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1 | Concepts of Human
Resource Management

The Chapter Covers :

B Evolution of the Human Resource Management
B Concepts And- Perspectives Of HRM

B Featurés of HRM

B Approaches of HRM

B Functions of Human Resource Management
® Scope of HRM

B Oobjectives of Human Resource Management
B The Changing Nature of HRM Function

® HR, HRM & HRD

@ Human Resource Areas

B Communication Policies

B Structure of HR Department

B HRM in India

B A Cass Study

Learning Objectives:
After going through this chapter, you should be able to:

B Define Human Resource Management

B Understand various Features, Approaches, Scope, Objectives
and Importance of HRM

8 Differentiate between HR, HRM and HRD
Explain the Structure of HR Department in any organization
B Discuss HRM in India
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INTRODUCTION

For any country its human resources can be defined as the sum total of the knowl-
edge, skills, creative abilities, talents and aptitudes. Similarly, from the viewpoint of
an organization, it represents the sum total of inherent abilities, acquired knowledge
and skills, talent and aptitudes of its employees. The human resources have also been
designated as human facrors. According to Julius, ‘the human factor’ refers to a whole
consisting of inter-related, interdependent and inter-acting physiological, psycho-
logical, sociological and ethical components.

In order to have healthy human resources there is the need to pay attention to and
provide for physiological components, such as food, rest and environmental condi-
tions to satisfy the physiological nced of people at the workplace. It is also important
to focus on protection against harmful and destructive conditions and attempts to
avoid drop in income/benefits or even employment status (e.g. a demotion from a
higher level or role o a lower level or role) so as to have physiological security.

On the psychologlal aspects, there is the element of emotions and impulses. These
aspects are far more subjective and to add the challenge are uniquely different for
each individual. While something can inspire someone and the same things can
depress and act as a de-motivator for others. People in the organizational context have
numerous psychological needs such as autonomy, achievement, power, acquisitiveness
etc. It is natural for employees to lobk for the satisfaction of these needs within the
organization. As a social being, each individual looks to satisfy his/her personal needs
and aspirations as also the sense of affiliation, status, recognition, prestige etc.

Another factor that influences individuals at work are ethical in nature and it ad-
dresses the right and wrongness of whatever the individual experiences. It is not
uncommoh of people leaving a company because they did not like the policies that
they needed to comply with, e.g. corruption in dealing with certain authorities etc.

There is no doubt that human resources have been critical in organizations since the
very beginning and continue to be critical and significant in today’s orgamzanons
The paradox lies in the fact that even today the majority of challenges in orgamm
tions pcrtam to the human and social rather than physical, technical or economic
factors. It is a truism that productmty is associated markedly with the nature of
human resources and their total environment consisting of inter-related, inter-depen-
dent and interacting economic and non-economic (i.e., political, religious, cultural,
sociological and psychological) factors. Thus, the significance of human resources can
be examined from at least two standpoints-economic and non-cconomic. While the
economic factors are easily identifiable and controllable the non-economic factors
require keen observation and listening skills and will need to be redressed differently

and sensitively.

The management of Human Resources has now assumcd strategic importance in the
achievement of organizational growth and excellence. As globalization advances and
we move into the information age, organizations need to adapt to the changes in
technology and the changing issues in management of people.

Some critical issucs have clearly emerged - planning, acquisition and development of
human resources, responding to the demands of the work place and, above all,
evolving a strategy of dealing with industrial conflict. As a management practice, it
covers 2!l the conventional areas of personnel management and industrial relations,
as well as the relatively new areas such as communication, counscling, training and
development, and job enrichment.
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EVOLUTION OF THE HUMAN RESOURCE MANAGEMENT

The historical background to the management techniques of human resources are in
vogue since ancient times. It's only in the past 100 odd years that the techniques
and study of human behavior at work has become formal and structured with certain
basic practices established as core and a host of other practices left to each organi-
zation to design and implement as per their individual business driven practices. As
per Fisher, Schonfeldt and Shaw, in their book titled Human Resources Manage-
ment, they have characterized the history of HRM as having evolved through four
broad phases, the Craft system, the scientific system, the human relations approach
and the prevalent organizational science-human resources approach.

The Craft system refers to early trends noticed in Egypt and Babylon, where skills
based training was provided to people to ensure a steady flow of craftsmen required
to build huge monuments. By the 13th century, subsequently the trend was noticed
in Europe and later craft guilds evolved to ensure not only the skill acquisition but
regulate the conditions of employment, level of skill and improved production tech-
niques. Most relevant in the domestic industry where generations of skilled workers
trained and became experts in a particular skill,

The Scientific Management approach was a key part of the industrial revolution
typical of the nineteenth and carly twentieth century. It was instilled in the prin-
ciples. of mass production and organization of work -simple work skills and super-
visory/managerial skills. This rapidly emerged as the assembly line approach to
managing workflow, which later Fredrick Taylor (1856-1915) pioneered based on the
philosophy that employees wanted to be used efficiently and money being the
primary motivator. Over a period of time this was proved wrong as employee dissent
grew and union issues surfaced. It was during this phase that employee welfare as
a key HR practice emerged which redressed employee issues like recreational facili-
ties, medical program and employee grievance.

The Human Relations approach was an outcome of the famous studies undertaken
by US social scientist Elton"Mayo and Fritz Roethlisberger at the Western Electric’s
Hawthorne plant in Chicago.

The Hawthorne Studies: As described in virtually every book written about manage-
ment, the human relations or behavioral school of management began in 1927 with
a group of studies conducted at the Hawthorne plant of Western Electric, an AT&T
subsidiary. Curiously, these studies were prompted by an experiment carried out by
the company’s engineers between 1924 and 1932. Following the scientific manage-
ment tradition, these engineers were applying rescarch methods to answer job-related
problems.

Two groups were studied to determine the effects of different levels of illumination
on worker performance. One group received increased illumination, while the other
did not. A preliminary finding was that, when illumination was increased, the level
of performance also increased. Surprisingly to the engineers, productivity also in-
creased when the level of illumination was decreased almost to moonlight levels. One
interpretation made of these results was that the employees involved in the experi-
ment enjoyed being the centre of attention; they reacted positively because manage-
ment cared about them. The reason for the increase in the production was not the
physical but the psychological impact of the employes’s attitude towards the job and
towards the company. Such a phenomenon taking place in any research setting is
now called the Hawthorne effect.
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As a result of these preliminary investigations, a team of researchers headed by Elton
Mayo and EJ.. Roethlisberger from Harvard conducted a lengthy series of experi-
ments extending over a six year period. The conclusions they reached served as the
bedrock of later developments in the human relations approach to management.
Among their key findings were the following:

e Economic incentives are less potent than generally belxeved in influencing
employees to achieve high levels of output.

o Leadership practices and work-group pressures profoundly influence em-
ployee satisfaction and performance.

e Any factor influencing employce behaviour is embedded in a social systcm.
For instance, to understand the impact of pay on performance, you also have
to undesstand the climate that exists in the work group and the leadership
style of the superior.

Leadership Style and Practices: As a consequence of the Hawthome Studies, worker
attitudes, morale, and group influences became a concern of researchers. A notable
development of the nature occurred shortly after World War II at the University of
Michigan. A group of social scientists formed an organization, later to be called the
Institute for Social Research, to study those principles of leadership that were asso-
ciated with highest productivity.

Based upon work with dlerical and production employees, an important conclusion
was that supervisors of high-producing units behaved differently from those of low-
producing units. The differences in style among the supervisors of high productive
groups in comparison to their lower producing counterparts were:

e More emotionally supportive of subordinates.

® More likely to pay a differentiated role - plan, regulate, and coordinate the
activities of subordinates, but not become directly involved in work tasks.

e More likely to exercise general rather than close or light supervision.

e The origin and progress of the human relations movement (particularly in
U.S.A.) has been due to certain social and cultural forces working there, such
as Recognition of the dignity of the individual and his personality. The
individual has a lot of freedom of choice and the idea of decision-making by -
oneself is deep-rooted in the national tradition.

e A child is brought up to value independence and encouraged to think on his
own and not to be dependent on parents.

e Virtual disappearance of owner managers and the growth of professional
managers capable of managing according to professional code.

e Strong organizations of labor, at all levels, calling for higher skills in commu-
nication and participative behaviour on the part of the management.

e Shortage of labor led to skilled labor being treated as nearly irreplaceable.
Hence, much greater care in utilizing this scarce and valuable resource had
to be thought of in the form of “Human Relations.”

e Higher standards of living of American labor. Since their physical and secu-
rity needs were generally satisfied, increased participation alone could satisfy
their emerging social and ego needs.

-



e The pouible weakening of work ethics, requiring managers to develop new
attitudes towards labor.

¢ The changing work environment-greater specialization and a large scope of
operations - which require a greater degree of managerial effectiveness with
, and through employees.
" @ A significant increase in the general educational level of employees who, as
a result, demanded more from their employers.

Concurrent with the growth of human relations in work organizations, has been the
burgeoning of techniques and programmes to foster human growth off the job. In
the last two decades, millions of people sccking personal growth (or sometimes
sunply emotional arousal) have pamcnpated in programmes such as encounter groups,
marriage enrichment groups, seminar training, couples groups, and transactional

analysis.

During the early 1970s, the human potential’ (meaning development of one’s poten-
tial) movement began to appear in work settings. Management awareness training
and assertiveness training represent two other techniques related to the development
of human potential. Both are designed to deal with the problem of job discrimina-
tion against women. In management awareness training, managers are made more
sensitive to their sexist attitudes (such as thinking of all engineers are male) and in
changing their attitudes.

Asscrtiveness training has been widely used to help women to be more direct in
making known their demands for equal opportunity.

Carcer development programmes in industry are more prevalent today than at any
time in the past. Although varying widely in content, all these programmes are
designed to help the individual make career decisions that will move him or her
toward self-fulfillment. In the process, it is assumed that the person will make a
better contribution to the organization.

CONCEPTS AND PERSPECTIVES OF HRM

Human Resource Management (HRM) is the function within organization that
focuses on recruitment of, management of, and providing direction for the people
who wotk in the organization. Human Resource Management can also be performed
by line managers.

Human Resource Management is the organizational function that deals with issues
related to people such as compensation, hiring, performance management, organiza-
tion development, safety, wellness, benefits, employee motivation, communication,
administration, and training.

In a general way, human resources are the people and their characteristics at work.
It is term that is used to describe the individuals who comprise the workforce of an
organization. Human resources represent the level of the inherent abilities, acquired
knowledge and skills as demonstrated in the talents of an organization. An organi-
zation performs a number of functions to achieve its objectives. Hence, it requires
human resources of different types which may be categorized on the basis of func-
tional areas like production, marketing, finance, etc. Human resources work perva-
sively in the organization which means thar they work at all levels.
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- GANIZATION
Human Resources
| | ] ]
Top Middle Supervisory Operatives
management Management Management
Board of Departmental Senior Skilled workers
directors heads supervisors !
Semi-skilled
Chief executive Divisional Intermediate workers
heads supervisors
Functional Unskilled
directors Sectional heads Front line workers
supervisors
Meaning of HRM

In simple words, HRM refers to managing the people of an organization. It is a
strategic approach for acquisition, motivation, development and management of the
organization’s human resources. It attempts to develop an appropriate corporate
culture which reflects the core values of the enterprise and ensures its success. HRM
is a proactive approach as it always underlines as to what needs to be done related
to recruitment, training and managing the human resources. HRM focuses more on
employment and utilization of human resources with a view that organization has

right people at right time and at right place.

'Definitions of HRM

Milkovich and Boudreau have defined HRM as follows,

“Human Resource Management is a series of integrated decisions that form the
employment relationships; their quality contributes to the ability of the organiza-
tions and the employees to achieve objectives”.
According to Mamoria and Gankar,-
“HRM is concerned with the people who work in the organization to achieve the
objectives of the organization. It concerns with the acquisition of appropriate human
resources, developing their skills and competencies, motivating them best perfor-
mance and ensuring their continued commitment to the organization to achieve
organizational objectives”. ‘
Principles of Human Resource Management -
HRM is an approach to the management of people based on four fundamental
principles:

1. Human resources are the most important assets of an organization and their

effective management is the key to success.

2. Success is most likely to be achieved if the personal policies and procedures
contribute to corporate objectives and strategic plans.

3. Organizational values must be changed, or reinforced towards the achicve-

ment of excellence.

4. All members of the organization should work for a common purpose.



FEATURES OF HRM

Human resource management is concerned with most effective use of people to
achieve organizational & individual geals. On the basis of definition of HRM, we can
identify its features relevant to understand its exact nature and scope.

| ¥

10.

11.

HRM is a part of management discipline: - HRM is not a discipline in itself,
although it is a part of management discipline. A discipline is an accepted
science with a theoretical foundation that serves as the basis for research and
analysis. HRM being a part of management process, impacts heavily from
management concepts, principles and techniques and apply these in the
management of human resources.

HRM is a continuous process: - HRM is not one shot deal. It cannot be
practiced one hour a day or one day a week. HRM is a continuous phenom-
enon as it requires constant alertness and awareness of human relations and
their importance in every day operations.

HRM is concerned with people: - HRM is basically concerned with people
in the organization. HRM looks after the people who are presently available
in the organization and those people who are having the potendal to be
employed in the organization. HRM is a prime tool for bringing people in
the organization. HRM takes care of people working at all levels of organi-
zation. HRM is all about people at work both as group & individuals. It
tries to put people an assigned job in order to produce good result.

