available on HRD climate and discusses an instrument to measure HRD
climate that is being used by different organisations. By the end of the unit the reader.
should be ablé to use the HRD climate survey questionpaire o measure the HRD
climate of his own organisation. Reader also will getan overview of the HRD climate
existing in different organisations. ' - '

14.2 DEFINING CLIMATE

Preceptionabout an organisation’s goals and about decisions that a manager should take
_ to achieve these goals come not only from formal control systems but alsc through

informal organization. Both the formal and informal structure combine to crcat¢ what =~
is called organisational climate. .' : '

' The term ‘climate’ is used to designate the quality of the internal eavironment which
conditions in turn the quality of cooperation, the development of the individual, the
extant of member’s dedication or commitment 1o organisational purpose, and the
efficiency with which that purpose becomes translated into results. Climate is the
atmosphere in which individuals help, judge, reward, constrain, and find out about
each other. It influences morale and the attitudes of the individuat toward his work
and his enviroament. '

Organisational climate has bgen a popular concept ilji theory and research for _
sometime and has reczived a great deal of attention in the past 25 years. Guion{1973)
e 3o st saze ‘areanisational climate’ may be one



14.6 SURVEY OF. HRD CLIMATE IN INDIAN
ORGANISATIONS

Severat Indian organisations were surveyed for their HRD climate and data was
collected from 2672 respondents from 52 orgamsatlons and the results of which are
presented here. , _ :

Itis mterestmg to note that the average extent of climate prevalent in all the 52 -
organisations is about 54% which is rather low. To see which components are

favourable and which are not, an item-wise analysm is conducted and results are
discussed below.

" The following are the items with respect to which the HRD climate is not favourabl'e,
i.e. the average item-wise scores are below 50%.

a) ‘Top management goes out of its way to make sure that employees enjoy thclr
work (Item No. 1)

b) Thereare mechanisms in the orgamsatlons to reward any good work done or any
' contribytion made by the employees (Item No. 15).

-¢) Employees are encouraged to expenment with new methods and try out creative
"~ rideas (Item No. 19).

d) Wten behaviour feedback is given to employees they take it seriously at. d use it

- for development (Item No. 22) : _ - B
¢) Employees in this organisation take pains to find out their st@ and o .
. weaknesses from the supervising officers or colleagues (Item ). ' :
f) - Employees returning from training programmes are givrtutlities to try out
what they have leamt (Itemi No: 25).

¢) Employees are encouraged to take initiative aﬁd?hgs on their own without
 No. 30)

having to wait for instructions from supervisprs (It -30).
h) Career opportunities are pointed out to ju@& senior officers in the
organisation (Item No. 35) _ ' o
- i}  This organisation ensures employee @to such an extent that the employees
can save a lot of their mental energy forwork purposes (Item No. 37)..

‘The following are the items with respect to which the HRD chmate is favourable ie.,
the average item-wise scores are above 60%.

a) The top management believes that human resources are an extremely important
resource-and that they have to be treated more humanly (Item No. 2).

b) People in this organisation are helpful to each other (Item No. 9)

¢) Promotion decisions are based on the smtal:ullty of the promotee rather than on : -
favouritism (Item No. 14). _ » . :

- 1) Performance appratsal reports in our orgamsatlon are based on objective -
"~ assessment and adequate information and not on favourlt:sm (Item No. 17)

e) When employees are sponsored for training, they takeit senously and try tolearn
from the programme they attend (Item No. 24).

f) Employees are not afraid to express or discuss the:r feelmgs with thelr supnors
(Item No. 28). . _

Thus it appears that there is a gap between belief and practice. at At the top management

level, namely, though the top management believe that human resources are their

maost 1mportant asset, and yet they do not séem to do much in developing their human

resources. Except for promotion decisions, the reward mechanisms are not seen to be

favourably implemented. Though most of the organisations spend huge amounts of
" money on training and- the employees also take their training senously, the




5) " ‘Attitudes of Personne and HRD Staff : A helpful and supportive attitude on-the

' part of HRD and personnel people plays a very critical role in generating the
HRD climate. If the personai behaviour of any of these agents is not suppomve, '
the HRD climate is likely to be vitiated.

6) Commitment of Liné Managers : The commitment of line managers to the
development of their subordinates is a very important determiner of HRD
climate. If line managers are willing to spend a part of their tlme for thelr
subordinates, it is likely to have a positive impact, -
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APPENDIX-I
Litwin & Stringer Downey, Hellrieged  SIMS & Lefollette  Muchinsky - Reoand Abrsham
. and Stocam
(Tots! 50 items) (Total 54 items)*. (Total Sitems)  (Total 50 items) (Fotal 3§ items)
1. Structure (8) ' Structure ) Organisation Structure
. ' and Pracedures (10)
2. Responsnbllnty (7) Decision-Making .{4) . Responsibility (7) Responsibility 2}
3. Reward (6} Rewards " Policy & Promotion Rewards )
Clarity ) -
4:Rik . (5 Risk Risk & decision _ Risk taking (k)]
_ . ) making pC)] . -
5. Warmth (5) Wammth . Generataffecttone  Generalaffecttone  Top management
_ toward maniagement  toward management  support (4)
and/or organi- and/or organi-
. sation {11) sation {17
" 6. Standards (6 Jobpressureand  Standaids 3}
7. Conflit  {4) ‘ Conflict @
8, ldentity . (4 Generalaffecitone  Orgamisetion . Feedback 3)
- _towardomerpeople identification  (5)- _

: - lntheorgam o :
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employecs. 12345

| 41 Promotion decisions are hased on the suitability of the promotee rather than on favouritism.
. . 12345
15y There are mechanisms in this organisalion 10 reward any good work done or 2ny contribution made
by employvers, : 12345
I When an emplovee does good \.mrl\ his supervising officers take special carc o apprccwtc it.
. 12345
i7) Peformance appraisal reports in our organisation are based on objective asscssment and adequate
information and not an favouritism. .1 2345
183 Ireople in this organisation do not have any fixed mental impressions about each other.
. o . : ' 12345
1) Baplovees ate enceuraged o experimént with new methods and try out ereative ideas. .
12345
My Whenany emplovee makes o mistake his supervisors treat it with understanding and heip him to learn
irons such mistakes cather than panishing him or discouraging him. 12345
21 Weaknesses of emplovees are communicated to them in a non-threatening way. .
. 12345
23 When beliwviour feedbach is given o emplovees they fake i seriousiy and use it for development.
. 12345
234 Limplovees in this orgamisation take pains to find oui their strengths and weaknesses from their
stpervising alficers or colleagues, 12345
i M When emplovees are spomsored for training. they take it seriously and 1y 1o lcam from the
programmes they attended, : 12345
23 Fmplovees returning front training programmes sre given opportunities ta try out what they hav
learnt. 12345
Y6y Fmplovees are spomsared for training programmes on the basis of peauine g needs
12345
: 1 People trust cach ather in this orpanisation, 12345
Sx1 Emplosees are not alraid to express or discuss theie feelings with 123435
2y Emplovees are not altaid (0 express or discuss their feelings gith (het™Ohordinates. 12345
W Emplovees are encouraged 1o take initiative and do things o wa without having to wait for
HSTEUEHONS TR SUPCrYisors, 12345
31y Delegition of suthority (o encourage juniors 1o de ling higher respunsibilities is quite
commaon in this organisation. 12345
321 When seaiors delegate authurity to juniors, ors use it as in opportunity for development.
: 12345
33 Team spirit is of high order in this organisation. 12345
Ly When problems arise people discuss these problems openly and try to sbive them rather than keep
.u.uNm., cach other behind the back. . - 12345
S Career epportunities are pointed out 1o }unmn by senior officers in the urg.lnts.mom 123435
g The vreanisation’s luture plons are nmdc known to the managerial staff to help them develop their
funors and prepare them-for futun.. . , 123435
3Ty s organisation ensures cmp!m‘uu welfare 1o such an extent that the cmpluvu;:t. can save a boi of their
iental enerey for work purposes. 1235435
Ani Job rotmion in this onganisation facilitates employee development. :
: - 12345
Annexure | ;
Factor Eigen Per cent of Cumplative
Value variance . variance
| 1h.uy 44.7 d44.7
N RN ’ 9.6 54,3
3 a7 740 61.3
-1 a1r 5.6 : 66.9
s Lo _ 4 705
" : - LA2 4.0 : 75.5
: 1.4 31 - TR.6
~ .06 2.8 1.4
u 1.2 A7 : 51
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UNIT 15 HUMAN RESOURCE
DEVELOPMENT FOR WORKERS

Objectives

After reading this unit you should be able to :

& understand rationale of HRD for workers

¢ understand objectives of HRD for workers

& appreciate the role of unions in HRD for workers

e understand the mechanisms of HRD for workers; and

® understand the principles in operationalising HRD for workers.