HRM is directed towards achievement of objectives: - HRM provides tools
and techniques for managing people towards achievement of objectives of the
organization. HRM helps in enhancing the quality of people which is uti-
lized in getting the objectives accomplished.

HRM has Universal Existing: - HRM exists in all business and organizations
as well as in all types of organized activities. It is relevant to all the funda-
mental areas of a business organizations production, marketing, finance,
rescarch and development. Hence, HRM exists universall,. HRM is pervasive
in nature as it is present in every enterprise & at all level of management in
an organization. :

Action oriented: HRM focuses attention on action rather than record keep-
ing, written procedures or any rules.

Individually oriented: It helps employees develop their potential fully &
encourages them to give output their best to the organization & motivates
them through systematic process.

. Integrating mechanism: HRM wies to build & maintain relations between

people working at various levels in the organization & integrate human assets
in best possible manner.

Comprehensive function: HRM is to some extent concerned with any orga-
nizational decision which has an impact on the workforce of organization at
all levels. ’

Inter disciplinary function: HRM is a multi disciplinary activity utilizing
knowledge & inputs drawn from psychoiogy, sociology anthropology, eco-

nomics etc.

Auxiliary service: HRM department exist to assist & advise the fine or the
operating managers to do their personal work more effectively.
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APPROACHES OF HRM:

HRM is really personnel management:

Human resource management is a modernized form of personncl repackaged to
enhance the status of personnel managers. HRM is based on integrated and coherent
recruitment, assessment and development programmes.

HRM is a strategic model:

It employs the techniques of strategic management for the utilization of human
resources. It focuses on senior manager concern with achieving objectives and con-
taining costs. HRM aims for a scam less link between business policy and recruit-
ment, performance assessment, reward management, development and dismissal.
HRM is a mechanism for control and ‘the exetcise of power by top managemcnt

HRM is people management:
It covers all aspects of managmg employees in its widest sense and emphasizes the -
rolc of line managers in oversceing their own staff.

Core values of HRM: i -

1. Human beings are the crucial aspects of cvcry oréanization. The greater is the
commitment of the human resources the more successful is the organization.

2, An individual is a whole person. He brings all aspects of his petsomhty,
attitudes, traits and behavior to the work place.

3. All people represent the organization. The building, equipment and other
" resources are productive only because they are being handled by the hyper

energetic forces of humans.

4, People are different from each other. They vary in abilities, nature, person-
ality; religion etc. People are also influenced by social economic and environ-
mental factoss.

S. Human resources have to be acquired, developed and motivated to give
higher performances and also must be retained.

6. The success of an organization depends upon the satisfaction of organiza-
tional needs and employees needs. There are various levels of hicrarchical
levels in an organisation. The people who manage (i.c., the managers), and

_ people who are at work (subordinates). The effective coordination and com-
mitment between managers and subordinates is essential for organizational
success. Apart from that healthy relationships are to be maintained with’
consumers, shareholders, entrepreneurs, governments and suppliers.

7. Human relations enable people to work effectively in an organization with
other people in organization.
Functions of Human Resource Management

Human Resource Management involves the development of a perfect blend between
traditional administrative functions and the well-being of all employces within an
organization. Employee retention ratio is directly proportionate to the manner in
which the employees are treated, in return for their imparted skills and experience.
A Human Resource Manager ideally empowers inter-departmental employee rela-
tionships and nurtures scope for down-the-rung employee communication at various
levels. The field is a derivative of System Theory and Organizational Psychology. The
Human Resource department has earned a number of related interpretations in time,



but continues to defend the need to ensure employee well-being. Every organization
now has an exclusive Human Resource Management Department to interact with
representatives of all factors of production. The department is responsible for the
development and application of ongoing research on strategic advances while hiring,
terminating and training staff. The Human Resource Management Department is
responsible for:

* Understanding and relating to employees as individuals, thus identifying
individual needs and career goals.

] chvclopmg positive intcractions between workers, to ensure collated and
constructive cntcrpnsc productivity and dcvelopment of a uniform organiza-
tional culture.

* Identify areas that suffer lack of knowledge and insufficient training, and
accordingly provide remedial measures in the form of workshops and semi-

nars.

* Generate a rostrum for all employees to express. their goals and provide the
necessary resources to accomplish professional and personal agendas, essen-
dally in that order. ,

* Innovate new operating practices to minimize risk and gencrate an overall
sense of belonging and accountability.

* Recruiting the required workforce and makmg provisions for expressed and
promised payroll and benefits.

* Implementing resource strategies to subsequently crecate and sustain com-
petitive advantage.

* Empowerment of the organization, to successfully meet strategic goals by
managing staff effectively.

* The human resource department also maintains an open demeanor to em-
ployee grievances. Employees are free to approach the human resource team
for any conceived query or any form of on-the-job stress that is bothering
them.

* Performance of employees is also actively evaluated on a regular basis. These
are checks conducted by the HR to verify and thereby confirm the validity
of the employees actual performance matching the expected performance.

* Promotions, Transfers or expulsion of services provided by the employee are
some duties that arc enforced by the human resource department. Promo-
tions are conducted and are predominantly based on the overall performance
of the individual, accompanied by the span or tenure he has served the
organization. The Human resource department also looks at the possibilities
of the employce migrating from one job to another, maintaining the hierar-
chy in the company and considering the stability of post and the salary
obtained over a period of time.

Ideally, a Human Resource Management Department is responsible for an interdis-
ciplinary examination of all staff members in the workplace. This strategy calls for
applications from diverse fields such as psychology, paralegal studies, industrial engi-
neering, sociology, and a critical understanding of theories pertaining t post-modern-
ism and industrial structuralism. The department bears the onus of converting the
available task-force or hired individuals into strategic business parmers. This is achieved
via dedicated Change Management and focused Employee Administration. The HR
functions with the sole goal of motivating and encouraging the employees to prove
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their mettle and add value to the company. This is achieved via various management
processes like workforce planning and recruitment, induction and orientation of hired
task-force and employee training, administration and appraisals.

SCOPE OF HRM:
The scope of HRM is very wide.

1. Personal Aspect: This is concerned with manpower planning recruitment,
selection, placement, transfer, promotion training & development, retrench-
ment, incentive & productivity etc.

2. Welfare Aspect: It deals with working conditions such as canteens, lunch
room, restroom, créches, housing, transport, medical assistance, and educa-

tion, safety about health & recreation facilities.

3. 'Industrial Relation Aspect: This covers union management relaton joint
consultation, collective bargaining, grievance and disciplinary procedures
sertlement of disputes etc.

OBJECTIVES OF HUMAN RESOURCE MANAGEMENT:

The primary objective of HRM is to ensure the availability of competent and willing
workforce to an organization. Specifically HRM has four fold- Social, organization,
functional & personnel.

1. Social objectives: To be ethically & socially responsible to the needs &
challenges of the society while minimizing the negative impact of such dc—
mands upon the organization.

2. Organizational Objectives: To recognize the role of HRM bringing about
organizational effectiveness. The HRM department exists to serve the rest of
organization,

3. Functional objectives: To maintain the department’s contribution at a level
appropriate to the otganization needs.

4. Personnel objectives: To assist employees in achieving their personal goals as
these goals enhance individual’s contribution to the otganization.

IMPORTANCE OF HRM:

HRM plays an important rolc. It helps an organization in many ways. The concept
of Human beings is a very crucial and vital factor of production; HRM is gaining
more and more importance day by day. It also has important implication in societal
development also. It is the heart and soul of Modern Management.

1) Development and Growth, of the organization: By improving the individual
capabilities, acquiring necessary cooperation and developing teamwork. HRM
makes sure that the organization develops and grows well. Goals of the
organization are met by HRM by effectivé motivation and excellent utiliza-
tion of employees.

2) Creation of healthy culture in the Organization: HRM creates and maintains
excellent culcure in the organization and it makes people develop and grow.

3) Maintenance of Human Resources: The development, care of Human Re-
sources is done by the HRM.

4) It is needed in short, medium & long run:

a. At individual level-Effective management of human resource promote
teamwork 8 team spirit among employees.



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

c. It inspires people to work with diligence 8 commitment.

THE CHANGING NATURE OF HRM FUNCTION

Today, competitive advanﬁgc is ‘based on the successful application of knowledge.
Managing people, as an HRM function, has broadened, to include managing orga-
nizational capabilities, relationships, learning and knowledge. These functions in-
clude four generic areas, i.e.
"~ a) Roles,

b) Relationships,

¢) Strategic focus, and

d) Leaming focus ]
These areas are different from each of the economy functions, like traditional, tran-
sitional and knowledge.
" Innovate HRM
Crafting creative business strategics
Organizational restructuring
Creating social networks
Invoking new challenges .
Shifting approach
Enabling companies to go global
Leading to superior performance
Creating knowledge work force
Human Resource Information System (HRIS) for Effective HRM

In today’s competitive business environment, the cutting edge for any organization
is given by the speed with which it takes decisions to respond wo changes in the
environment, internal or external. A well-designed computerized HRIS w:one can
provide the information and ahalysis within the shortest possible time. Now-a-days,
many organizations are using the computerized HRIS. They keep records in a com-
pact manner, enabling access and retrieval, in a flexible way.

Benefits of HRIS
Simplified data entry

Less paperwork

Fast and accurate

Better use of feedback
' Increased cfficiency

7. Improved tools for data analysis

"HRIS has great significance in every sector and it can play a vital role. It helps to
have a better communication process in the organization and we can offer better
service with less effort at reduced cost.

Most importandy, organizations can hire and retain top performers, improve produc-
tivity and enhance job satisfaction of the employees.

A B s L e
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HR, HRM & HRD

Human Relations is called HR also known as Human Resources. Managing HR is
called Human Resources Management (HRM). Developing HR is called HRD.

'HRM is a philosophy, while HRD- includes the activities and processes undertaken

to promote the intellectual, moral, psychological, cultural, social and economic de-
velopment of the individuals in an organization, in order wo help them w achieve
higher human potential as a resource for the community. It is a continuous process
by which the employees are assisted in a planned way to develop capabilities.

Trends in HRM

An organization’s labour force comes from its external labour market - individuals

who are actively secking employment: HRM helps organizations to find and keep the
best possible fit between their social system and technical system. Organizations
need employees with broad skills and strong motivation. Recruiting and selection -
decisions are especially important for organizations that rely on knowledge workers.

Employees’ responsibility and authority are given to make decisions regarding all
aspects of product development or customer service. HR professionals can support
organizational strategies for quality growth and efficiency.

Organizations with international operations hire cmployees in foreign countries,
where they operate, as they necd knowledge of differences in culture and business

practices.

Now-a-days, information system has become a tool for more HR professionals, and
often, these systems are provided through the Internet. The widespread usage of the
Internet also includes HRM applications. Organizations search for talents, and screening
candidates online. Employees may receive training online. The employment relation-
ship takes the form of a psychological contract that describes what employers and
employees expect from the employment relationship. The employees are looking for
flexible work schedules, comfortable working conditions, greater autonomy, oppor-
tunities for training and dcvelopmmt, and performance-related financial incentives.
For HRM, the changes require planning for fexible staffing levels.

Organizations seek flexibility in staffing levels through alternatives to the employ-
ment relationship. They may use outsourcing as well as temporary and contract
workers.

Strategic HRM

It is that set of managerial decisions and actions that determine the long term
performance of a corporation. It includes environmental scanning, strategy formula-
tion, implementation, evaluation and control. The biggest benefit that strategic
HRM offers is competitive advantage by building critical capabilities of HR in an
organization. Strategic HRM facilitates in strategy formulation by making an
organizations SWOT analysis, and also in policy implementation by providing com-

petent human resources and competitive intelligence.
HRM in LPG (Liberalization, Privatization & Globalization) Era
We can divide HRM into seven sections, ie.,

(i) HRM - Environment and Strategies
(i) HRM - Acquisition and Absorption
(iii) Development

(iv) Maintenance and Retention



{v) Control

(vi) Miscellaneous

(vii) HRM Practices
HRM Environment and Strategies includes objectives, scope and ﬁmcuons, evolu-
tion and development of HRM.

Acquisition and Absorption includes HR planning, job analysis and design, recruit-

ment, sclection, placement, induction and socialization.

Development section includes career planning and development, employee training,
executive development, organization development and internal mobility and separa-
tion.

Maintenance and Retention section includes job evaluation, wage and salary admin-
istration, incentives and benefits, motivation, employee empowerment, workers par-
ticipation in management, employee health and safety, social security, employee
discipline, employee gricvance, industrial relations, industrial disputes, trade unions,
collective bargaining, performance 8 potential appraisal.

Control section includes personnel research and audit, human resource audit and
human resource information system.

Miscellaneous section includes HRM in a changing environment, JHRM, HRM in
virtual organizations.

The final section is HRM Practices in various organization levels.

Corporate Strategy in Human Resource Management

Today, there is an urgent need to link human resource management, inextricable, to
the business of the organization, at both the strategic and practical levels. The HR
manager has the task of being on a constant look-out for the right choice of
employees, ﬁno—mnmg the job mix and compensation package to benefit the indi-
vidual and the organization, dcvnsmg a flat organization structure and orgamzmg
tmmng programmes for continuing the education at different levels in the organi-
zation.

Best Practices in HRM

A best practice in HRM has invoked a great deal of interest among HR professionals.
Companies that are currenty under-perﬁmning in the HR area can learn and adopt
some of the best pramoes from organizations that have acquired some mastery over
the good practices in HR. In the era of liberalization, the competitive scenario in the
business environment has changed a lot. Consequentdy, HR practices have also changed
phenomenally. The pcrformance of the employees determines the failure or the
success of an orgamzanon There are four stages of integration between HR funcuons
and the strategic management functions: -

1. Administrative Linkage

2. One-way Linkage

3. Two-way Linkage

4. Insegrative Linkage
HR experts are having the opinion that, though “best practices in HRM” cannot be
uniformly applied to all the organizations, they have a kind of uniform applicabilicy

in some functional areas, where psychological factors play an important role. Such
areas are broadly classified as follows: -
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HRM in Cross-Cultural Context

Multi-cultural workforce congregations have become today’s workplace realities. The
cross-border market terrorism spared by MNCs evoked counter-insurgency and stra-
tegic warfare from domestic businesses. Partnering people in this race is vital for
success in the market place. Workplaces have increasingly symbolized multi-cultural
villages, resulting in a growing need for cross-cultural intelligence. The future com-
petitiveness of corporations will depend on their ability to attract and manage diverse
talents effectively. Cross-cultural training will give managers on international assign-
ments the cultural understanding essential to accomplish- their tasks. Cross-cultural
differences are the cause of failed negotiations and interactions, resulting in losses to
the firms. The strategic role of HRM in strengthening and sustaining corporate
growth has assumed paramount significance, the world over.

Employee Engagement

Products and process alone can't help organizations to sustain loyal customers. They
also need highly-motivated, dedicated and involved employees who are very passion-
ate about their work and their organization; in short, they need “engaged employ-
ees”. But, nurturing engaged employees requires a lot of effort and skill on the part
of HR managers and calls for a different HR philosophy in the organization.

We need employee engagement to serve as a core competency of an organization that
would provide sustainable competitive advantage. We know employee engagement

towards their work, throw few test “symptoms”, i.c., feeling of creating value, having
a direction to follow, an air of trust, creating engaged employees through top manage-
ment endorsement, a work environment to cherish, innovative leadership and clear
growth trajectories, ‘one step up from commitment. Employee engagement is the new
buzzword. A successful business is directly linked to the commitment of its employees.
Employee engagement ensures the successful execution of any business strategy.

BPO Scenario: HR Issues & Challenges

Human resources are the lifeline of BPO companies. The majority of the workforces
in the BPO industry are young, literate and dymnamic. Outsourcing HR functions
will be the next big leap in Indias BPO arena. The HR outsourcing segment is still
in its nascent stagein the BPO Industry.

HUMAN RESOURCE AREAS:
1. Quality of Work life:

It is multifaceted concept. The premise of quality is work life is baving work ,
environment where an employee’s activities become more important. It means
implementing procedures or policies that make the work less routine and
more reward ring for employee. These procedures or policies include au-
tonomy, reorganization, belonging, progress 8 development and some exter-
nal reward. Autonomy deals with amount of freedom that employees can
work in their job. Reorganization involves being valued by others in com-
pany. Belonging refers to internal rewards available from the company’s
challenge & accomplishment. External reward means reward in form of sal-
ary benefits & also includes promotion, rank & status. These components
provide quality of work life for individual. If quality of work life is lacking
then worker’s productivity may suffer.

2. Productivity:

Productivity is the quantity or volume of the major product or services that
an organization provides. Many components constitute the productivity fac-
tor:


http:dynam.ic

a) Capital investment includes having the best possible machinery available
- that will help to improve the efficiency of workers.

b) Innovation is a process whereby new ideas & creative ideas are welcomed,
studied for the feasibility & implemented, if found feasible.

c) Learning looks at training issues: Not only we want individual to work
efficienty but also effectively. Finally productivity is contingent on an
employee’s motivation. Productivity improvement can be achieved through
proper equipment, training, new ideas & increased ‘motivation.

’

." Readiness for change:

Change is a fact of life everywhere. At work we must be aware that changes
will occur .The changes might be suitable such as getting a new Boss or
organization installing a new work system. But fear must not be associated
with changes & to reduce their fear, training is important about getting
ready for change. Employers must make changes to remain competitive,
innovative & responsible.

RESPONSIBILITIES OF HRM
Human resources management is responsible for the following:

1)

2)

3)

4)

5)

Promotion of organizational needs: This is a very crucial function of HRM.
The organization needs people human assets. People appreciate day by day
with experience and are extremely valuable assets in an organization.

Development of employees: He does bring his abilities, artitudes, personal-
ity, and behavior with himself. An individual aims for development and
personal growth in the work sphere.

Relationship maintenance function: HRM functions include maintenance of
effective interpersonal relations. In this context the functions of legal com-
pliance, maintenance and Industrial relations are done by HRM.

Performance Appraisal: Performance appraisal also called “merit rating” or
“employee rating is a means of helping supervisors to evaluate the work of
employees. It is the name given to the regular formalized and recorded
review of the way in which an individual performs in his or her job. This is
normally carried out by the job holders immediate boss.

e It helps employee in self-appraisal.

® It reviews his performance in relation to the objectives and other behav-

iors.

It checks reviews done by the superiors.
It sends summary information for central storage and use.

It analyses the difficulties of the employees and works to remove them.
It helps employees to face challenges and accept responsibilities.

Counseling:*Counseling is helping the employee to recognize his own
strengths, weaknesses and potential and helping him to prepare action plans
for own development.” Giving feedback in “threatening way” or correcting
the undesirable or unsatisfactory behaviour of employees by pointing it out
the deficiencies or other malfunctioning and warning them not to repeat this
behaviour are all integral parts of a manager's role and are not the same as
counseling.

e They give critical and supporting feedback.
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@ They discuss with the employee the difference between his self rating

6)

7)

8)

and the rating, by the immediate superior,
o They discuss the steps the employce can take for impmvement.

e They provide support.

Career Planning: Career planning involves identifying the right potential
well in time, for development to take over higher responsibilities. This in-
cludes promotion and planned job rotation under various conditions and
environments of challenge. In this process, attention is focused on individual’s
style of working than his current performance results. Current results can
provide reasonable clues of future potential, but they are not the sole crite-
rion; current results only, could be misleading in judging one’s potential.

Succession Planning: Succession planning ennails in identifying the key jobs
in an organization and ensuring that, if anything, planned or unplanned were
to remove the present job holder from his post, there would be someone ready
to take the place. This benefits the company by ensuring that there are no
expensive gaps, or panic measures to fill them. It benefits the individual by
providing him with opportunities for advancement. Three broad steps are
required in this context (i) to decide which job is the key job in the organi-
zation; (ii) to identify the potential incumbent who can fit the position; &
(iif) to make necessary records in the organization chart. Therefore, a succes-
sion plan is indicate that who can succeed whom in the hierarchy.

Training: The purpose of training is to improve the capabilities of the human
resources in order to increase their efficiency and effectiveness on the job.
Training is expected to indicate positive changes in knowledge, skill and
artitudes. Training is job oriented and fulfills the current needs of an indi-
vidual to overcome job difficulties.

9) Job Evaluation: Job evaluation is concerned with establishing the relative

10)

11)

12)

worth of a job compared to other jobs within an organization. In job evalu-
ation one attempts to consider and measure the inputs required of employees
(know-how, accountability and problem solving etc.) for minimum job per-
formance and to translate such measures into specific monetary returns.

Transfer, Promotion & demotion: Transfer is a lateral movement within the
same grade, from one job to another. A transfer may result in changes in
duties and responsibilitics, supervisory and working conditions, but not
necessarily salary. Promotion is the advancement of an employce from one
job level to a higher one, with increase in salary. Demotion is the opposite
of promotion. It is a downward movement from one job level to another,
leading to a reduction in rank, status, pay and responsibility.

Job Analysis: job analysis is the process of studying and collecting depart-
ment information relating to operations and responsibilities of a specific job.

“The immediate products of this analysis are job description and job speci-

fication. Job description is an organized factual statement of duties and
responsibilities of a specific job, whereas, job specification is a statement of
the minimum acceptable qualities necessary to petform a job properly.

Role Analysis: Role analysis is the process of defining a role in the context of
its work system, in terms of expectation of important persons, detailing spe-
cific tasks under each function, and elaborating the process, standards and
critical attributes namely knowledge, attitude, skill, habits required for effec-
tive role. Role is a position or an office a person occupies as defined by



expectations from significant persons in the organization, including the person
himself. Position is the collection of tasks and responsibilities performed by

one person.

COMMUNICATION POLICIES

HR Department stresses a lot on Communication aspects to be developed. Commu-
nication policies do pave way for effectiveness and efficiency.
Rewards: Rewards are the positive reinforcements given by the organization. Rewards
act as effective motivators and help people to increase productivity and efficiency.
Rewards include:

1. Promotion

2. Salary Review

3. Salary Administration
Importance of HRM functions:

1) To hire the wrong person for the job

2) To experience high turnover

3) To find our people not doing their best

4) To waste time with countless and useless interviews

5) To bave our company sued for our -discriminatory actions.

6) To be quoted under bad example of unsafe practices

7) To have some of your employees think their salaries are unfair and inequi-
table relative to others in the organization

8) To allow a lack of training to undetermined your department’s effectiveness
9) To commit any unfair labor practices
Role HR Practitioners:

The HR managers have keen role in the effective planning and implementation of
the policies and decisions that in tune with the business changes. They should act
as strategic partners and be proactive in their role. The HR managers should under-
stand how far their decisions contribute to business surplus incorporating human
competency and performance to the organization. Strategic HR managers need a
change in their outlook from seeing themselves as relationship managers to strategic
resource managers. The major HRM innovations occur when senior management
takes the lead and adoption of innovative SHRM practices is dependent on the
nature of relationship of the HR Department with the CEO and the line managers,
the actions of the personnel practitioner in the innovation process suggests that
adoption of an innovation by an organization depends largely on HR practitioners’
credibility with information and resource providers. HR Department and HR man-
agers in these innovative organizations play a strategic role linking the HR strategy
with the business strategy of the organization. A crucial aspect concerning SHRM
is the concepts of fit and flexibility. The degree of fit determines the human resource
system’s integration with organization strategy. It is the role of HR Managers to
ensure this fit in between Human Resource System with- the Organization Strategy.

STRUCTURE OF HR DEPARTMENT

Internal structure of HR department can be designed either on the basis of its
functions or the type of personnel it deals with. HR department has to be organized
at the head office level as well as at all other levels. Let us see how HR department
is structured on the basis of functions and people.
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Function- oriented Structure

There are various functions which are performed by HR ent like recruiting,
compensating and developing human resource. Therefore, Function-oriented struc-

wre of HR department is divided as per its departments. The diagrammatic repre-

sentation of function-oriented structure is shown below:

HR Director
HR Information system
Recruitment Development Compensation " Industrial
Manager Manager Manager relations
Manager
/ Employee Employec service and
maintenance manager Welfare manager

People- oriented Structure

Departmentation on the basis of various categories of people employed in the orga-
nization is known as people-oriented structure. The people may be classified as
operative and managerial. This structure focuses on the fact that different categories
of personnel have different types of problems and therefore, they need different types
of attention. Such a structiire is presented in the figure below:

HR Director
HR
Information
system HR Managers
Technical i Labor Women Handicapped Industrial
Personnel | | Personnel force * Employecs Personnel relations

Self-Instructional Material
22

Role of Human Resource Management

The role of HRM is to plan, develop, and administer policies and programmes
designed to make proper usc of organization’s human resources. The chief functional
areas in HRM are:

1. HR Acquisition
‘2. HR Development
3. Performance and Compensation
4. Motivation and Maintenance
5. Industrial Relations

Human Resource Acquisition

Acquisition means attainment of employees which are appropriate for the organiza-
tion. It also involves certain sub-functions like HR planning, job analysis, recruit-
ment, selection and orientation. HR planning means determination of number and
types of employees required. Job analysis means the process of describing the nature



of a job and specifying the skills and talefit required to accomplish the job. Recruit-
ment means identification of sources from where the personnel can be employed and
motivating them to work in the organization. Selection means choosing the right
candidates or rejecting the unfit candidates, or a2 combination of both. Finally ori-
“entation means, introducing a new employee to the organization and the organiza-
tion to the employees by providing him relevant information.

Human Resource Development

Human resource development means developing people for better performance. This
is a planned way of raising the work capabilities and competencies of the employees.
There are several sub-functions of human resource development like- Career planning
and development, Training and development and Organization development. Train-
ing and development comprises of providing training to the employees so as to
enable them to perform a job in a better way. Organizational development is con-
cerned with changing the overall climate and culture of organization in order to have
better match between employees and organization.

Performance and Maintenance

This function of HRM looks upon the performance and compensation of employees.
Basically, there are three sub-functions of this function: Performance management,
Compensation management and Incentives and benefits. Performance management is
the process of planning performance, appraising performance, giving its feedback, and
counseling an employee to improve his performance. Compensation management in-
dudes administration of fair wages and salaries to the employees. Incentives and ben-
efits are given to employees so that their efforts get rewarded and they get motivated.

Motivation and Maintenance

This function of HRM involves creating motivational environment by HR practices
like developing quality of wotk life, HR counseling, empowerment and participation.
Other aspects like safety and health management, promotion and transfers are also
included in Maintenance of employees.

Industrial relations

Industrial relations refer to complex and dynamic set of relationship which exists
between the cmploycrs and employees. It involves dcsngmng of human relation
system, managing discipline, redressing grievances and managmg disputes between
management and operatives effectively.