Structure

15.1 Introduction

15.2 Rationale of-HRD for Workers

15.3 HRD for Workers

15.4 HRD Mechanisms for Workers .

15.5 Role of Trade Unions - _ .
15.6 Operationalising HRD for Workcrs

15.7 Summary _ o
15.8 Self-assessment Questions 0

15.9 Further Readings

15.1 INTRODUCTION | ?,

The scholarly and managerial interest in the% HRD seems to have occurred
only for over a decade now. A number of jmjtiati"ds have been taken both by scholars
and managers to propagate the values @ and initiate HRD systems in many
companies both public sector and private ségfor. Most of the published work on HRD
in public and private sector focuses on use of HRD instruments like Performance
Appraisal, Potential Appraisal, Training Role Analysis etc. for developing
managerial resources. HRD for workers has been attempted only in a limited way and
that too only recently. In recent years, the need for HRD for workers has been echoed
both by-professionals as well as academicians. While the need for HRD for workers

is voiced at different levels, there is viry little that has-been done in this area. There
_can be several reasons for such a trend:

a} An assumption that develbpmgm of managerial resources itself should result in
workers’ development through management techniques and style.

b) Workers’ constituency is a’ stormy area and any effort for HRD for workers will
bring unions into focus. :

'c) Lack of integration between existing HRD and IR in many organisations.
d) Keeping HRD as a non-bargainable issue.
e) Prevailing IR climate in the organisation.

Despite this, it is now increasingly realised that workers constitute a major resource
in any organisation and therefore any neglect io develop and nurture this resource is
likely to produce counter-productive results. It is also felt that for long, workers have
been treated as property of trade unions and in the process they are alienated from
management. Research has revealed that workers feel equally alienated from trade -
unions which over the years, have developed into an oligarchic and bureaucratic
institutions. Such alienation both from management and unicns have in general
concentrated on their role as a protest organisation and have done pretty little in the
* area-of development for workers. Many managements feel overwhelmed by existing

o r L.




Human Resollm:e Development

should make an orgamsation to focus on devetoping airound capabilities in workers P
OF ¥YOFKers

which enables them to participate meaningfully in the matters concerning them.

Technological Change

The technological changes are forcing organisations to adopt new structures and to
adapt to new enviromment. Obsolescence of certain jobs due (o technological
spgradation wall muke it imperative for organisations to prepare werkers with new
skills and attitudes to cope with changes. Recent spurt in computerisation calls for
fraiing. retraimng and job shifting for workers. They also need confidence to adjust
1o technvlogical revolution in view of confused talks about workers future in a new
technological context,

Apart from this, organisations must find ways to involve the whole person in the job
so that work and life are related more meaningfully. In this context, it should be
recognised that money alone is an insufficient motivator and work must be viewed
with a sense of satisfaction. Thercfore, the rationale and need for HRD for workers
hardly need more emphasis.

15.3 HRD FOR WORKERS

. *
Detinition ‘
HRD for workers is a process by which the workers are helped in a continuous and
planned way to:
at develop occupational capabilities,
=) develop intellectual . psychological, social and cultural aspects,
) develop higher levei of achievement, motivation and sclf—ma@nt skills, and

d} develop confidence., initiative and entrepreneursship.

One result of development should be to realise the potential ople and heip them
io reilise the various resources they have at their co —resources of personnel )
and mmdividual strength as well as resources in thgenvigonment.

Objectives
The goals of HRD for workers are foll i
4} Muen at the centre of development.

by Delincation of man so that he becomes the object of development.’

¢)  Development of collective personality of workers.

Jd}  Participation.

¢} Self-reltance as the expression of workers.own faith in their ability.

HRD for workers should increase, the power of those who have traditionally been

deprived of such power, This power in the context of creating confidence in workers
to influence the course of action.

15.4 HRD MECHANISMS FOR WORKERS

As mentioned earlier, the focus, direction, content and mechanisms for HRD have to
be different for workers than for managerial staff. This is because of the job
requiremnent. existing level of knowledge and competence, number of target groups to
be cavered ete. Therefore, in the traditional mechanisu of HRD for managerial staff
like Periormance Appraisal, Potential Appraisal, Role Analysis etc. cannot be
replicated {for workers who at a particular stage of their development may have limited
utility for these mechanisms. It would be difficuit to propose that workers as a group
will have common needs for development because in different sectors, the focus and
direction of HRD for workers may be different. Following mechanisms have been
tricd by Indian organisations for workers’ devclopment with considerable success.
These mechanisms are merely illustrative and not exhaustive as there may be many
more ways to develop workers. All thése mechanisms are linked with overall




~ Behavioural training as tool for development for non-supervisory emp‘loyees' :

Petrofils experience :

Petrofils Co-op. Ltd. is a joint venture of Government of India and Weavers’
Cooperatives. It has been functioning in 2 highly competitive fiéld and has been
producing at more than 100% of its licenced capacity from the initial stages.
Amongst many other-experiments being made by the HRD section in the areas
of Performance Appraisal, Organisational Structure, Personnel Information
System, Training & Employee Welfare, it was decided to experiment with
behavioural training for non-supervisory employees.

" The Training Programme :

A training programme éncompassmg six full days was evolved by Baroda
Productivity Council and was jointly modified by Baroda Productivity Council
and Petrofils. 'This programme had three modules.

Modute I : Increased Shop-floor effectiveness~—the TA module.
Modute I : Creativity in the industrial set-up.
Module HI : Productivity techniques and team building.

Objectives :
® To expose participants to latest productivity techniques.
® To acquaint participants with the basic approach underlying creative thinking.

® To help participants develop keen in-sight into their own behavioural patterns
and explain awareness of their potential.

® To offer a rationale framework which explains human behaviyy the
industrial set-up.

¢ To unleash the Jatent, creative power of the work for
® To instil insight and expand awareness of the un potential and to

channel them into productive and creative agtivitids.

e. To help in creating proper climate for lkéﬁ-m mutual understanding by
increased positive inter-personal relatjgnshipzand problem solving. '

* To devcl'op positive superior-suborelationship. by focusing on the
individual.

Improvements achieved ;

(a) At place of werk

® Improved behaviour with colicagues and boss.

® Feeiing of (this is our work rather than not my work).

® Reduced tendency of hiding own mistakes and highlighting others’ mistakes.
® Avoid deliberate confrontation, increased interest in suggestion scheme etc.
(b) At honie “

® More interest in family affairs.

¢ Increased awareness of needs of wife and children etc.

Industris! Relations :

Tl_'aining_had a positive effect on shop floor IR, as well as O\H:I_'a“ company-wide
industrial relations climate. The feedback response in respect of plaCe of work

~ seems 1o support the same. Shop -flocr discipling mcreased duc to decrease in
_misconduct.

Counselling

Counselling is an important mechanism to provide timely guidance to workers and
help the‘m Ieam from thcir own mistakes. The coumellmg e{fort needs to be we!s

Human Resouirce Develupment
for Workers
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The company feels that lhts approach of rehabilitation of dl(‘()l‘()]hl‘l‘l on the job
itsell is an element of wisdom and has served a number of purposes.

Participation ) .
Workers” participation in management is & very potent mechanism for ali round growth
of workers and also ail round growth of companics. Pitiably. however. not much has
ctther been initiated or achieved in this direction. Partly the problem is that the schene
of workers’ pamupatmn in management is always pushed by statutory mechanisms
and to that extent it is considered as coercion from the g government. The overall
mdustrial relations environment and the inter-union rivalry adds 1o the problem. In
this atmosphere, the employers have mostly played safe. Failure of the institutions of
Works Commitiee and Joint Management Councils are examples of inadequacy of
governmental interventions. Research findings reveals that worker director scheme
even in white collar industry like banks have hardly created any positive climate in
industrial rebitions. One of the important reasons for the cynicism amongst emplovers
about any participation mechanism seems to be lack of experimentation in this area.
Ahandful of companies have however experimented though in a limited manner. the
participation of workers in the affairs of management. Some recent experiments are
encouraging. The success experience is largely attributable to the philosophy of the

Chiel Exceutive and the owners., Steel Tubes of India a small scale company, had mile

a significant head way in initiating an experiment in democracy at the work place and

the results are encouraping. N

Democracy at the Work place-—Steel Tubes of India’s ExperieN)

Steel Tubes of India Ltd. set up in 1959 as a small scale OmPgny was taken by
an entreprencur an 1967 when it was a sick unit. He shift perations to
industrially backward area of Dewas and set up a recision Steel Tube
Manufacturing Plant in 1975, which is today the lar anufacturer of such
tubes in India. Steel Tubes India group’s 1w i< ose to Ry, 1007 crores,

v

For an Indian entreprencur the steps taken bhe Chairman and Managing
Director of Steel Tubes of India Ltd. are radical and path finding. They
reflect an attitude of genuine concern 4 ard for the views: eriticism and
good faith of the employees who have givéh their best to the fast growing
company. The Joint Committee and Janasabha are two participative institutions
which have facilitated o free flow of information and engendered a great degree
of involvement. The HRD Department itself partakes all the demotratic
processes. The Manager (Human Resources) at STI is chosen by the elected
representatives of the workers (the Joint Committee) from among managers
with more than 3 vears servicein the company. Such a nomination from the Joint
Committee is binding on the management and the person gets a three years’
term as Manager {Human Resources).