Functions of Human resource management

HR acquisition HR Performance Motivation Industrial
development and and relations
compensation Maintenance
HR planning HRD system Performance Creating IR system
management motivating
Job and role Career environment Discipline and
analysis planning and Compensation grievances
development management Empowerment management
Selection &
Training and Incentives and participation Industrial
Orientation Development benefits disputes
and placement Safety and management
Organization health
development management
HR mobility
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HRM IN INDIA

As it stands today the Indian organization could not have hoped for more. In
addition to being strategically positioned on the corporate world map as a low-cost,
highly skilled destination, the Indian corporate is emerging as a base for committed,
intelligent and a knowledgeable workforce. This has been achieved by the help of a
strong foundation provided by the Indian education system at the primary, second-
ary, technical and at professional level. It is a undisputed fact that the Indian
Institute of Technology, the National Institute of Technology and the famed Indian

Institute of Management are among the world-class institutions to name a few. -
Quality education and research are encouraged on these campuses and across the

country, which mould and contribute to the practices in Indian organizations. :

The HRM practices in Indian organizations are a parody of sorts. There is a strong
foundation that is a simple extension of the HR practices from the established
western organizations and the developed countries. However there is a equally strong
cultural impact on the hiring practices, compensation standards, benefits and statu-
tory benefits, performance linked rewards and payout, which though in-step with
international HRM practices have a flavor their own. We will discuss a few dmstmct
differentiators that impact HRM practices in Indian organizations:

HRM in India however is not structurally well-researched and hence a lack of
theoretical information to track and document its progress. Unlike in the emerged

countries like the USA and the UK where the research networks are mature and well

established. Research is yet at its infancy in India and there is a lot of dependence
on the emerged countries in emulating best practices in the way people are hired and
managed. Today the organizations of Indian origin have their unique HR strategics
that work best for them. Work more and earn more is a common and accepted
philosophy at the Indian workplace. Work is respected and revered and almost
worshipped in Indian organizations. Benefits are basic yet equitable and adequate.
There is a high focus on cash in hand as opposed to benefits and perks.

Our statutory and legal frameworks, as a result, are a lot more liberal and less
restrictive as compared to the emerged countries. An open society drives openness at
the workplace and hypocrisy is largely discouraged, leading to well structured’ poli-
cies and processes that drive workplace behavior. Diversity for India is a challenge
that is very different from its existence in the rest of the world. Diversity initiatives
in India normally focus around challenges related to gender diversity. It's only in the
past few years that there is a pattern of women in the Indian corporate. Today this
is a key issue. There is a lot of strategizing and initiatives in all Indian MNC'’s as
well as Indian domestic firms toward encouraging this critical potential talent for
organizational advantage.

e The Indian culture is one that is deeply rooted in its socictal and collectivism

values whereby there is a natural urge to collaborate at the workplace, work
in teams and groups with ease.

® The diversity that is secen in the Indian society with respect to diverse
religions and states arc reflected in the ability of the Indian to accept diver-
sity of views and thought without inhibitions. Not much effort nceds to be

expended t0 practice tolerance towards others points of view.

e The tolerance for ambiguity and unceruainty however is low in the Indian
which requires a lot more detailing of jobs and roles and responsibilities.



There is need therefore to establish definite boundaries of authority and

" responsibility. _
e Work culture-wise, the natural ability to work hard and -from long hours,
- perseverance and the need to earn money, impacts the way of work that is

compromise personal time with family / friends to instead attend to work
and satisfy a customer. There is an overwhelming sense of ‘service’ that

manifests itself at the workplace.

e Availability of a large educated group of individuals of different caliber of

knowledge and skill allows the country to undertake different nature of work
beginning with lower skilled activities such as BPO’s (Business Process
Outsourcing) and moving up the value curve to far more advanced activities
...KPO’s (Knowledge Process Outsourcing).

e Compensation and benefits costs continue to provide a competitive advan-
tage for India making it a preferred business location the world over.

® There is a natural expressed need ‘to belong’. This again is typical of the
Indian and has brought about a significant amount of customization of the
workplace ‘and its norms to allow for cultural events and activities through
the year. There is a lot more scope for socializing that exists in the Indian
organizations.

e Current wend in the over populated urban part of the country are quickly
fading out to tire 2 and tire 3 cities and town where the cost of living and
wage levels are not as competitive, further expanding the Indian resource
base for hiring and building talent, contributing to the overall gain of the

country.

® A grievance management system is a common HRM function.

A CASE STUDY
Indian tech tries to retain top workers ’
By Jessica Mehroin Irani

At a time when most IT companies are reducing employee numbers to cut costs, tech
majors such as Wipro, TCS and Infosys are re-channelizing their manpower. Sabbati-

cals are more common and people on the bench are being asked to undergo longer.

and more rigorous training programs, Wipro has asked some of its non-billable and
skilled employees to move to subsidiary Wipro Infotech on the same pay package as
earlier; but they will continue to be on the payrolls of Wipro Technologies.

“These are not under performers, but talented people we don’t want to lose. The
move to Infotech is currently for a year, and this will give them a chance to be
productive,” said Pratik Kumar, Wipro executive vice president of human resources.
This will also help the company in sustaining high utilization rates.

The other option given to employees, who have been on the bench for over six
months, is a special program which allows them to come to work for 10 days a
month, at half their salary. “This allows them. to take up certification programs, work
on innovation projects and help in creating question banks for domain specific
internal tests,” said Kumar. “Once we see an opening for them on a project, we will
transfer them immediately.”

organized in Indian organizations. It is not uncommon for the Indian to.
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TCS has also put its benched employees on high-end training programs in areas such
as enterprise resource planning, business intelligence and analytics. “We are building
a larger skill set as we would like to be ready when the demand picks up,” said a
TCS spokesperson. The IT Company has also invited its employees to write rescarch
papers on technology that can be used by the company.

Reducing employee numbers for saving costs is a short-term solution, said Nandita
Gurjar, head of global HR at Infosys. “When demand picks up, we'll be hiring skill
pools at a higher cost; there will also be the cost of extra training. Weed out non-
performers, but retain talent even if they are not being utilized currentdy.”

While Infosys has said that 50 employees, at any given point of time, can take a year
off and work for an NGO at half their salaries, its peer Wipro has introduced project
rejuvenate where employees, across all levels, can take a year-long sabbatical and
pursue their hobbies.

This is not restricted to those on the bench, but also for those working on projects.
Even though these people are asked to take a pay cut, it does not matter.

“As long as you get to keep your job and do fun things to de-stress, a pay cut doesnt
matter,” said a Wipro employee.

Planning is considered as the first step for task performance. Whenever there is some
work that needs to be done, at home or at work, the first thing you do is to plan
out. For example if you want to build a custom-fit cupboard for a available space in
your bedroom you would seck recommendations from your friends for good carpen-
ters in the neighborhood, evaluate them per your requirements, agree on time and
cost and assign the task to them. Similar is the role of the Human Resource Planning
activity in the human resources function. It is the first, most important and crucial
step in building and growing an organization.

Through human resource planning, the management strives to have the right num-
ber and the right kinds of people at the right places, at the right time, to do things
which result in both the organization and the individual receiving the maximum
long-range benefit. Human resource Planning (HRP) constitutes the significant first
step in planning for the human resources requirements of the firm. It is an extremely
important step and is closely linked to the business plan of the organizations. Or-
ganization in different stages of their life cycle will have a different HR Plan.

Questions for case study:

1) What techniques are applied by different major tech companies to retain their
top workers?

2) Write a brief summary after reading this case study of reraining employees.

SUMMARY

e The traditional functions of HRM now need to be strategically directed
towards developing and sustaining organizational capabilities, through activi-
ties that overlap with traditional business functions such as finance, market-
ing, and non-traditional activities, such as knowledge management.

¢  Human Resource Information System has great significance in every sector.
It can play a virtual role and help the communications process in the orga-
nization. Most importantly, organizations can hire and retain the top perform-
ers, improve productivity and enhance job satisfaction of the employees.



HRM has the responsibility to maximize efficiency and profit, but in the
emerging scenario, the role of HR manager is changing rapidly due to
changes in government policies, unions, labour legislations and technology.
The trends have taken place in the organization, human resource planning,
job design, motivation, recruitment, and skill development and employee
relations. The challenges can be faced by HRM effectively, if proper strat-
egies are implemented. Hence, the role of HRM will be more significant in
future due to the emerging scenario. '

ANSWERS TO 'CHECK YOUR PROGRESS'

1.

Human Resource Management is a series of integrated decisions that form
the employment relationships; their quality contributors to the ability of the
organizations and the employees to achieve objectives.

QWL is multidimensional concept. The principle of quality of work life is
baving work environment where an employee's activities become more

Important,

Objectives of HRM are:-

o To be ethically and socially responsible to the needs and challenges of
society.

e To maintain department's contribution at a level appropriate to organi-
zational needs.

o To assist employees in achieving their personal as well as organizational
goals.

Career planning involves identifying the right potential well in time, for de-

velopment to take over higher responsibilities.

Job analysis is the process of studying and collecting department information

relating to operations and responsibilities of a specific job.

TEST YOURSELF

B M By W P A I8 e

Discuss evolution of the Human Resource Management?
Explain the concepts and perspectives of HRM.

What are the various approaches of HRM?

What are the objectives of Human Resource Management?
Explain the importance of HRM.

What are the areas of Human Resource?

Explain the responsibilities of HRM department.

What is the structure of HR Department?

What is the role of Human Resource Management?

10. Briefly describe the role of HRM in India.
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9 | Human Resource Planning
and Corporate strategy

The Chapter Covers :

B Mecaning and Definition of Strategy

@ Human Resourcce Planning

B Objectives of Human Resource Planning

B Factors Affecting Human Resource Planning

8 Steps in Human Resource Planning

8 HR Planning Process

@ Uses of HRP

@ Problems or Limitations in Human Resource Planning

8 Guidclines for making Human Resource Planning more effective

Learning Objectives:
After going through this chapter, you should be able to:

@ Define Strategy and Human Resouree Planning,

@ Comprehend Features, Objectives, Factors, Significance,
Steps and Need of Human Resource Planning.

B Understand HR Planning Process.
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INTRODUCTION
The penalties for not being correctly staffed are cosdy. Understaffing loses the business

economies of scale and specialization, orders, customers and profits. Overstaffing is
wasteful and expensive, if sustained, and it is costly to eliminate because of modern
legislation in respect of redundancy payments, consultation, minimum periods of

notice, etc. Therefore human resource planning is very important for any organization.

MEANING AND DEFINITION OF STRATEGY

The terms ‘strategy’ is derived from the Greek word strategies, which means-generalship
the actual direction of military force, as distinct from the policy governing its devel-
opment. Therefore the work strategy’ literally means the art of the general. In
business parlance, there is no definite meaning assigned Jo strategy. It is often-used
loosely to mean a number of things.

The term “strategy” has been found to be equally useful in the business world. In
the business sense strategy has been defined in many ways. There does not seem to
be unanimity among the scholars regarding its scope and content.

In a broader sense, strategy is defined as the determination of the basic long-term
objectives and goals of an enterprise and the formulation of plans and the acquisi-
tions, allocation and utilization of resources necessary to accomplish these goals.

According to Alfred D. Chandler, “Strategy is the determination of the basic long-
term purpose and objectives of enterprises and the adoption of courses of action and
allocation of resources necessary for carrying out these goal?.”””1' o George A. Steiner,
“Strategy means deciding the basic mission of a company, the objectives which it
seeks to achieve and the policies governing the use of resources at the disposal of the

firm to achieve its objectives.””

According to Kenneth R. Andrews, “Corporate strategy is the pattern of major
objectives, purposes or goals and essential policies and plans of or achieving those
goals, stated in such a way as to define what business the company is in or is to be
in and the kind of company it is or is to be”. y

According to R.N. Anthony, “Strategy results from the process of deciding on ob-
jectives of the organization, I on changes in these objectives, on the resources used
to attain these objectives, and on the policies that are to I govern acquisition, use and
dispesition of these resources”.

Examples: The concept of strategy can be best explained with the help of examples
as given below:

(1)  Rollatainers, after divesting a major stake in ITC, is contemplating an expan-
sion strategy. The combined turnover of Rollatainers and ITC’s packaging
division, which is Rs. 500 Crore at present, is likely to touch Rs. 1000 Crore

in the next 5 years.

(2) Singer India, which has been associated with, sewing machines; is entering the
white goods and color television market as part of its diversification strategy.

(3) Kotak Mahindra Finance Ltd. is a major non-banking finance company (NBFC)
that has experienced low profitability owing to the various problems faced by
the NBFCs in India. It is planning to adopt a divestment strategy in wholesale
corporate lending and focusing on new growth areas, such as wealth manage-
ment, retail insurance, and information services.



Elements of a Strategy

Any coherent strategy should have four important elements :

1.  Goals: A strategy invariably indicates the long-term goals toward which all
efforts are directed. Such enduring goals help employees give their best in a
unified manner and enable the firm to specify its competitive position very
clearly to its rivals.

2.  Scope: A strategy defines the scope of the firm that is, the kind of products
the firm will offer, the markers (geographies, technologies, processes) it will
pursuc and the broad areas of activity it will undertake. It will, at the same
time, throw light on the activities the firm will not undertake.

3. Competitive Advantage: A strategy also contzins a clear statement of what
competitive advantages the firm will pursue and sustain. Competitive ?advan-
tage arises when a firm is able to perform an activity that is distinct or different
from that of its rivals.

4. Logic: This is the most important element of strategy. For example, a firm's
strategy is to dominate the market for inexpensive detergents by being the
low-cost, mass-market producer. Here the goal is to dominate the detergent
market. The scope is to produce low-cost detergent power for the Indian mass
market. The competitive advantage is the firm’s low cost. Yet this example does
not explain why this” strategy will work. Why the firm will get ahead of others

* by limiting its scope and by being the low cost producer (competitive advan-
tage) in the detergent industry. The ‘why is the logic of the strategy.