The Joint Committee : A senior manager compares the Joint Comumittee—a
cabinet in a democratic system. It has 6 representatives of management and 6
workers” representatives from diflerent grades. The later are clected not by
members ol separate grades, but by ihe entire work force. The Joint Committee
meets on the 28th of every month. Labour demands. problem of technology,
innovations. in fact, every aspect of work is discussed. The Joint Committee

© chaired by a manager of the level of General Manager and the Vice-Chairman
is from workers side.

Janasabha : The institution of Janasabha is more broad-based and is like a
house of representatives. Its membership embraces of the elected members of
the Joint Committee, nominated members of the 4 joint departmental councils
and the company workers who have peen declared best workers of the year for
the last 7 years, peopic who have 20 years of service in the company, senior
managers. departmental heads and directors of the company.

Lmaxab‘m mt.ets twice a yuar The Chdlrman gwes an assessment of the
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to physical environment such as heating and air-conditioners, lighting and saf'ety and
general aesthetic atmosphere in the organisation. Quality of work life is focused
generally on these aspects and also on other motivational factors such as flexibility in
working hours, autonomy and discretion in the performance of jobs and the very nature
of the work etc. Very little systematic work has been done in the area of quality of
work life. One good initiative was taken by a public sector undertaking Bharat Heavy |
Electricals Ltd. (BHEL) some years ago which undertook initiative in improving
quality of work life.

Quality of Work Life—BHEL way

BHEL is the largest éngineering enterprise in India and is ranked as 12th largest
manufacturer of power plant equipment in the world. Its main activities cover
engineering, development, manufacturing. errection and commissioning of
electronical machinery and electronic equipmerit in the generation,
transmission, distribution and utilization of electrical energy from

- Thermal/Hydro and nuclear power plants. In one of its units (Hardwar) “Job
Redesign™ was taken up as an OD intervention in 1975. This experiment was
pursued for about 4 years and very encouraging results were obtained. important

- ones are mentioned as under :

a) Very satisfying joB due to increased va.riety and relief from boredom and -
menotony.

b) Personal Growth for all by learning additional skills of other fronts and _
acquiring leadership qualities. ' ‘ : '

c) 'R'cdemption in health/safety hazards. ' 0

d) An atmosphere with less education and healously.

€) An improved team spirit and morale resulting in i @ d communication
and human relationship. : : '

f) Increased self-esteem and pride amongst worlvs )

Q~ ’
Quality Circles - '

Quality Circle is a small group activity wh small group of cmployees on voluntary
basis meet periodically to discuss work relaftd problems _aperience with Quality
Circle in Japan and elsewhere is very encouraging in terms of involvement of workers
in the work related matters and psychological satisfaction. In last few years, many
companies, both in private sector and public sector have experimented with Quality
_Circle and the resuits are very encouraging. In fact, Quality Circle is an important HRD
‘mechanism for the involvement of workers at the grass root levels. This also unleashes.
the latent potentials of workers in the use of organisation. Many Indian companies like
JK Jute, Bharat Electronics, BHEL. HMT etc. and some service organisations like
banks have experimented with Quality Circles in recent years and interesting results
are reported. ' ‘

Quality Circles in Bharat Electronics Limited .

Bharat Electronics Ltd. was established in 1954 and since then it has made rapid
i strides in the prdfessional electronic field. Most of the equipments in
. manufacture are in the areas of radio communication, broadcasting and radar
In addition to in-house research and development, sustained efforts are being
made to upgrade tecnnology and develop new projects. Quality and reliability
have been and continue to be the prime concerns of the management. The °
present work force is 19.000 and turnover during 1985-86 was Rs. 2.198 millions.

The initiation of Quality Circle Movement in BEL was in the backgrouna (')f a
long-run strike and lock outin 1981. The BEL management introduced Quality
Circle Moverment at its Bangalore unit for enhancing the morale of the .
employees by ziving them an opportunity to participate in de:cision making in

L those areas which affect them and in which they have expertise.
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Stage 11 - .

If the employee is still dissatisfied with the decision, he can appeal to the head
of the departiment directly on the Grievance Form II within three days of
receiving the reply from the general foreman. Cases of susperision may be
submitied within a week of the receipt of suspension order of the decision at
stage I. .

The departmental head will pass an order within three working days. -

Stage 111

If the employee is not satisfied with the decisions at Stage I, he can appeal to
the Chairman of the Zonal Works Committee on an ordinary paper or on the
Grievance Form I} within a week of the reply at Stage 1. Apoeals against
discharge, dismissal have to be addressed only to the Chairman of the Zonal
Works Committee within six weeks of the receipt of the orders of discharge or
dismissal. Based on the Commitiee’s unanimous recomméendations to which no
objection is raised by Management or the Union the Management will decide the
case within ten days of the receipt of such a recommendation. The unanimous
recommendation of the Zonal Works Committee, though not an executive
order, shall be the final decision on the matter. Where their recommendation is
_not unanimous the Zopal Commiitee wiil refer the maiter to Central or Special
Works Commiltiec.

- The mechanisms described above are not the only mechanisms fordevelopment of

workers. Many more mechanisms may be either conceptualised g de oped toinitiate
involvement and devei{)pment of workers. One of the importan quisite for
development of workers is effective communication withipsthe orgamsanon Bharat
Heavy Electricals, Bhopal has pioneered a system of Ma fent-Employee
Communication (MEACOM). ltover the years Has hglped a¥e€at dealin bridging the
communication gap between Management and work

15.5  ROLE OF TRADE UNI .

Traditionally unicns in India have play@le as.a proiest organisations on behall
of workers. Unions in India have mainly d¥hfined their activities to monetary issues
like wages and service conditions and have generatly 1gn0red the issues relating to
development of workers. According to a seasoned irade union les " v !nman Trade
Unions are ‘gricvance-oriented’ rather than deve!opmcnt—oner

‘The recent initiative taken by many employers/corporate execun... .

HRD for workers are received with cautious suspicion by the trade aaio..
response of unions {0 HRD is nenerally sceptical. The fears and anxiety of trade
unions Seems to be on account of the following:

— Sincere and genuine HRD efforts for workers is likely to create a conterded,
satisfied, self-dependent and assertive worker, perhaps capable of locking after his.
interests. Unions which have generally thrived on dissatisfaction, dependence and
weaknesses of the workers are likely to be out of business of unionism. 1g this
context the observations of Mr. Ramanujam, President, INTUC are pertinent;
“Trade ).iions are in a lucrative business without unicnism”. Once management
is able to directly communicate with the workers it is further likely that the trade
unions impact wzll be diluted. -

— Workers devetopment may lead to his need to assert and participate in the union
affairs. This itself may not be in the interest of the union leadership who want to

hang-on to positions of power and authority. This explains the present WARpOWET
crisis ivmany trade unions which are headed by ageing and retired unicn activists.

— Invoivement in HRD programme may require their becarning an active
collaborator with the management in prob!em solving on such themes like work
ethic, productivity improvement, introduction of new technology and its
m‘pllcations training and developmcnt etc. Tco much idemification with the
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skills und process or human skills. The latter would include skills of collaboration, . Human Resource Development

colfective action, positive assertion, empathy, helping and the capacity of orgatiising for Workers

groups. The work skills would include skills to do new jobs, new pro;ects This would
call for intensive education and development effort on the: part of unions.

Welfare

As pointed by National Commission on Labour, the concept of welfare is necessarily
a dynamic one. Real HRD for workers would mean ¢ontinuous improvement of their
standard of living, providing social security and of course a dignified place in the
organization. Unions should help developing innovative welfare schemes where
possible with the help of management and focus on long term benefit to worker rather
than short term pecuniary gains. Unions at least the bigger ones with adequate
resources should initiate welfare programmies for the overall development of the
worker. Textile Labour Association (TLA), Ahmedabad is an excellent example
amongst Indian trade unions to start many innovative schemes like workers
co-operatives, workers bank, nursery schools for the children of workers, vocational
skills to the children of workers etc. which help overall development of workers.

‘Role in Family and Vocﬁtional guidance

One of the important HRD role of unions is to extend their help in creating a better
family environment and also extend guidance to workers in relation to education and
career of their children. Today a worker may get good amount of money, he may want
to provide good schooling to his children but he may not know what to do and how to
doit ? Unions should help providing such service to workers. Unions fag atso provide
conciliation service in family quarrels. Union can also help creatin@r the wives
of workers by starting cooperatives

Research . , O

In order tokeep itself updated and create database on ?u dimensions of workers
needs, aspirations, development needs etc. the unjegs si Id sponsor (where they can
afford it) appropriate research projects. They eck involvement of acadernic
institutions by participating and collaborating in fegearch problems relevant to trade
unions interest and goals.

In order to play the above roles eifectively, Wade unions must professionalise. This
will mean HRD within the unions. For long trade unions have ignored developing
union leadership. This has strongly served the cause of vested interests a who want to
stick to leadership positions. This also seems to have created intra-union frictions.
This also deprives the union of new thinking, new approach etc. New role for the
unions will have focus on improving the psychological well-being of the workers.
Traditionally unions have been focussing on the economic well- bclnu of the workers
and have built certain roles to achieve that. The new developmental role will require
several new skills in the union leadership to enable them to plav these roles. These
roles are depicted as uhder :

Traditional Rofe _ ~ Deveiopmental Role
Focus : Economic Weil-being . Focus ; Psychological & Social Well-being
Bargainer . ' Explorer
Ncgotiaior o Trainer
Fire fighter Educator
Agitator Counsellor
Grievance Handler Collaborator -
Game-player -Motivator
Black-maiter Facilitator
Crisis deaier - Communicator

Table provides details of developmental role played by Textile Labour Association
(TLA) Ahmedabad The TLA’s case is one of professionalisation of trade union and




5) Developing consensus on HRD goals. ‘ Human Kesource vevetopment
: ’ for Workers

6) Widely communicating HRD action areas and seeking involvement of larger group
of people:

7) Institutionalising HRD intention by creating appropriate machinery.

15.7 SUMMARY

Ity a country like India, there is a vast reservoir of latent talent in workers which if

nurtured and chisseled carefully can increase organisational synergy. Creation of -
necessary ‘climate’ for development is, however, a pre-requisite. Both management '

and trade unions have to shed their traditional role towards workers and show

progressive attitude.

15.8 SELF-ASSESSMENT QUESTIONS

i) Discuss how HRD for workers is different than HRD for manageis.
ii) Discuss the rationale and objectives of HRD for workers in India,
ifi) Discuss the present status of HRD for workers in India.

iv) Discuss the possibilities of new HRD mechanisms for workers inindustrial and
. services sector. : : .

v) Discuss how the seven HRD mechanisms suggested in this ugit cOgtribute to
competency development and motivation development of wo nd also in

developing a healthy organisational climate. O
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and develdping systems to objectively apprise the performance of individuals. For
about more than one decade the HRD movement covered mainly the managerial

employees and its applicability to non-managerlal employees is now increasingly
realised.

The newly emerging function of Human Resources Development (HRD) and |
Crganization Development (OD), pre-addresses itself to the problem of individua
motivation, development of terms, conflict resolution stratcgics and developmental
aspects of organisational relationship. Unfortunately. both HRD and IR have been
considered as different functions and there has been little attempt both by ‘
academicians and practitioners to see the relevance of HRD 1o manage IR function
in a pro-active manner.

The exclusion of role of collective bargaining and 'unions from the main stream of
research on Human Resources Management is in part due to academic territoriality
{Gallargher)*. Those who consider themselves IR scholars have tended to cmphasisﬁc
the study of relationship between labour and management through the collective
bargaining process (Strauss 1977, 1978 : Strauss and Feville 1978)%. Also [ndustrial
Relations research focusing on collective bargaining and unions has been dominated
by legal, sociological. institutional and neo-classical economic perspective (Kochan
1980). In contrast HRD appears dominated by researchers in the area of industrial
psychology and organisational behaviour who focus on individuals, groups and
organisations as principal unit of analysis. This difference in orientation between
Industrial Relations and Human Resources Management scholars results in dearth of
studies integrating the impact of collective bargaining and union with multiple
functlon of Human Resources Management

The table 1 below brings-out the difference in IR and OD in terms ©
assumptions. The newly emergmg field of HRM represents sy Qs 0
IR and HRD/OD:

- Table 1 .
Underlying assumptions of Industriai Relations and ()rgan%velopmenl
. a - : . v
Industria? Relations H
[t has its orientation from Economy, Sociology as its TOots in Psvchology. OB etc.
and Law.
Fire Fighting orientation. ahorative problem solving urientation.
Short term approach. Long term approach,
Views relationship mainly as Economic Views relationship as both Economic and
Psycholegical:
Change constrained by legal and other Main focus vu interhal factors for managing
external factors. change
Compliance main objective. Commitment main focus,
Conlflict at the core of IR and is Conflict need not be counter productive and _
considered unhealthy. ’ . can be managed.
Pluralistic frame of reference. ' Unitary frame of reference.
*Seeks power advantage for bargaining and Seeks power equalisation fos Trust and.
computation. collaborations.
*Make most of availabld human resources. Drevelop pitential of human resowrces.
'Emphésis on extrinsic rewards to satisfy Emphasis in internal motivations and intrinsic ©
and motivate commitment. rewards and develuping commitment,
e
*Value defined by practice. ) Explicit stateiment of values.

“These terms are taken from Human Resources Management : The Integration of Industrial Relations und
Qrganisation Development. Michac) Beer and Best A Spector. In Rescarch in Personnel and HRM. Vol. Ti
piges 261-29% Jai Press Inc.

In order to understand the synthesis between HRD/OD and IR in this unit. we shall
define Industrial Relations, Human Resources Development as well as Organisation
Development. We shall also look at the rationale and potential of HRD/OD
methodology in changing IR from reactive mode to pro-active mode.

* Taken from the paper "HRM: The integration of IR and OD Michacl Beer and Spector’. In Resvirch in
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16:4 HRD-OD-IR LINKAGE

After defining IR and HRD/OD fet us now see the linkages between the three.

HRD approach focuses on developing human resources—their competencies,
motivation and organisational culture that facilitate both these. OD, if considered as
a part of HRD focuses on systematic and planned interventions to build human
process competencies for the growth, development and vitality of an organisation OD

" if treated independently covers a larger canvas of attempting to help the organisation
develop in various ways using a variety of interventions including structural changes,
technologncal changes, stratcgic shifts, human process changes ete. Industrial
Relations is a specialised function that evoived to protect the interests of the
organisation as well as that of the working class. There are several approaches to
IR—regulatory, descriptive, conflict, collaborative etc. A development approach or
a HRD approach 1o IR has been adopted.by a few organisations that had their
employees in the forefront in all their thoughts and plans.

The primary focus of HRD is on people, the primary focus of OD is on organisational
capabilities and the primary focus of IR is on protcctlon of the interests of the labour
and management in a balanced way. All of them involve dealing with people—the
focal persons and groups are different, For HRD the focus is every individual, for OD
the focus is teams, and the organisation as a whole. For IR the focus is
union-management or labour-management relations. Although the focal points dlffer
due to philosophy and purpose of each of these functions, the dygamics of human
processes are similar. There is a lot that HRD/OD can contribute W the area of
Industrial Relations: This.is explained in detail in the section b

16.5 PRESSURE FOR CHANGE; NEED FOR
" INTEGRATION OF HRD AN

Managers are becoming increasingly diss istiedWith the traditional IR policies which
are normally static and are based on s law, caution, and fear for unions. It is
also increasingly realised that despite con@i€t of interests between unions and
management, IR climate nceds to be changed to make progress in business. Futility
of verpetnal fire fighting and conflict with unions are now 100 visibie.

Pressures for changes are leading to an integration of two fields thar in past have been
separate and sometimes even opposite. Several changes in the environment and
technology are forcing both managernent and unions to re-evaluare their traditional
adversory relatiouship and march towards coltaborative problem solving mechanisins.
Some of the changes that are relevant beth for management and unions are :

1) Emergence of new technology and march towards corputerisation is crzating new
pressures ¢n manageiment as well as unions. These pressures relate to
management anxiety for productivity and proper manning through new
technology and unicns anxiety relate 1o issues like retrenchment, unemployment.