Corporate and Business Strategy:

Corporate strategy refers to decisions on what business to enter, what businesses to
retain in the portfolio and those to exit from. It specifically directs attention at how
the corporate office can add value to the diverse businesses in the portfolio so that
their value as a part of the corporation exceeds the value they would have as free-
standing businesses.

Business strategy focuses on achieving competitive advantage on a sustained basis.
There are two generic routes to competitive advantage - through being the lowest
cost producer, or through differentiation and a price premium. The four generic
building blocks of building competitive advantage are superior efficiency, superior
quality; superior customer responsiveness and superior innovation. Companies achieve

these drivers of competitive advantage through the creation of distinctive competen- |.

cies. Distinctive competencies are built through resources and capabilities. Most
resources are created by deliberate actions by the organization. This is true of tan-
gible resources like buildings, plant and machinery, as well as intangibles such as
brands, patents and technological know-how. Capabilities are a company’s skill at
coordinating its resources and using them productively. These capabilities get em-
bedded in an organization’s routines and processes. By their very nature, capabilities
are more difficult to copy or imitate as they are, often the; result of a complea
interaction between the structure, systems and Values of an organization. Though it
is sometimes difficult to explain post facto how exactly a capability was created, or
for an organization to re-trace the path traversed by another organization that en-
abled the latter to create certain capabilities, it is possible for an organization to take
deliberate actions to create capabilities The deliberate actions taken tw create re-
sources and capabilities spring from the functional strategies adopted by ar organi-
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HUMAN RESOURCE PLANNING

Human Resource Planning has traditionally been used by organizations to ensure
that the right person is in the right job at the right time. Under past conditiens of
relative environmental cermainty & stability, Human Resource Planning focused on
the short-term and was dictated largely by line management concerns. Increasing
environmental instability, demographic shifts, changes in technology, and height-
ened international competition are changing the need for and the nature of Human
Resource Planning. In leading organizations, planning is increasingly the product of
the interaction between line management and planners.

In addition, organizations are realizing that in order to adequately address human
resource concerns, they must develop long-term as well as short-term solutions. As
human resource planners involve themselves in more programmes to serve the needs
of the business and even influence the direction of the business, they face new and
increased responsibilities and challenges.

In an early treatment of the topic, Vetter (1967) defined Human Resource Planning
as the process by which management determines how the organization should move
from its current manpower position to its desired position through planning, man-
agement strives to have the right number and the right kind of people, at the right
places, at the right time, doing things which result in both the organization and the
individual receiving maximum long-run benefits.

Contemporary human resource planning occurs within the broad context of organi-
zational and strategic business planning. It involves forecasting the organization’s
future human resource needs and planning for how these needs will be met. It
includes establishing programmes (staffing, appraising, compensating, and training)
to ensure that people are available with the appropriate characteristics and skills
when and where the organization needs them. It may also involve developing and
implementing program to improve employee satisfaction and involvement in order
to boost organizational productivity, quality, or innovation (Mills, 1985 b). Finally,
Human Resource Planning includes gathering data that can be used to evaluate the
effectiveness of ongoing programmes and inform planners when revisions in their
forecasts and programmes are needed. Because a major objective of planning is
facilitating an organization’s effectiveness, it must be integrated with the organiza-
tions short-term and longer term business objectives and plans. Increasingly dhis is
being done in leading organizations, although in the past, business needs usually
defined personnel needs and Human Resource Planning, which meant that plan-
ning, became a reactive process. The reactive nature of the process went hand in hand
with a short-term orientation. Now, major changes in business, economic, and social
environments are creating uncertainties that are forcing organizations to integrate
business planning with Human Resource Planning and to adopt a longer term

perspective.
Meaning of Human Resource Planning

Planning is deciding in advance of the future course of action. It is the process of
thinking before doing. It is a very important activity in today’s scenario. Planning
as a process involves the determination of future course of action. In terms of Human
Resource, planning is a process of forecasting manpower needs, developing appropri-
ate policies and programmes for meeting those needs and controlling these
programmes. HRP is, therefore, acquiring and allocating the desired human re-



sources in the organization. HRP involves knowing in advance the staffing needs of
the organization, considering the supply of the relevant wotkers in the organization,
and finding ways tw fulfill the staffing needs of the organization. '

. The concepr of human resources planning is of recent origin. Only after World War
II, Human Resource Planning has been given a serious thought. The rapid develop-
ment of the industrially advanced countries and the rise in the standard of living in
these countries have their roots in the Human Resource Planning that considers its
importance, many large and progressive companies have established special depart-
ments to look after Human Resource Planning function in their respective organiza-
tions.

In the industrially advanced countries, the development of the training to human
resource is given much more importance than the development of material resources.

The economical and efficient use of material resources depends upon the existing
human resource. The systematic development of skills and capabilities of the person-
nel available in an organization proves to be much useful in developing the unit.

Human Resource Planning is directly related to the quality of the product, the
market demand for the same and the type and level of skill necessary to produce a
product required by the general consumer in the area of operation of an enterprise.
It is also necessary for human resource planner w assess human resource requirements
in the above context and also to project the future need in relation to the develop-
ment and expansion plan of a given enterprise.
“HR Planning is a systematic analysis of HR needs in order to ensure that correct
numbers of employees with the necessary skills are available when they are required”.
*Human resource planning includes the estimation of how many qualified people are
nhecessary to carry out the assigned activities, how many people will be available, and
what if anything must be done to ensure that personnel supply equal personnel
demands at the appropriate point in the future.”

“Spetifically human resource planning is the process by which an organization en-
sures that it has the right number and kind of people, at the right place, at the right
time, capable of effectively and efficientdy completing those tasks will help the or-
ganization achieve its overall objectives.”

.

“Human fesource planning translates the organizations objectives and plan’s into the
number of worker’s need to meet those objectives without a clear cut planning,
estimation of an organization human resource need is replace to mere guess work.”

The actual human resource process begun with estimation of the number and the
type of people needed during the period. After this, only people can be hired to fill
the jobs. This all called human resource planning. This is the most crucial step in
the overall human resource management process.
1) In simple word’s human resource planning is the process of forecasting an
organization’s future demand of human resource. From it will be supplied.
The right type of people in the right number.
2) After this human resource management department can initiate the process
of recruitment and selection. Human resource planning is the sub-system in
the total organization planning.
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3) Organizational planning includes managerial activities that sets the company
objectives for the future and determine the appropriate mean’s for achieving
those objectives.

4) Human resource planmng facilitates the realization of the company objec-
tives by providing the right type and the right number of persomal.

5) Human resource planning is also compared to material planning that esti-
mate the type and quality of materials and supplies need to facilitate the
manufacturing activities of the organization.

6) Human resource planning variously called manpower planning, personal
planning and employment planning.

Human Resource Planner has to consider the following factors while planning for
the human resource requirements: -

(a) Stage of economic development
(b) Bends in expansion of demand for various commodities and services.

(c) Capacity to generate additional resources.
(d) Level of technological development and
(¢) Type of personnel available in a given region.

Human Resource Planning flows from the sem'ng‘ up of organizational goals, are
again dependent on technology, quality of raw material, quality of manpower avail-
able, market demand for the goods and services produced and the availability of
infrastructure of these variables, except the manpower, all others are given for every
region which can be developed over a period of time. These areas can be developed
by the government as well as other institutions. But the development of human
resource can be done by the concerned organization itself only. The concerned
organization can recruit suitable persons from the open market, send them for train-
ing to any suitable training institution in the country.

Human Resource Planning process is not a simple process but a very complex process
at the unit level also. The human resource planner has to consider several questions,
e.g., number of employees required, the different categories for which they are required
with number for each category, the rates of wages for various categories, skills and
capabilities required for different jobs, availability of human resource from various
sources, estimated demand of human resource which may arise due to death, retire-
ment, promotions, resignations, keeping the human resources from various sources,
estimated of human resource which may arise due to death, retirement, promotions,
resignations for personal reasons dismissals, etc., training to the personnel in the
organization, keeping the human resource inventory etc. It is obvious that a business
could not prosper, if the right number of employees, having required skills and capa-
bilities, are not available to it. In absence of proper Human Resource Planning, the
organization may have insufficient number of people with it or excess human resources
than necessary. In the first case, the output will be affected and in the second case the
expenditure of the firm will increase without any increase in production

Human Resource Planning is done with the two main objectives in mind-firsdy to
utilize the present employees fully and secondly to meet successfully the future
manpower needs, in terms of skills, number, age ctc. The fulfillment of the two
objectives is highly necessary for the success of any business so there would not be
any exaggeration, if we say that Human Resource Planning is an inevitable rcquu'c-
ment for every business unit.



FEATURES OF HUMAN RESOURCE PLANNING
Based on the above discussion of HRP, following features of HRP may be identified:

I.

B

HRP is a process
HRP undergoes various aspects like forecasting, inventorying, anticipating

and planning. Hence, it is a series of steps to be followed under a process.

Determination of future neceds _
HRP involves determination of future needs of manpower from the view
point of organizational structure. It means that an organization has to look
over the anticipated requirements of manpower at various levels.

Arrange manpower availability ,
It also takes into account the manpower availability at future period in the
organization. It indicates that what actions can be taken to make existing

manpower suitable for managerial positions or what can be done to acquire
new persons to fill this gap. -

OBJECTIVES OF HUMAN RESOURCE PLANNING

1)
2)
3)
4)
5)
6)
7
8)
9)

To ensure optimum use of existing human resource.

To forecast future requirements for human resource.

To link human resource planning with organizational planning

To assess the surplus and shortage of human resource.

To determine the level of requirement of training.

To estimate the cost of human resource and housing needs of employee.
To provide a basis for management development programme.

To facilitate productivity bargaining.

To provide control measures to ensure that necessary human resource avail-
able as and when required.

10) To anticipate the impact of technology on jobs and human resources.
FACTORS AFFECTING HUMAN RESOURCE PLANNING

Type and .strategy of organization.
Organizational growth cyde and planning.
Environmental uncertainties.

Time horizons.

Type and quality of forecasting information.
Nature of job being filled.

Off-loading the work.

Type and Strategy of Organization

This factor effects the organization. Human resource planning will be influenced
with the type of organization either it is manufacturing or rendering services. Manu-
facturing concern will require more workers to complete the manufacturing activities.
The strategy of organization will also affect acquisition, merger etc. will affect the
human resource either need or termination of human resource. Human resource
' planning also effect by organization decisions like either they are proactive and
reactive.
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- Organizational Growth Cycle and Planning

The stage of an organization growth can have considerable influence on human
resource planning. Small organization may not have personnel planning. Planning
will be need when the organization enters the growth stage. A mature organization
experiences less flexibility and variable, they nced Human resource planning as the
work force will become old so new young people be hired. At the dedline stage
Human resource planning takes will different focus like layoffs, retrenchment and
retirement.

Environmental Uncertainties )

Human resource manager rarely have the privilege to operate in certain environment.
All the external forces and the internal forces of the organization affect the human
resource planning. Human resource manger has to deal with environmental uncer-
aainties carefully and formulate their policy efficiently regarding recruitment, sclec-
tion, training, retrenchment etc.

Time Horizons

It also affect the personnel planning on one hand there are short term’s plane time
spanning 6 months to 1 year and on other hand long term plan’s whose time span
is 3 to 20 years. The companies which are depending on short term plans- more
uncertainty. The companies depend on long term plans — certainty is there,

Type and Quality of Information '

The human resource planning will be effected by type of information. It means that
planning about human resource. It is necessary for human resource manager to know
about information which effect the planning like organization structure, product
mix, budget, marketing etc. with these information human resource planning will be
effected in these areas like job analysis, recrenchment plans, turnover data, retrench-
ment sources, training and development programme etc.

Nature of jobs being filled

Personnel planners must consider the nature of jobs being filled in the organization. .
Job vacancies arise because of separation, promotion and the expansion strategies. It
is easy to employee shop-floor worker but managers require lot of sourcing for the
requirement of managerial personnel.

Off-Loading the Work

Several organizations off-load part of their work to outside parties either in the firm
of sub-contracting. Off-loading is a regular fearure both in public as well as private
sector. Most organizations have surplus labor and they do not want to the problem
by hiring more people. Hence, the need of off-loading will be arises.
SIGNIFICANCE OF HUMAN RESOURCE PLANN




1)

2)

3)

4)

Defining future personnel needs : HR planning is most important because
it helps in defining the future manpower needs of the organization. It helps
in getting a match between personnel actually needed and personnel avail-
able tp the organization. If there is lack of systematic HRE then this might
result into cither overstaffing or understaffing of employees.

Coping-up with change : In current scenario, sudden and fast changes are |

occurring in Indian and international business scenes. Such changes are
taking place due to liberalization or increased global competition. Hence, all
organizations are trying to compete through technology and managerial tal-
ents available with them. HRP helps in ataining such worthy and valuable
employees to the organization in order to resist such competition.
Providing base for developing talents : HRP helps in providing base for
developing the talents of the employees of an organization. This is done by
emphasizing focus on the knowledge of employees and making them capable
to work in any kind of situation.

Perusing top management to involve in HRM : An organized HRP system
attracts management’s attention over all of the HRM functions. This enables
the development of human resource in the most effective way and hence
leads the organization to achieve its objectives most efficiently.