2} The new worker is causing anxiety to both maragement and unions. To the
management because he is driven by self-intezest; is defiant, impatient and
bothers fittle about traditional authority. Unions are concerned because the
worker is equally defiant to the traditonal suthority of union leadership. He
questions the traditional methods of protests, he is willing to adopt new
technology arid he guestions the ills like burcaucratic and oligarchic orientation in
the unions. Workers apathy towards trade unions is now well documented.

3) Futility of litigatory mechanisms are now well appreciated both by management
and unions in terms of delays in problem solving, mistrust and the cost of the
litigatory process

4) Innovative personnci practising and quality of work life programmes | practised Dy
many oroamsallcms and their impact on lmmovcd business performance,

[ 1 "
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plulosophy about people is well reflected in h:s assertion. “ln blg orgamsatnons
with massive, complex geographies there is tendency to think in terms of labels.
Those people over there are tellers, those are managers, those are officers, these
are grade 15, these are grade 20s, these are grade 30s, and so on. The names are
forgotten along with the serisitivities, anx1enes frustrations. De-humamsataon-
that is why we rieed people advocady

in the Indian context, development of top management would alm at becormng
aware of bias or pe]udlces and 1éarning to treat IR as |mportam managerial -

business. -
Development of Mlddle Management

i) Competencies: building at management would mean:
a) Knowledge about rules of the work place, '

b) Understandmg about customs and pra.ctlces m relanon fo dealmg wlth
employees and unions; :

c) Knowledge about the legal framework of IR;

d) Knowledge about hlstory and background of union and union leadershlp in the
organisation; . S

e) Knowledge about the emerging en\rlronmental scenario; pracnces in-other
' industries etc. - . : o

i) Skills _ . ) o A
a) Skills in diagnosis of problems and tools for diagnosis; '

b) Skills in resolution of grievances; =~ - . 0
¢)- Skills in negotiations; A o - o
d) Intér-personal skills: O

iii) Attitudes - _
a) Orientation 10 positive probiem solving; Q

- b) Positive belief system about the union: ir existence;
- ¢) Faith in participative mechanism. ' '
At Union Level
Developmem of Top Union Leadership
Development of leadershlp at differsrit hierarchical level of the union is equally vital.
This is possible by understanding the nature of political economy; industrial
.environment and new technoiogy and their impact on the union-management
interactions and quality of life. The development at this level should also involve
developing vision towards macro issues of unemployment, poverty as weli as micro
issues like workers apathy; democratisation within trade unions; Manpower Crisis -
within unions; nature of griévances; researching precedents, rewewmg contracts. and:
making skillful advocacy of workers problems '
Development of middle levei aml grass-root leadershlp
i) Competencies :
a). Knowledge about mles of work plaoe, o
b} Knowledge abouit commltmems made in vanous settlements and awards, .
¢) Understanding of legal frame work;
d) Knowledge about workers socuo“logy and problems of workers
i)  Shdils
' a) Tnter-personal slulls in dealmg wnth fellow Workers as well as supervisory
personnel;
. b) Skills in constructive .éonftohtatioil;
¢) Leadership skills.
i) Attitudes

&

HRD/OD Approach to IR




16.7 PRE-REQUISITE FOR A SUCCESSFUL HRD/OD
APPROACH TO IR

1) Management must make clear the Policy, Ph:losophy and Values underlying in its
actions.

2) | Management must establish its credibility by ensuring implementation of agreed
policies; non-medalling in the internai dynamics of the union etc.

3) Top management style, especiaily the Chief Executives’ style needs to be
pro-active and geared to problem solving. His actions and decisions must bear the
testimony of professional approach to Human Resource Management.

4) The structure of Human Resource function must be such that fosters delegation
of powers at different hierarchical level in the matters of personnel management
and reduces bottlenecks in the decision making.

5) '~ Managers at all levels must acquire the mter—personal skills.

6) Accountability for better Human Resource Management must be established like
any other business function.

7) Norms-of full day’s work and facilities to unions and their representatives must .
be clear and no ambiguities should prevail in this regard.

8) - Open-mindedness and problem solving attitudes in the trade union leadership is

vital.

9) Recognition on the part of both management and the uniops thet planned
organisational change involves joint problem solving and ncpgtiafed decision

making .
10) Workers and unions should be prepared to give up res practices and adopt .
more flexible roles and reoogmse that such plamgnc is not likely to weaken

their power.
16.8 DEVELOPMENT MEC FOR IMPROVING IR
Bi-partite Meetings : a): To arrive at settlements concerning
(bétween Union and Management)- employees wages and service conditions
through the process of bi-partite
negotiations.

'b) To review the working of existing
settiements and examine their impact on
work place discipline; work ethics;
customer service etc.

Riformation Sharing " : To share information about the business;

profitability, performance of the company;
competition; marketing; diversification

plans; critical problems of. the organisation '

including human performance problem.

Joint Surveys : Management and Union to undertake joint
T ; ' surveys on the state of morale; motivation
and grievances of employees; plan ways of
dealing with these problems.

Task forces - - : To undertake study of problems like
' ‘Absenteeismn’; ‘Discipline’; and suggest
ways and means to tackle the problem.

' Collaborative Projects ’ : To undertake project on Employee Welfare/
education both on job as well as off the job

{TELCO, Pune in collaboration with
employees has launched co-operatives with

ERDOD Approack ts 2



iii) "'What key interventions are possible in Union-Management relationship?- HRD/OD Approach to IR,

iv) What can be the core programmes for developing top management; middle .
~management and union for IR management ? . P

v) What is the pre- reqmsue for initiating HRD in IR ?
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Annexure

OD Approach to IR—An Experience of an Indian Company

Nizanarid Industries located on the west coast of India had a turn-over of Rs. 65 crores
employing around 3000 employees with a multi-product/activity range with multi-
unions. The Industriai Relations scenario was ripe with emergence of highly powerful
trade union leader in Bombay with the image of creating and spreading turbuiance not
only in his.industry but the neighbouring industsies in the region. This gave rise to a
young union leader on the west coast of south India who penetrated in various
industries and initiated raising of sky high demands resulting into strikes. violence
and/lock-outs in most of the business houses in the region. He was knocking at the
doors of Nizanand industry for an entry with demands raised to fantastic level, using
various threats to paralyse the industry. This generated a scare. The normal anti-union
reactive action choices were expressed like breaking the union, splitting it, buying
over etc.

+

IOD Approach

%The top management committee decided to work out an action plan bused on the
lin-depth interviews. In this meeting the Petsonnel Manager shared his beliefs and
concerns using them mainly as analytical data of what was happening in the adjoining
‘industries as well as within the.company.

" Diagnosis of in-depth interview
The in-depth interviews conducted within six months revealed the fact that while

Muanagers/Executives and Officers overtly expressed their loyalty 10 management.
aemationallv thev idantified themeelves with the worlk ere aped workers” unbon A




2} Team building and trust building instrumented taboratory for al} functional -
managers.
3} Inter-personal relations 1ab for young professionals.

Achievements
1} the entire series of interventions took three years time. The Human Resources
wstem got stabilised with regard {0 following dimensions:
) The multiunion situation in Nizanand Industries became a single union
sfiuation with a powerful upion leader.
b) There was oot a single manday lost in Nizanand Industries.
c} There were five significant union management settfements which five dwlsmns
signed during this period.

“d) Possibilities for diversification was cxplored without the fear of obstacle or
subotage from the union. Two diversification projects were taken up for

mplementation with feasibility report.

HRD/OD Approsch (o IR
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on Performance Appraisals to monitor the effective implementation ‘of performance . Organising for HRD
appraisals with representation from HRD, personnel and other line manageis. '

Similarly in'reward administration and personnel policy formulation HRD staff may.

be involved.

HRD departments shodld-also have linkages with corporate planning, management
' services, organisation angd planning, industrial engineering etc. departments/units/
. -groups. HRD staff will have alot to learn from these departments and also contribute
to their effective functioning. -

Commitiee/Tasks Force form of Organisation ’

Another effective way of promoting HRD is through committee/task force and
work-groups, in relatwcly small organisations or even in medium sized organisations,
Even large organisations could experiment with committee/task force form of
organising HRD.

In this form a group of persons form different departments and/or
areas/regionsfiocations is constituted by the top management to form an HRD Task
Force.or HRD Committee. The members of this task force are given HRD facilitation
responsibilities in addition to their line or other responsibilities. They are not only to

- promote HRD in their own unit/depai .ment but also should formulate policies for
the entire company, identify appropriate HRD systems, plan strategies of
implementing, participate in the 1mp!cmcmanon process and monitor and revlew
HRD implementation.

Different titles could be used for this group._ll could be a “HRD Group” or “HRD
Committee” or “HRD Task Force” or “HRD Implementation wogk group’ or
*Working Group on HRD™ etc. The main difference from thi@e HRD.
department is that HRD is not the main job of the members of this p while it is
the main job of the members or staff of the HRD depart The members,
however, are expected to do this task all through the yealangdfadditional facilities
may be given to them to facilitaie their HRD work. T%:t orce or the group may

have a chairman or Héad who may be given a HRDQffiTer or a Staff member to

~ assist him or assist the group. The Pcrsonne1@§g'i r the Chief of Training (if
there ‘s such provision) or one of the members rporate planning cell may be
given the task of the member-secretary is force or group.

~ The group may keep meeting periodically rform various HRD functions a HRD -
* department would have performed. The grotip may however assign a large part of the
administrative work to the department or person who works as a Secretary or
Chairman of the task force or- the group.

The composition of group and the credibility of group membets is very important for
the effectiveness of the team. The team should be line managers, who are considered -
effective in their own jobs, They should have positive attitude to the HRD function
and should be trzined or oriented sufficiently in HRD facilitation skills.

The forn of organisaticn for HRD is likely to be effective. if there is committee
" culture in the organisation and these committees take their work seriously. This also
.implies that the group members are able to set aside a* good part of their time for *_ .
"HRD work. .

HRD Organisation Around the CEO R

Another way of organising Ilfor HRD is to have the Chief Executive Officer as the I

. HRDD facilitator. This may become inevitable in small scale organisations, voluntary

* agencies, educational institutions and other small size organisation, For example
schools and colleges, smaller hospitals, voluntary agencies, government offices like
that of the BDOs office or the Collecter’s office or the Police Station or the,
Post-Qffice etc. cannot have separate formal HRD departments or staff. In such
organisations the Chief Executive of the unit should become the HRD faciiiator. It
should be an integral part of his role. He may, if necessary, appeint from time to
time temporary teams or working groups to look at specific tasks or activities.

In cases where CEO himseIf has to perfom this function the function faces a very
. high risk. The risk involved in the non-HRD priorities that keep coming to the CEO
as challenge. problems. and crisis situations leavine him veryv little time to do an




The most important objective of the HRD function is to create learning environment
in the organisation 5o that each member of the organisation continuously learns and
acquires new competencies (knowledge, attitudes and skills.)

In order to achieve HRD objectives, the HRD department should :

a) developahuman resources philosophy for the entire organisation and get the top
management committed to it openly and consistently; :

b) keep inspiring the line managers to have a constant desire to learn and develop;

¢) constantly pian and design new methods and systems of developing and
strengthening the HRD climate; -

d) be aware of the business/social/other goals of the organisation and direct all their
HRD effort to-achieve these goals; 4

¢) monitor effectively the implementation of various HRD sub-systems/mechanisms;

f) work with unions and associations and inspire them;

g) conduct human process research, organisational health surveys and renewal
exercises periodicatly: ’

) influence personnel policies by providing, necessary inputs to the Personnel
Department/Top Management. -

In.order to perform these functions and tasks well, the HRD departments need to be
. manned by people with certain types of spirit and competencigs. The personnel

function also should be structured appropriately.

+

| , | N
i7.3 COMPETENCIES REQUIRED FOR HRD)STAFF

Essential Qualities }
The following qualities are essential for a HRD Ma%to be successful : .

1) Person of positive thinking with positive @s o people;
2} A high desire to learn;

3) Interested in peopie; @

4) Helpful attitude;

5) Initiative taking or proactivity;

6) Practice and perse\-ferance;

7) Communication skills;

8) Objectivity in approach:

9) Personal example and sense of decline:

Every staff member of the HRD department should be considered as HRD manager.

The HRD Manager is 2 man on mission. Therefore. he should have the qualities of

a missionary. His mission is to create a ledrning environment/development climate in
the organisation. In the modern organisations, employees tend to get too much
concerned about their personal power needs, status, rewards, promotions,
subjectivity in appraisals, routinization of work, dependence on rules and regulations,
immediate goals, doing things without reflection and iderning, creating crisis
situations and getting busy with solving them, fire fighting operations, exercising
authority. controlling subordinates, changing the boss or top management rather than
changing themselves and so on. Introspection or self-examination and an orientation
is learn from one's own experiences is lacking. All these factors affect the quality of
life in organisations. While the organisational growth, its future, personnel policies,
etc. have a good degree of impact on the employee satisfaction and work motivation,
the employee himself, his thoughts, obsessions, biases, aspirations, emotional
maturity. reflective nature etc. matters a-fot in determining his satisfaction. A healthy
environment in the organisation {characterised by openness. trust, mutual support
vienr] halafulnece  ~allabgeatiye atritn villinepess 10 sacrifice personal and small




17.5 TRENDS AND ISSUES RELATING TO THE
STRUCTURING OF THE HRD FUNCTION IN
INDIAN ORGANISATIONS*

A large part of the trends and issues mentioned here are derived from an earlier study
report prepared by Kaith D’Souza (1987).

In the minds of most managers and laymen, the term *Organisational Structure’ often
cenjures up images of formality and bureaucratic rigidity which are generally
considered abberrations of organisational functioning. HRD, on the other hand,
conveys to innocent mind, an approach or strategy which relies on soft human
relations.

Neither of these two impression is right. Structure is a necessary condition for the
efficient and continued functioning of a system and it defines the conditions under
which things are done and the way they are done. HRD, on the other hand is a
rational and human approach to the management of people in organisations, intended
to ensure their utilisation in ways which enhance not just organisational effectiveness
but also the effectiveness of human resources too. Hence, the structuring of the HRD
function is an important consideration in taking stock of developments in HRD in
the country.

Since the early 1970s when the concept of HRD first began to be recognised by some

organisations in India, a large number of organisations in the country have begun to
display an interest in HRD. While many organisations appear to haye simply
relabelled their personnel departments as HRD departments of @epartmems
to keep up with the fashions of the times, there are some which s o have done

considerable work in setting up HRD systems. '
The Centre for HRD, XLRI, and-the National HRD Net ndertask a study of
the structure of the HRD function in Indian business?uisations in 1987.

Data were collected by means of observation, i iew and the study of
organisation records, on 29 business organisat nd around the metropoiitan

cities of Bombay, Madras and Delhi.

Sample Characteristics and Method of A@

The 29 Companies which were studied represented a diverse mix of organisations.
There were 10 each from in and around Bombay and Madras respectively and 9 from
in and around Delhi. Five of the organisations were from the public sector and 24
from the private sector. In terms of their nature of business too, the organisations
were varied mix. Seven of them were from the chemicals and allied products business,
five from heavy engineering, six from other business such as finance, building
consumer goods manufacture, trac:ng etc. Also, of the 29 organisations, there were
young organisations established during the last 10 years but the majority, 26 were
organisations which have been in business for more than 10 years. In terms of number
of einployees, 14 of the 29 had an employee strength .of more than 3000 employees
each. Fifteen of the 29 companies had a sales turnover of more than 100 crores.

A consideration of the contextual characteristics of the sample is important because
current- theory on organisational structure and design strongly holds that the
structural characteristics of organisations are strongly related with their hlstorlcal and
contextual characteristics.

HRD as a Separate Function

Of the 29 organisations studied, 12 (constltutmg about 35%) had separate
departments to look after HRD functions as distinct from the traditiona) persennel
administration and industrial relation function. Several others had named or renamed
their departments dealing with conventional personnel administration, as HRD or
Human Resource Management Departments. '

* This section of this unit is a modified version of a paper presented on this theme by Professor Kaith

Organising for HRD




The only case where some relationship may exist is with respect t the nature of an
organisation’s business. We see from Table 2 that of the six organisations which had

a diversified product range and differentiated multi-divisional structures, as many as
five have separate HRD functions. One is tempted to supggest from this that as an
organisation ventures into new business and gets diversified, the exigencies of
maintaining its viability and sustaining the ecmployee commitment and drive necessary
for running its operations, induces the management 1o pay greater attention te and
invest more organisational and financial resources in the development of its humun
resources. - ' ] g

Another important inference which can be drawn. bascd on this analysis as well as
other ancedetal evidence, is that it is the philosophy of the top management of an
organisation which is the main factor behind the setting up of a separate HRD
function. The examples of companies like L. & T, ECC, BEML and SB1. all sugpest
that it is primarily the top management’s faith and commitment to HRD which -
prompts the organisation to invest 30 heavily in setting.up of HRD departments.