STEPS IN HUMAN RESOURCE PLANNING:

The Human Resource Planning process consists of a set of activities, viz.

a)

b)

©

d)

Forecasting manpower requirements, either by using mathematical tools to
project trends in the economic environment and development in industry, or
in by using simple judgmental estimates based on the specific future busi-
ness plans of the company;

Creating an inventory of present manpower resources and assessing the ex-

tent to which these resources are employed/ optimally; ‘

Identifying manpower problems by projecting present resources into the future
to determine their adequacy, both quantitatively and qualitatively; and
Planning the necessary programmes of requirement sclection, training, devel-
opment, utilization, transfer, promotion, motivation and compensation to
ensure that future manpower requirements are properly met.

Thus, it will be noted that ‘manpower planning consists in projecting future man-
power requirements and developing manpower plans for the implementation of the
projections’.

NEED FOR HUMAN RESOURCE PLANNING

Human Resource Planning is a2 mandatory part of every organization’s annual plan-
ning process. Every organization that plans for its business goals for the year also
_plans for how it will go about achieving them, and therein the planning for the

human resource:

1.

To carry on its work, each organization needs competent staff with the
necessary qualifications, skills, knowledge, work experience and aptitude for
work.

Since employees exit and organization both naturally (as a result of super-
annuation) and unnaturally (as a result of resignation), there is an on-going
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need for hiring replacement staff to augment emplayee exit. Otherwise, work
would be impacted. :

3. In order to meet the need for more employees due to organizational growth
and expansion, this in turn calls for larger quantities of the same goods and
services as well as new goods. This growth could be rapid or gradual depend-
ing on the nature of the business, its competitors, its position in the market
and the general economy.

4. Often organizations might need to replace the nature of the present workforce
as a result of its changing needs, therefore the need to hire new set of
employeces. To meet the challenge of the changed needs of technology /
product/service innovation the existing employces need to be trained or new
skill sets induced into the organization.

5. Manpower planning is also needed in order to identify an organizations need
to reduce its workforce. In situations where the organization is faced with
severe revenue and growth limitations it might need to plan well to manage
how it will reduce its workforce. Options such as redeployment and
outplacement can be planned for and executed properly.

HR PLANNING PROCESS:
- Environment <
Organizational objectives and :
HR Needs HR Supply
Forecast Forecast

4

HRP Implesmentation
¥

Control and Evaluation

Sueplus /\ Shormse

Let us discuss the steps of HR planning process in detail:
1) Environment :

An organization operates within its relevant environment. Environment compriscs
of all the conditions, circumstances, and influences surrounding and affecting an
organization. Environmental factors can be classified as Economic environment,
Legal environment, Technological environment, Socio-cultural environment.



2) Organizational objectives and policies : HUMAN RESOURCE
o) & SATRAE g 3 2 PLANNING AND
HR plans should be based on organizational objectives. Specific requirements in CORPORATE STRATEGY

terms of numbers and characteristics of employees must be derived from orga-
nizational objectives.
3) HR need or demand forecast :

Third step is the process of estimating the future quantity and quality of people
required. The basis of forecast will be annual budget and long term corporate
plans. Demand forecasting must consider several factors like Internal (Budget
constraints, employee separations, production level etc.) & External (Competi-
tion, laws, change in technology etc).

4) HR Supply forecasting :
It determines whether the HR department will be able to acquire the required

number of workers. Specifically supply forecasting measures the number of people
likely to be available from within or outside an organization.

5) HR Programming :
Once the Organization’s HR need and supply are forecast, then vacancies can be
filled by acquiring the right employee at the right time.

6) HR Plan Implementation : X
Implementation requires converting an HR plan into action. (Example: Recruit-
ment, Training, etc.)

7) Control and evaluation :

Controlling is the process of checking the errors and taking the most appropriate
corrective action. It helps in managing the surplus or shortage of manpower in
an organization. In case of surplus staffing controlling can be done through
restricting hiring, reducing working hours (VRS, lay off etc) and if it is a case
of shortage of manpower then controlling can be done through recruitment and
selection. '

USES OF HRP:

1. Match Human resources related activities and future organization objectives
efficiently. :

NOTES

2. Achieve economic in hiring new workers.
3. Expand the human resource management information base to assist other
human resources activities and other organizational units.

4. Make major demands on local labor matkets successfully.

5. Co-ordination different human resources management programs such as

employment equity plans and hiring needs.
BARRIERS TO HRP:

Planners face significant barriers while formulating an HRP. The major ones are the
following:
a) People question the importance of making HR practices future oriented and

the role assigned to HR practitioners in formulation of organizational strat- — -
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b)

d)

D)

egies. Their argument is simple there are people when needed. Offer attrac-
tive package of benefits to them to quit when you find them in surplus.

HR practitioners are perceived as experts in handling personnel matter, but
are not experts in managing business. The personnel plan conceived and.
formulated by the HR practitioners when enmeshed with organizational
plan, might make the overall strategic plan itself defective.

HR information often is incompatible with the information used in strategy
formulation. Strategic planning efforts have long been oriented towards fi-
nancial forecasting often to the exclusion of other types of information.

Conflicting may exist between short-term and long-term HR ‘needs. For
example, there arises a conflict between the pressure to get work done on
time and long-term needs, such as preparing people for assuming greater
responsibilities. Many managers are of the belief that HR needs can be met
immediavely because skills are available on the market as long as' wages and
salaries are competitive. These managers fail to recognize that by resorting to
hiring or promoting depending on short-term needs alone, long-term issucs

-are neglected.

There is conflict between quantitative and qualitative approach to HRP.
Some people view HRP as a number game designed to track the flow of
people across the departments. These people a strictly quantitative approach
to planning. Others take a qualitative approach and focus on individual
employee concerns such as promotable and career development.

Non-involvement of operating managers renders HRP ineffective. HRP is not
strictly and HR department function. Successful planning needs a coordi-
nated effort on the part of operating managers and HR personnel.

Organizational Survey of

Need for Paople
Pecple - Avaitable
HR
and Plans



PROBL ENTS OF HUMAN RESOURCE PLANNING

)

Estimating Manpower Requirement
Methods of Estimating Manpower Needs
There are two important methods for estimating manpower needs. They are:

(A) Workload analysis
(B) Workforce analysis

(@) Workload Analysis

Workload analysis is important to estimate how much manpower would be
required to manufacture one unit. To determine the quantity of production,
sale is estimated first, estimate would also be made as to how much each
department will have to work to achieve the decided level of production. The
work of each department is transformed to manpower. Skills required by each
department would also be decided. The number of personnel of different type
required in various departments would also be estimated from the man hours

necessary for the production.

Similarly, estimates are put for all the departments such as production, mar-
keting,. finance, ctc. suppose there is a2 department in which 18000 units are
to be produced in a month. Production of each unit requires 0.10 man hours.
So, 1800 man-hours would be required for the month. Suppose an employee
works for 180 hours'in a month. It means that the manpower requirement of
the department for a month would be 10 persons. But in practice, lot of
factors is required to be considered. This method may work for long term
manpower planning. Here workforce analysis becomes useful.

(b) Workforce Analysis

In the workload analysis we have considered 10 employees adequate, but the
factors such as labor turnover, absenteeism etc. have been ignored by us in the
analysis. If we consider these factors, we would find that 10 workers are not
adequate to achieve the production target. Work force analysis takes care of the
two factors. '

(i) Absenteecism: When an employee does not come on work, even if he is
expected to come, he is said to be absent. According to encyclopedia of
social sciences absenteeism is the time lost in industrial establishments by
the avoidable an unavoidable absence of employees.

For calculating the rate of absenteeism, therefore, two facts are required:
the number of persons scheduled to work and the number actually present.
Thus, the rate is index of absenteeism may be expressed in the followed

formula:
Man shifts lost in hours
= x 100
Total Man shift scheduled to work in hrs
Ordinarily, it is the ‘severity rate’ of absenteeism, as calculated above, that

is taken into consideration in practice. Besides, we may look at absentee-
ism in terms of its ‘frequency rate’ according to which any absence of a
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(2

workman over a continuous period of day is taken as onc absence. A
worker who is absent for a number of successive days in a given period -
will be taken as absent once as against another worker who remains absent
for the same number of days in total but throughout the period rather

. in succession. The problem of absenteeism is more serious in the second
case than in the first one and, therefore, frequency rate is regarded as the
better yardstick than the severity rate.

The manpower planner should mind the rate of absentecism and then
only precede to forecasting manpower needs of a company. If the rate rises
above certain proportion, it damages the company even if wages are not
paid for the absences. The high rate of absentecism would restrict the
working schedule prepared by the management. In such a situation
management should inquire into the causes of absence and accordingly
take necessary steps to reduce the rate of absenteeism.

(ii) Labour tumover: The replacement of new recruits in place of old employ-
ees is labour turnover. It signifies the stability or otherwise of the wotkforce.
This stability and instability should be taken in to account by the .man-
power planner before forecasting manpower needs of a company.

There are different formulas for imputing labour tumover; labour turn-
over may be computed in various ways.
(a) According to total replacement expressed by the formula

R

: SO x 100

w
where R is total replacements and W is average working force.

(b) According to total avoidable separations like quits, discharges, etc.
expressed or

§-U

T = x 100

W

where S stands for separations, U stands for unavoidable separations
LGl VESTE ECTY MR T TR W TRKT SE N T
deaths, etc.) and W is average working force.

Recruitment and Selection

Recruitment is essentially a process to discover sources to obtain manpower
and to employ effective measures for contacting these employees, which will
be forming an efficient wotkforce. The recruitment process involves five differ-
ent elements, which include;

(a) a recruitment policy
(b) a recruiting organization
(c) a forecast of manpower requirements

(d) the development of manpower sources, and
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(4)

(5)

@ techniques for utilizing these sources.

The. process of selection involves placement in effective positions. The selection
process depends upon effective job analysis and differential recruitment and
placement. The selection process involves usually seven steps.

(a) Preliminary screening of applications.

(b) Review of application forms

(c) Physical examination

(d) Checking references

(¢) Psychological testing

(f) Interview and

() Internal promotion programmes
Induction and Development

The term “Induction” means installation or initiation. The new recruit is
installed into a position or job, and initiated into the team that makes up the
workforce of the organization. Induction is the process of introducing new
recruits to an organization and explaining their role within it. It usually begins
with a guided tour of the building etc. Induction is important because impres-
sion gained by new employees during this period can influence their percep-
tion of the organization for many years to come.

Once the employee gets his orientation to the organization, posting the person
to the right place wherein he/she would be most suitable is referred to as
deployment. The skills, responsibility, ability to work in a team and such
other qualities of individuals are important considerations in the deployment
of staff. If deployment of personnel were not done carefully, serious problems
of conflicts would arise in the organizations.

Personnel Development

In India, libraries and information centers are operating as constituent parts
of various institutional complexes like R & D establishment, universities,
government departments and others, and therefore are largely conditional and
controlled by personnel policies and plans of the parent organizations. To
achieve the organizational objectives, targets of growth and development, the
human resource development of an organization has to make a plan to get the
best out of its carefully selected employee’s.

The various personnel dcvelopmént programmes are:
(@) Performance appraisal of staff;

(b) Training and development;

(¢) Changing perspectives and arttitudes;

(d) Communication.

Ensuring quality to products and services

Quality circles are small groups of employees who normally work together,
meeting regularly to agree upon ways of improving quality, productivity, etc.
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There are international standards available to maintain quality in library and
information centers. In India, for example using CCF format for creation of
database will ensure a standard for data exchange. This in turn helps us in
providing quality service in networking environment.

(6) Overall assessment & performance & fine tuning

Planning is not just a one-time exercise. It is a continuing effort to judge its
effectiveness in the actual implementation process. While executing a plan, in
course of time, it may undergo changes, due to various problems that had not
been anticipated while preparing a plan. In practical implementation of the
plan, the plan may require modification. Therefore, plan cfficacy in terms of
result achieved should be asscssed at periodical intervals. This type of evalu-
ation would identify the strength and weakness of the plan. The weak portion
of the plan has to be revised. The type of assessment would permit returning
of the plan to ensure success.

CASE STUDY - How HRP helped turn round a disaster for Heathrow
Express

On Friday, 21 October 1994, threc parallel tunnels being constructed as part of the
Heathrow Express link collapsed. This led to a huge increase in the cost of the
project, a Health and Safety Inspectorate successful prosecution and a long delay in
the project. Rather than blame each other for this disaster, British Airports Authority
(the developer) and Balfour Beatty (the contractor) set up a ‘solutions team’. Initially
this was to examine technical problems but it led quickly to a £1 million staff
development programme being set up. The emphasis at the carliest stage was to
encourage all the swaff to forget their differences and difficulties, and work together
as one team rather than two suspicious warring factions. The plan was put into place
not just as a routine training exercise but to help change the culture and way of
working in the light of the severe difficulties.

This programme included a series of strategy workshops involving managers of both
companies, extensive training in managing people skills for supervisors and a monthly
information exchange meeting with groups involving suppliers. The latter meetings
fostered an atmosphere of openness and supported the way the two main
companies worked together. The front line training sessions took place as close as
possible to the tunneling sites. A number of 'champions’ were identified - people
who volunteered to take an active role in influencing the single-team culture and in
leading discussion groups. They benefited from a personal development programme
and were instrumental in deepening the culture change. Despite initial
cynicism, most of the staff came to approve of and support the culture change. In
turn the two companies made every effort o meet the immediate needs and
requests of the staff if they co-operated with the programme.