Structural Linkages

As we have suggested in the earlicr paragraph, HRD has much 1o do with (op
management style and philosophy. This cads us to another aspect of thestructure of
the HRD function: how closely linked it is with the top management policy making
structure in the organisation. Of the 12 organisations in our sample which have
separate HRD functions, 10 of them have direct formal linkages with top
management. That is, in cach of these [0, the head of the HRD function cither
reports directly to the Chief Exccutive or reperts to the second line of the wp
management. )

There is a second significant feature of the HRID structure. In allNhe R organisations
having separate HRD departments, HRD remains a centrglised. orate level
function. Zven in the organisations which have different @

units, HRD remains ai the corporate level and HRD activiligs it the units are Jargely
carried out by the corporate HRD department. Ais@Ng all the cases. with the
exception of training, most other HRD activitics sucfias counselhing, perfoermance
appraisal, etc., are applicably only to the ma rial dnd sypervisory cadres.

The finding that the HRD function trends to Bylinked quite closely with the senior
or top levels of management is an cnc Wwe sign. . as suggested carlier. top
managemient conunitment is critical to th ctiveness of HRD departments, being
linked with the upper echeions of management would facilitate the-iranslation of such
commitment into concrete action. Also, it ensurcs that even when lop managements
change, the mechanisms for ersuring the continuation of HRD remain. Even a casual
giance at some of the organisational innovations in {ndia indicate that they are often

_ shortlived simply because they depend almost entirely on the passing fancies of

whichever Chisf Executive happens to be in power. The presence of soic structural
linkage with top manageiment in the form of top level HRD rules weuld iend some
perfermance 1o HRD.

There is, however, a negative side (o this picture, which is that the structural hinkage
appears to be entirely based towards the 1op side of the organisational hicrarchy. in
10 of the 12 organisaticns which have separate HRD functions, the responsibility for
HRD is entirely a corporate level function. There appears to be practically no
decentralisation of HRD to the unit levels even in the case of multi-divisional
crganisations with geographically dispersed units. Consequently, with the exception
of tratning and some other traditional functions, most other activities connecied with
RRD temain confined to the managerial, or at best the supervisory levels, of the
organisations. One is inclined to ask, from this, whether the HRD destined to be the
privilege of a favoured few? It is not surprising, therefore, that in some of the
organisations which have introduced HRD, the function is viewed with consigerable
sceptlc:sm by the lower fevels of the organisations. A critical drawback has been the
failure to invorve employee unionsin HRD refated activities. Given the often uneasy
relationship between management and labour in India, it is of course understandable
that managements are cften apprehensive about extending such HRD mechanisms as
open appraisal or counselling to unionised empioyees. Nevertheless, if HRD is to
make a significant impact in indian organisations, it is inevitable that labour and
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UNIT 18 EMERGING TRENDS AND

PERSPECTIVES

Objectives

This is the concluding unit of the course on Human Resource Development. This unit

| aims at integrating some of the critical learnings from the earlier units. The

~ integration is not intended to be a summary but is intended to build-on the precious

| units and lead the leader into future. As previous units have presented sufficient
information on the trend of HRD practices, this unit intends to present only the
trends in perspectives and issues. The reader will get some insights into the
complexities involved in effectively implementing the HRD function, the roles
needed to be played by different agents in HRD and some lessons from the past for
the future. -

Structure

18.1
182
18.3
18.4
18.5
18.6
18.7

Introduction :

HRD for'large Industrial Organisations

HRD Priorities for Large Organisations : Lessons from t@
HRD for Small Scale Sector '

HRD for Service Sectors
Organisational Outcomes. of HRD Systems

References and Suggested Readings ﬁ;

18.1 INTROBUCTION %’

HRD has become a movement in wunt@years age hardly any organisation had
HRD departments or talked about it. Todwy'it is difficult to find organisations that
employ large number of people that do not talk about HRD. Several of them even
have HRD departments or HRD Marnagers. A few years ago HRD meant a' new
name for training. Today most organisations talk in terms of HRD Climate,
Performance Appraisals, Potential Development, Performance Counselling, Career
Development, Organisation Development and the like. Thus HRD has come to stay
and has become an important dimension of modern management language as well as-
technology. In spite of this popularisation of HRD in the last few years, success
experience of HRD is limited to a few organisations and many others are yet to
translate their goodwill into action. Organisations in the smal scale sector have not
even thought about it and those in the service section continue to neglet it.

18.2 HRD FOR LARGE INDUSTRIAL ORGANISATIONS

Concern for developing employees and their competencies existed in several
organisations and their top management much before the HRD departments got
_started and the term HRD got popularised. If organisations did not invest in their
people, they would not have grown and expanded. However top management of ecach
organisation found their own ways of developing employee competencies. Most
organisations in the past focused on developing and maintaining.the motivation of
employee through welfare schemes, salary and perks, promotions and punishments.
In the feudal atmosphere, a few of the employees always had the opportunity to be
spotted and developed faster than the rest. Now-a-days organisations and their top
management have recognised that HRD canaot be limited to a few employees in
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. Size Emerging Trends and Perspoutives
The mere size of the organisation (e.g. in the banks, the number of officers to be
covered is in several thousands and highest being the SBI with about 40,000 officers,
other public sector units like SAIL has also in thousands) makes the introduction and
monitoring of any sub-system difficult as any new sub-system introduced requires
orienting ali the employees through orientation programmes. Circulars are ineffective
and employees do not have a culture of finding time to read booklets and manuals
prepared by the organisation. Even two-day/three-day orientation workshops seem
to influence only the ‘faithful’. Others either pay lip sympathy during the workshop
and forget it later or oppose the sub-system due to their own personal frustrations
and past negative experience and spread their “managerial atheism™ to others inthe
organisation, or want ail problems to be solved cither by the sub-system or before
the system is introduced. '

Geographical Spread

* Most of these organisation are spread out geographically all over the country mfaking
monitoring of implementation 2 very difficult task by a central department.

Distortion in MeSsages

The scope for rumours and distortion in communications is very high in large
organisations. One bad experience somewhere in the organisation between an
appraiser and appraise¢ during feview discussions is enough to provide data for
rumour-mongers to exaggerate and send wrong messages alround. There is limited
scope to clarify such wrong communications. Larger the organisa§on more the scope
for negative experiences to be thrown up and in our culture@ves are shared

quicker, faster and intensely.
Change of Chief Executives

Most of the large organisations are from the public gegtor. In public sector every time

the_Chlef Executive changes therc is a threat of o mtional priorities changing.

Quits often HRD staff wait to understand tl@#g ilosophy and priorities of the
st

new Chief Executive. A lot of time and enthtgSmepets lost in the transition period
as normally HRD is not the priority ost Shiefl Executives in their first year of
office. In some cases the role of the (-%nager itself may undergo change to suit
the priorities of the Chief Executives.

The above mentioned factors cannot for the sake of HRD. Therefore, it is useful to
concentrate on other ways that can be useful in strengthening HRD. [ am giving
below some of the priority focal points for sirengthening HRD.

Monitoring is very important

A large part of HRD staff’s work should be that of monitoring the implementation
of HRD sub-system or mechanisms. Fhis monitoring is not merely statistical
monitoring but more of *‘spiritual monitoring” that requires dynamism on the part of
HRD staff. For example, if a development-oriented performance appraisal system is
being introduced, the HRD staff should be spending a large part of their time
contacting line managers, interviewing them to find out the way they are
implementing, understanding their problems, giving them guidaﬁce, helping them to

do a good job and ensuring support for strengthening the implementation.

Structural changes are required

In large organisations a small number of HRD staff only will not be able to monitor -
implementation. Good monitoring involves availability of a frier.d, philosopher and | |
_gulde in closer proximity to the implementor. For an effective implcmentation' of a

performance appraisal system, every 50 employees require someone 1o help them

and someone who can keep reminding them of their responsibilities. Hence it is

advisable to develop HRD facilitators in large number in the organisations. Line

managers could be developed into HRD facilitators with some minimum training..

Each line manager chosen as a HRD facilitator should be.ablé to spend at least 10%

to 15% of his time in HRD facilitation and it should be made as a part of his job’

(one of his kev performance areas) and his own performance app raisal should give -



Frequent get-togethers of HRD Staff is useful

in large organisations with decentralised’set-up mechanisms should be evolved for
HRD staff and facilitators to get togethet frequently. and  exchange notes. They
should keep on examining the roles they-are Pertorming and create self-renewal
processes in the HRD finction itself. It is useful for the HRD developments to
undertake OD work for improving their.own functioning. '

A point that should be examined in each of these get together is the way the HRD
staff is spending their time. [f more than 25% of their time goes-in routine
administration it is indicative that the HRD department is beginning to cease
functioning as a change agent. ' '

Periodic surveys are useful

The HRD climate survey of XLRI Centre for HRD has been found to be a useful
instrument. 1t is advisable to ntake annual surveys on this instrument or a similar
instrument and make the data available to line managers. Depaftmentwise analysis
- could be done and feedback given to each department. In fact the survey feedback
charts on the HRD climate could be displayed by cacl department and departnental
staff could get together to discuss methods of improving the HRD ciimate.