BAA estimated that the single-team approach made a saving of at least £1.5
million, chiefly from non-duplication of roles between the two organizations but alse
from the way swaff approached the management of people and the problem-solving
techniques learnt on the development courses. The programme won the 1997 People
Management Award.



QUESTIONS:

o’

1. Discuss thc case in dewail with SWOT analysts’
2.What is your opinion reading the subject of the case?

SUMMARY

Human Resource Planning as the process by which management determines |

how the organization should move from its current manpower position to its
desired position through planning, management strives to have the right
number and the right kind of people, at the right places, at the right time,

domgthmgswhxchmﬂtmbothﬂlemganmandmemdmdualteoewmg ‘

maxinmum long-run benefits,

Human Resource Plannmglsdlrectlyrelatedtothequahtyofthepmchwt,
the market demand for the same and the type and level of skill necessary
to produce a product required by the general consumer in the area of
operation of an enterprise. It is also necessary for human resource planner
to assess human resource requirements in the above context and also to
project the future need in relanon to the development and expansion plan

of 'a given enterprise.

Human Resource Planning is directly related to the quality of the product,
the market demand for the same and the type and level of skill necessary
to produce a product required by the general consumer in the area of
operation of an enterprise.

When an employee does not come on work, even if he is expected to
come, he is said to be absent.

ANSWERS TO 'CHECK YOUR PROGRESS'

L.

Corporate Strategy determines the basic long-term goals of an enterprise,
and the adoption of courses of action and the allocation of resources nec-
essary for carrying out these goals.

Human Resource Planning includes the estimation of how many qualified
people are necessary to carry out the assigned activities, how many people
will be available, and what, if anything must be done to ensure that person-
nel supply equals personnel demand at the appropriate point in the future.

TEST YOURSELF

1)

2)
3)
4)
5)

What is human resource planning? Identify its objectives and role in Human
Resource Management.

What are the factors affecting human resource planning?
Why human resource planning is needed in the organization?
What are the effective barriers of human resource planning?

Explain the process of human resource planning.
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JOB ANALYSIS

3 | Job Analysis

NOTES

The Chapter Covers :

B SCOPE OF JOB ANALYSIS

B METHODS OF COLLECTING JOB ANALYSIS DATA
B PROCESS OF JOB ANALYSIS

B IMPORTANCE OF JOB ANALYSIS

@ JOB DESCRIPTION }

B JOB SPECIFICATION b

Learning Objectives:

After going through this chapter, you should be able to:

B Define Job Analysis.

M Understand Scope, Uses, Process, Components and Importance of Job Analysis
n

|

Define Job Description
Explain Job specification
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INTRODUCTION

A defined data collection and analysis procedure through which information about.
job tasks and job requirements are obtained. Job analysis is the procedure<for deter-

mining the duties and skill requirements of a job and the kind of person who should
be hired for it.

Organizations consist of positions that have to be staffed. Job analysu is the proce-
dure through which you determine the duties of these positions and the character-
istics of the people who should be hired for them. The analysis produces information
on job requirements, which is then used for developing job descriptions (what the

_job entails) and job specifications (what kind of people to hire for the job).

A job is a collection or aggregation of tasks, duties and responsibilities which as a
whole is regarded as a regular assignment to individual employees.

Meaning of Job Analysis

Job Analysis is basically the process of identifying the nature of jobs. Job amlysls
refers to various methodologies for analyzing the requirements of a job. The main
purpose of conducting job analysis is to prepare job description and job speclﬁmnon
which in turn helps to hire the right quality of workforce into the organization. It
helps to understand the qualities required by employees. It is a process used to
collect information about the duties, responsibilities, necessary skills, outcomes, and
wotk environment of a particular job.

To analyze any job there are 6 steps:

Identify how information will be used

Review background information

Select representative positions to analyze

Collect data to analyze job

Review information with incumbents

Develop Job Description / Job Specification

Step 1 : Identify the use to which the information will be put, since this will
determine the types of data you collect and how you collect them. Some
data collection techniques like interviewing the employee and - aslung what

the job encails and what his responsibilities are good for writing job de-
scriptions and selecting employees for the job.
Performance standards
e Quantity, quality, speed
® Used to evaluate employee performance

Step 2 : Review relevant background information such as organization charts, pro-
cess charts, and job descriptions. Organization charts show how the job in
question relates to other jobs and where it fits in the overall organization.
The. chart should identify the title of each position and, by means of its

interconnecting lines, show who reports to whom and with whom the job
incumbent is expected to communicate.

Step 3 : Select representative positions to be analyzed. This is done when many
similar jobs are to be analyzed and it is too time-consuming to analyze, say,
the jobs of all assembly workers.

Step 4 : Next actually analyze the job by collecting data on job activities; require
employee behaviors, working conditions, and human traits and abilities
needed to perform the job.

Step 5 : Review the information with job incumbents. The job analysis information
should be verified with the worker performing the job and with his or her
immediate supervisor. This will help to confirm that the information is
factually correct and complete. This “review” step can also help gain the

o= il ok B



employee’s acceptance of the job analysis data and condlusions by giving
that person a chance to review and modify your description of his or her
job activities.

Stép 6 : Develop a job description and job specification. A job description and a job
specification are usually two concrete products of the job analysis. The job
description is a written statement that describes the activities and respon-
sibilities of the job, as well as important features of the job such as working
conditions and safety hazards. The job specification summarizes the per-
sonal qualities, skills, and background required for getting the job done; it
may be cither a separate document or on the same document as the job
description. !

SCOPE OF JOB ANALYSIS :
Recruitment and Selection: Job analysis provides information about what the job
entails and what human characteristics are required to carry out these activities. Such
job description and job specification information is used to decide what sort of
people to recruit and hire.
Compensation: Job analysis information is also essential for estimating the value of
and appropriate compensation for each job. This is so because compensation, (such
as salary and bonus) usually depends on the job’s required skill and education level,
safety hazards, degree of responsibility and so on-all factors that are assessed through
job analysis. Job analysis providés the information determining the relative worth of
cich job sothat each job can be dassified.
Training: Job analysis information is also used for designing trainihg and develop-
ment programs because the analysis and resulting job description show the skills-and
therefore trainiiig-that ate required.
Performance raisal: A performance appralsal compares each employee’s actual
performance with his or her performance standards. It is often through job analysis
that éxpetts determine the standdrds to be achieved and the specific activities to be
performed.
JOB ANALYSIS = Process of defining jobs in terms of tasks, behaviors and personal
requirements.
METHODS OF COLLECTING JOB ANALYSIS DATA
A vititty of methods are used to c¢ollect information about jebs. None of them,
however, is petfect. In actual practice, therefore a combination of several methods is
used for obtaining job analysis data. These are discussed below:
Job performance:
In this method the job analysts acnially performs the job in question. The analysts
thus receive firsthand experience of contextual factors on the job including physical
hazards, social, demands, emotional. pressures and mental requirements. This method
is useful for jobs that can be easily learned. It is not suitable for jobs that are
hazaidous (e.g. fite fighters) or for jobs that require extensive training (e.g. doctors,
pharinacists).
Personal observation:
The analysts obseives the worker (s) doing the job. The tasks performed, the pace
at whith activities are done, the working conditions, etc are observed during a
- complete work cyele. During observations certain precautions should be taken:
1) The afalysts must observe average worker during average conditions.
2) The analysts should observe without getting directly involved in the job.
3) The analysts must make note of other specific job needs and not the behav-
iors specific to particular workers. ‘
4) The analysts must make sure that they obtain a proper sample for generali-

zation.
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manual, short period job activities. On the negative side the method f:uls to take

note of the mental aspects of jobs.

Critical incidents:

The critical incident technique (CIT) is a qualitative approach to job analysis used
to obrain specific behaviorally focused descriptions of work or other activities. Here
the job holders are asked to describe several incidents based on their past experience.
The incidents so collected are analyzed and dlassified according to the job areas they
describe. The job requirements will become clear once the analysts draw the line
between effective and ineffective behaviors of workers on the job. For example if a
shoe salesman comments on the size of a customer’s feet and the customer leaves the
store in a huff , the behavior of the salesman may be judged as ineffective in terms
of the result it produced. The critical incidents are recorded after the events have
already taken place — both routine and non-routine. The process of collecting a fairly
good number of incidents is a lengthy one. Since incidents or behaviors can be quite
dissimilar the process of classifying data into usable job description can be difficult.
The analysts overseeing the work must have analytical skills and ability to translate
the content of descriptions not meaningful statements.

Interview:

The interview method consists of asking questions to both incumbents and super-
visors in either an individual or a group setting. The reason behind the use of this
method is that job holders are most familiar with the job and can supplement the
information obtained through observation. Workers know the specific duties of the
job and supervisors are aware of the job's relationship to the rest of the organizations.

Due diligence must be exercised while using the interview method. The interviewer
must be trained in proper interviewing techniques. It is advisable to use a standard
format so as to focus the interview to the purpose of the analyst.
Although the interview method provides opportunities to elicit information some-
times not available through other methods, it has its limitations. First, it is time
consuming and hence costly. Second, the value of data is primarily dependent on the
interviewer’s skills and may be faulty if they put ambiguous questions to workers.
Last, interviewers may be suspicious about the motives and may distort the informa-
tion they provide. If seen as an opportunity to improve their positions such as to
increase their wages, workers may exaggerate their job duties to add greater weightage
to their positions
USES OF JOB ANALYSIS

1. Acquisition of personnel : Job Analysis helps in acquisition of personnel as

it involves human resource planning, recruitment and selection.

2. Human Resource Development : HRD is undertaken as a continuous pro-
cess to match individuals and job requirements. Such matching is indicated
by the information provided by job analysis.

3. Job Evaluation and Compensation : The process of determining the worth
of different jobs relative to compensation and benefics is known as Job evalu-
ation. This is done through job analysis on the basis of job profile and
individual characteristics.

4. Employee counseling : Job analysis helps those employees who are unable to
bear the stress of a particular job. It helps in employees counscling which
helps in removing the stress of the employees.

Compensation: Compensation is what employees receive in exchange for their con-
tribution to the organization. Compensation management helps the organization
obtain, maintain and retain a productive workforce.



Compensation is referred to the sum total of monetary and non monetary value
previded to the employees in exchange for work performed. It is the money and
other benefits received by an employee for rendering services to his employer. These
benefits are either direct or indirect rewards given to employees on the basis of the
vajue of the job, their personal contributions, and their performance. Compensation
is an integral part of human resource management which helps in motivating the
employees and improving organizational effectiveness.

- Induction: Orientation or Induction is the first important step in the process of
human resource management. It involves familiarization of the newly appointed
employees to the work environment of the organization as well as to the fellow
employees. Induction is a socializing process by which the organization seeks to make
an individual its agent for the achievement of its objectives. The new employees
should be oriented to the organization and to its policies, rules and regulations.

PROCESS OF JOB ANALYSIS:
The process of Job analysis is shown below:

Determination of uses of

. Job analysis

y
Strategic choices in job
analysis

y
Information collection

v
Information Processing

Job | Job

Description specification

F:

1) Determination of uses of Job analysis : Job analysis has variety of uses. Its
uses are not confined to recruitment and selection. In large organizations,
Job analysis is used for different purposes. This information is collecred from
various sources and in various forms. Therefore, it is the first step is to
determine the use of job analysis.

2) Strategic choices in Job analysis : Certain strategic choices are available before
all organization which have to be determined systematically:

e The extent of employee involvement in job analysis.
o The level of details of the analysis.

e Timing and frequency of the analysis.

® Past- oriented versus future-oriented job analysis.

3) Information Collection : The next step after analyzing strategic choices is the
information collection for job analysis. While collecting information, major
decisions that are involved are:

e The type of information to be collected.
® Methods to be employed for information collection, and
® Persons involved in information collection.

4) Information processing : This step involves editing and classifying informa-
ton into relevant categories and preparing job description and job specifi-
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cation. Job description is a written record of a job describing its nature,
duties and responsibilities. Job specification refers to the summary of mini-

mum and/or desirable qualities that the employee must possess in order to
perform the job effectively.

COMPONENTS OF JOB ANALYSIS

Job analysis is a systematic procedure to analyze the requirements for the job role and
job profile. The components of Job analysis are:

Job Analysis

. -— v —
-Job Position Job Description Job Warth

Role &
Responsibilities

Skills,
Knowledge,
Attitude

Job’ Position

Job position refers to the desxgnatmn of the job and cmployee in the organization.
Job position is important in the compensation strategy as it determines the level of
the job in the organization. For example, management level employees receive greater
pay than non-managerial employees. The non-monetary benefits offered to two dif-
ferent levels in the organization also vary.

Job Description '

Job description refers to the requirements an organization looks from a particular job
position. It states the key skill requirements, the level of experience needed, level of
education required, etc. It also describes the roles and responsibilities attached with
the job position. The roles and responsibilities are key determinant factor in estimat-
ing the level of experience, education, skill, etc required for the job. It also helps in
benchmarking the performance standards.

Job Worth

Job Worth refers to estimating the job worthiness i.e. how much the job contributes
to the organization. It is also known as job evaluation. Job description is used to
analyze the job worthiness. It is also known as job evaluation. Roles and responsi-
biliies help in determining the outcome from the job profile. Once it is determined
that how much the job is worth, it becomes easy to define the compensation strategy
for the position.

Therefore, job analysis forms an integral part in the formulation of compensation

‘strategy of an organization. Organizations should conduct the job analysis in a

systematic manner at regular intervals. Job analysis can be used for setting up the
compensation packages, for reviewing employees’ performance with the standard level
of performance, determining the training needs for employees who are lacking certain
skills.