Process orientation should be strengthened

Where employees are encouraged to express their ideas and opinions frecly,
encouraged to be pro-active and somewhat risk-taking; where people are authentic
and trust each other; where people try 1o help eachi other and have egneern tor their
team and their organisation and other larger goals there HRD is ikelWo take place
better and well. For such a culture to be generated a high degreeo Less sensitivity
is required. Process sensitivity consists of & quick and reg :ognition of various
human process dynamics that occur: in organisations as v § employees work
together to accomplish organisational goals.

Most of the time employees are so much concggped ¥ith accomplishing results they
tend fo neglect the human process means.thy eing adopted to achieve these
goals. The leadership styles. ‘We" feeling, inittgive, team spirit, work-motivation.
decision-making styles, management o gakes, management of conflicts, goal
setting, job-involvement etc. constitute n processes in organisations. Unless

~every organisation and its sub-systems becBme sensitive to these processes, they
cannot be strengthened. HRD managers need to develop such process-orientation in
managers as that HRD implementation is facilitated.

There are two pre-conditions which are essential for effective implementation of the

HRD function. These are “top management commitment™ to HRD and “HRD stafls

dynamism and personal example”’. Without these two no HRD will take place in any
organisation. The top management should believe in HRD .and communicate their
belief in HRD by providing the necessary support to HRD staff. The support needed
is not merely in terms of budget and staffing of the- HRD department but also in
terms of communicating to line managers the importance of HRD, releasing their
time for HRD and making demands on them to develop their subordinates. The
HRD departments should practice themselves what they expect other line managers,
to do. They should have a high degree of initiative dynamism and creativity. When
these two pre-conditions are met and if the priorities outlined in this paper can be
taken up the HRD dream is likely ta he fulfilled

18.4 HRD FOR SMALL SCALE SECTOR

Developing competencies of employees is very much needed in the small scale scctor.
Setting up a small scale industry is relatively easy for an enterprising individual.
However, managing it well and making it grew is much more difficult. There is some
research evidence to suggest that small scale entrepreneurs who fail to make a mark -
- $0 because they fail to change or develop themselves and their competencies with
changing needs of their enterprise. Entrepreneurs normally have a high degree of
perseverance, ridk-taking achievement/business motivation. self-respect, confidence
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A few suggestions are given below to initiate and strengthen HRED in services sector =

1) Every institution/department should be treated as an independent unit for HRD
purposes. Separate financial allocations for HRID> should be built into the budgets
of these institutions. )

2} The service sector institutions/departments should be encouraged fo plan their
own dctivities every year including the HRD activities.

3) New competenies to handie the HRID function should be developed amoeng these
institutions/departments at appropriate levels (institutional, district or staie
levels). :

4} Service sector should explore the use ol various mechanisms in devcloping seivay
and managerial competencies of their stafl.

18.6 ORGANISATIONAL OUTCOMES OF HRD
SYSTEMS

Recently in a training workshop the HRID Manager ol a Nationalised Bank described
very proudly the new HRD svstem his bank was imrodacing to develop thet
cmployee competencices. After listening carefully 1o his narration one of the
participants from another organisation remarked “how i5 il YOUT SCTVICes are s0 pony
in spite of your bank’ having HRD. That means HRD has failed in vour bank!™
Interestingly enough. a few months before that in the same bank wheo fraud case
come 1o light, one of the senior officers blamed HRD (stif} in its infagey in that rank)
for not doing erough to prevent frauds. He cven suggested a wnt in HRD
activities for some time. :

tem a few years age

pact in My compiny.

Another executive of a company that has introduced [l
remarked 1o a HRD consultant. “your HRD had v,
Look at my casc | have not been promoted so far. Wt hose who batter the boss
continue getting promotions and HRD does gaghing§ibout it Another execulive
asked a consultant once. ~Tefl me Sie. those ies that are using HRID are they
doing better than thosc that don't use HRD? Wow are their palanee sheets?”

All these concerns and questions are 1 @ ive. of high expectations numagers have
from a new management system like HRW. In fact, whenever i new management
concept, theory or technique starts getting popular and talked about. we have a
tendency to look for solutions 1o all vur organisational problems in that.

It happened with PERT, MICS. MBO. Scnsitivity Training, TA. vte. and it is
happening now with HRD - computers, Japanese Management and so on, We treat
them as Pansecea for afl ills. It is this tendency on the part of our enthusiastic
executives and top management that kills the utility of the concept, theory. practice
or technique in spitc of its inner worth. These expectations go'to the extent that Chiel
Executive of some companies want “results™ on parameters that can be shown on the
balance sheets. In a year or two (some eannot even wail that long) if “results™ are
not good the manager in-charge of the new system/practice has to curry all the curse
and criticism and soon the system may be discontinued or at least put in cold storage.
This is the fate most management practices that found way into our orgunisations
have met.

in the more fortunate organisations wherc the practices continues under the
leadership of persisteat and perceptive top management, these systems are
continueusly under fire by the line managers who are suppused to implement them,
For example, the budgeting system in some companies where it is intended to be
sbottom up but turns out to be top down (partly due to top managements ‘style’ and

partly due to line managers’ dependence oF incompetence).

One can visualise very dearly HRD meeting the same fate in the years to come.
Comments like those cited above made by ¢xecutive of some organisations are
indicative of this pussibility. To some extent.this can be:prévented if both the top
management and line managers understand what is involved in practicing or

I . e iamm renennt o method. what 1t can
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- by. line managers about the HRD System of figures in the balance sheet.

. Unfortunately the top management of very few organisations are willing to use these
indicators. Even in these few that are willing to use these indicators, measurement
and consequent demonstrability of changes in-these dimensions become very difficult.

For example how can the HRD manager demonstrate to the top management that
as a result of the new HRD processes followed in that company managers are taking
more initiative than before, collaborating more, generating new ideas, solving
problems at their own level, more involved in their jobs etc. If he uses
Questionnaires, finally he is told it is “‘academic research™ and top management
wants “‘concrete results”. If he gives instances, he is told “‘but these are some
instances and these people are initiative takers any way from the beginning”. If he
“asks line managers to speak-out, the human tendency is normally to speak loudly
about “what good things are not taking place in the company” rather than “what

good things are taking place” or alternately to credit themselves for all good things -

and discredit the systems for all bad things.

For example, in one organisation some time after introducing an open appraisal
 system a Questionnaire survey was conducted. About 45% of the executives felt that
the communication and understanding between them and their bosses improved.
Another 50% or so reported no change. But about 5% reported some deterioration
in relationships due to poor counselling skills of some senior executives. The |
Questionnaire study had to be nearly ignored by the top management as some among
the 5% having disturbed relationships started accusing the new system and sending
complaints to top management.’In another organisation a sizeable number of line
managers did not take the system sericusly and the top managemept started pulling
up the HRD department alone instead of pulling up both the HR taff and line
managers. : o

- Thus in a number of ways HRD could be in trouble like @ other-management
systems. Therefore, it is important for the top manageme

HRD in mind and evaluate its impact in tgrms of thes oses. The ideal situation
would be when the Balance Sheets of companies go b%linancial statements and
include human resource statements, This com han@e may not take place for year
to come. Therefore, our organisations should' f preparing Human Resources
Accounting report giving various detailg@Rits hifnan resources competencies,
utilisation, needs, deficiencies, morale,%lion, team work, organisational
health, stress levels, etc. annually, These 8lld be used as internal documerits for
human resources planning, development and. administration decisions. These reports

should be presented to the Boards and should be discussed and decisions taken every
year to improve situation. The HRD departments should undertake this task.

Unless this is done HRD and such other systems aiming at human processes will find
it difficult to proceed. : “

"~ 18.7 REFERENCES AND SUGGESTED READINGS

. Rao, T.V. and Abraham, HRD Pracrices in Indian Qrganisations in TV

Rao and D.F. Pereira (Editors), Recent Experfencés in HRD, New Delfli. Oxford &
IBH, 1985.

Rao, T.V. The HRD Missionary, New Delhi, Oxford & IBH, 1990.

oskeep the purposes of -

Emerging Trends and Perspectives

255