Job Analysis should collect information on the following areas:

® Duties and Tasks : The basic unit of a job is the performance of specific
tasks and duties. Information to be collected about these items may



- include: frequency, duration, effort, skill, complexity, equipment, stan-
: dards, etc. ) . i
" o Environment : Environment means physical requirements needed to perform
a job. The work environment may include unpleasant conditions such as
offensive odors and high temperature. There may also be risky elements such
as noxious fumes, radioactive substances, hostile and aggressive people, and
dangerous explosives.

o Tools and Equipment : Some duties and tasks are performed using specific
equipments and tools. Equipments may include protective clothing. These
items need to be specified in a Job Analysis.

® Requirements : Job analysis should clearly define the knowledge, skills, and
abilities (KSA’s) that are required to perform a job.

IMPORTANCE OF JOB ANALYSIS

Job analysis forms the basis for demand-supply analysis of human resources, recruit-
ments, compensation management, and training need assessment and performance
appraisal. It helps in analyzing the human resources and establishing the strategies
to accomplish the business goals and strategic objectives.

Job Analysis helps to find information about the following:

1. Work activities: Information is usually collected on the actual work activities
performed, such as cleaning, selling, teaching, or painting. Such a list may also
indicate how, why, and when the worker performs each acrivity.

2. Human behaviors: Information on human bchaviors like sensing, communicat-
ing, decision-making, and writing may also be collected. Included here would be
information regarding human job demands such as lifting weights, walking long
distances, and so on Machines, tools, equipment, and work aids used. Included
here would be information regarding products made, materials processed, knowl-
edge dealt with or applied (such as finance or law), and services rendered (such
-as counseling or repairing)

3. Performance standards: Information is also collected regarding performance stan-
dards (in terms of quantity, quality, or speed for each job - duty, for instance)
by which an employee in this job will be evaluated.

4. Job context: Included here is information about such matters as physical working
conditions, work schedule, and the organizational and -social context-for in-
stance, in terms of the number of people with whom the employee would
normally have to interact. Also included here might be information regarding
incentives for doing the job.

5. Human requirements: Finally, information is usually compiled regarding human
requirements of the job, such as job-related knowledge or skills (education,
training, work experience) and required personal attributes (aptitudes, physical
characteristics, personality, interests).

Salary and Compensation:

The term compensation management, or alternatively, wage and salary administration
revolves around designing and managing policies and methods of disbursing employee
compensation. Traditionally it includes such areas as job evaluation, maintenance of
wage structures, wage surveys, incentives administration, wage changes and adjust-
ments, supplementary payouts, profit sharing, control of compensation costs, and other
related pay items.

Salaried often implies a status distinction, because those who are on salary are generally
white-collar, administrative, professional, and executive employees, whereas wage-earn-
ers are designated as hourly, non-supervisory, or blue-collar. Wage-earners in some or-
ganizations do receive full wage if they are absent for such reasons as sickness, whereas
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salaried employees, especially at the lower levels, often receive overtime pay when they

-work over the standard work week.

Induction and Orientation: Orientation or Induction is the first important step in the
process of human resource management. It involves familiarization of the newly ap-
pointed employees to the work environment of the organization as well as to the fellow
employees. An induction or orientation programme is designed to achieve the follow-
ing objectives:-
e To build up the new employee’s confidence in the organisation and in himself
so that he may become an efficient employee.

To develop among the newcomers a feeling of loyalty toM thie organisation.
e To foster a close and cordial relationship among the employees.

o To ensure that the new employees do not form a false impression and negative
attitude towards the organisation or the job.
e To give the employees the necessary information like facilities, rules etc about
the organisation.

Generally, the process of orientation begins by taking the new employees around the
factory and offices of the company. The supervisor gives new employees’ introduction
to the fellow employees and provides the immediately needed information about oth-
ers as well as about the organisation, so that he feels comfortable in the new surround-
ings. Lectures and discussions may be arranged to provide the necessary information
and guidance. Handbooks, manuals and pamphlets may also be supplied for the orien-
tation of the new employees. The information provided to the new employees, during
the orientation process may include:-

e Brief history of the Company
Operations and products of the company
Company’s organisational structure .
Location of departments and employee facilities
Personnel policies and practices
Rules and regulations
Employee activities
Grievance procedure
Safety measures
e Standing orders.

What is the difference between induction and orientation?

Induction referred to formal training programs that an employee had to complete be-
fore they could start work.

Otrientation was ‘the informal information giving that made the recruit aware of the
comfort issues - where the facilities are, what time lunch is and so forth.

JOB DESCRIPTION '

A job description is a list of the general tasks, or functions, and responsibilities of
a position. It also includes qualifications needed by the person in the job, salary
range for the position, etc.

It is written statement showing job title, tasks, duties and responsibilities involved
in a job. A job description is usually developed by conducting a job analysis, which
includes examining the tasks and sequences of tasks necessary to perform the job. The
analysis looks at the areas of knowledge and skills needed by the job.

A job description contains the following information:



1) Job ute, code nuchr, and department/division. . JOB ANALYSIS
2) Job contents in terms of activities or tasks performed.
3) Job responsibilities towards effective performance of the job.
4) Working conditions specifying specific hazards.
5) Social environment existing at the workplace.
6) Machine tools and equipments. ———
7) Extent of supervision given and received.
8) Relationship with other jobs.
Significance of Job description
® A job description should be written ooncxscly and with the primary purpose
of informing the employees.
e It is not so much a legal document, as it is a way to advise prospective and
current employees of what is expected from a specific job.
Features of Job description .
e Position title: Every job should be followed by the name of the person
responsible for overseeing that position and the job location. It also is a good |
idea to include the pay
® Scale range. It is important to add working conditions as this is a way for
prospective employees to decide if they are interested in this specific posi-
tion. -
A job description should include the hours and/or shift that the individual perform-
ing this position will be working. Most importantly, it will include duties, tasks, and
responsibilities that lie with that specific post. This is the area that specifies as to
what should be included, including the skill set necessary to complete the tasks
outlined.
Benefits of Job Description
® A job description clearly defines what is expected from the employer and the
employee. A well-written job description can help the employee to be pre-
pared and informed of what is expected of him. It can be a useful tool in the
communication between management and employees.
® Job descriptions are written statements that describe the duties, responsibili-
ties, contributions and outcomes needed from a position, required qualifica-
tions of candidates, and reporting relationship and coworkers of a parucular
job.
® Job descriptions are based on information obtained through job analysis, an
understanding of the competencies and skills required to accomplish needed
tasks, and the needs of the organization to produce work.
@' Job descriptions also include information about working conditions, tools,
equipment used, knowledge and skills needed, and relationships with other

positions.
JOB SPECIFICATION:

JOB SPECIFICATION is a statement which tells us minimum acceptable human quali-
ties which helps to perform a job. Job specification translates the job description into
human qualifications so that a job can be performed in a better manner. Job specifica-
tion helps in hiring an appropriate person for an appropriate position. The contents
are:

Job title and designation
Educational qualifications for that title
Physical and other related attributes

Physique and mental health Self-Instructional Materisi
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" e. Special attributes and abilities
f. Maturity and dependability
g Relationship of that job with other jobs in a concern.
Job specification specifies personality requirements, and lists qualifications both physi-
cal and mental, necessary to perform the job properly. It is used in informing the
prospective employees about minimum acceptable qualities required to get the job and
perform well.
It may be a specific period of experience, a specific educational degree or specific physi-
cal requirements such as height, weight etc. These specifications specifically relate to:
1. Physical characteristics : These include general health, height, endurance level,
vision, colour discrimination, etc.
2. Psychological characteristics : These include mental dexterity, judgment - ana-
lytical ability, alertness and concentration. ‘
3. Personal characteristics : These include personal appearance, emotional stabil-
ity, maturity, aggressiveness, outgomg nature, poise, initiative and dtive, lead-
ership qualities, cooperative spirit, conversational ability etc.
4. Responsibilities : These include supervision of others, responsibility for pro-
duction, process or equipment; responsibility for the safety of others etc.
Advantages of Job Specification ;
It is helpful in preliminary screening in the selection procedure
It helps in giving due justification to each job.
It also helps in designing training and development programmes.
It helps the supervisors for counseling and monitoring performance of employ-

ees.
It helps in job evaluation.

It helps the management to take decisions regarding promotion, transfen and
giving extra benefits to the employees.

CASE STUDY

Job analysis may be defined as a methodical process of collecting information on the
functionally relevant aspects of a job. Job analysns tells the human resources person-

nel:

ap oo

&

g

the time it takes to complete relevant tasks

the tasks that are grouped together under a single job position

the ways to design or structure a job for maximizing employee performance
the employee behavioral pattern associated with performance of the job -
the traits and attributes of a proper candidate for the job

the ways the data can be used to develop human resource management

Importance of Job Analysis:
Three major factors create the need for job analysis:
¢ statutory concerns, such as equal employment opportunity
* responses to business competition—tecruiting and reraining talent
* technological changes that create new jobs and render others obsolete
What are the uses of job analysis information?
Job analysis information is used in human resources on a regular basis to define:

¢ Job description: A job description gives an account of the work and duties
associated with a particular job. It describes the way the job is performed
currently. Most job descriptions contain the following information:



o the job name
o summary description of the job
o a list of duties for the job
< o a list of organizational responsibilities related to the job
o Job specifications: Job specifications define the characteristics of the activities
i associated with the job and given in the job description. They describe the
skill sets and qualifications that a candidate for the job should possess.

* Job classification: Job classification groups similar jobs into classes and fami-
lies. This simplifies the overview for managers and is essential for stream]med
functioning of an organization.

* Job evaluation: Job evaluation involves finding out the monetary worth of a
job. and helps to sct up equitable pay structures.

* Job design: Job design integrates employee needs with productivity needs
to maximize worker efficiency.

Job Analysis as a Basis for Producing a Job Description and a Person
Specification

Flynn (1996) conducted an analysis of the job of Copy Room Supervisor in the
Admin Copy room of the Reprographics Unit within a university Design & Print
Centre. The unit’s main functions are photocopying and binding, production and
print room support. The job incumbent and the Print & Reprographics Manager
provided’ input to the job analysis. A multi-level approach was used: task (specific
tasks, procedures, equipment, materials used), worker-oriented (work activities and
behaviours) and personal characteristics (knowledge, skills, abilities and personal
attributes required for effective performance). The methods of analysis selected were

as follows:
incumbent
4. Comptetion of both
by incumbent and 5. Data analysis
manager

Recorded observations and interview responses were pooled and then content analysed
to produce a list of tasks, activities and attributes. Fifty-one job statements were

produced, organized under seven main headings: planning and organizing, controlling
and momtormg, decision making, administration, interaction with others, equipment,
security and safety. Job incumbent and manager independently rated each statement
on_importance to effective operation of job and frequency of performance, using five-
point scales. It was found that the job incumbent and manager agreed overall in their

ratings of importance and frequency, although disagreements arose with respect to
some administrative tasks and in how much interaction with others was described.

Questions:
* What is the need for job analysis?
* What do you understand after reading this case study?

SUMMARY:

® A defined data collection and analysis procedure through which information
about job tasks and job requirements are obtained.

3. Construction of worker
activities questionnaire
and checklist
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Job analysis is the procedure for determining the duties and skill require-
ments of a job and the kind of person who should be hired for it.

Job position refers to the designation of the job and employee in the orga-
nization. Job position is important in the compensation strategy as it deter-
mines the level of the job in the organization.

Job Worth refers to estimating the job worthiness i.c. how much the job
contributes to the organization. It is also known as job cvaluation.

A job description is a list of the general tasks, or functions, and responsi-
bilities of a position.

ANSWERS TO 'CHECK YOUR PROGRESS'

1.

- &

In this method the job analysts actually performs the job in question. The
analysts thus reccive firsthand experience of contextual factors on the job
including physical hazards, social, demands, emotional pressures and mental
requirements. This method is useful for jobs that can be easily learned. It is
not suitable for jobs that are hazardous (e.g. fire fighters) or for jobs that
require extensive training (e.g. doctors, pharmacists).

Job position refers to the designation of the job and employee in the orga-
nization. Job position is important in the compensation strategy as it deter-
mines the level of the job in the organization. For example, management
level employees receive greater pay than non-managerial employees. The
non-monetary benefits offered to two different levels in the organization also

vary.

QUESTIONS:
1) Define Job Analysis. What are the uses and components of Job Analysis?
2) What is the process of Job Analysis? Explain features and benefits of job

Analysis.

3) What do you mean by Job Description?
4) Write a short note on Job specification.

FURTHER READING
e HRM: John Sterdwick

e Human Resource Management: L. M. Prasad
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The Chapter Covers :

B RECRUITMENT

B Factors Affecting Recruitment

B Sources of Recruitment OR METHODS OF RECRUITMENT
B Factors in a Recruitment POLICY

B ASSESSMENT OF THE RECRUITMENT PROGRAMME

B RECENT TRENDS IN SELECTION

B FACTORS AFFECTING SELECTION DECISIONS:

B Recruitment & Selection Policies :

B Recruitment Practices in India

Learning Objectives:

After going through this chapter, you should be able to:
Understand the term Recruitment and Selection.
Explain process of Recruitment.

Discuss methods of Recruitment.
Differentiate between Selection and Recruitment.

Draw Selection Process.
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INTRODUCTION

In this chapter we look at the first stage of managing people - artracting and sclectmg
staff. Recruitment and selection are usually considered as one process. However, we
will make the distinction here between the initial actions and considerations when
planning staff recruitment and the process of selecting an individual from a pool of
applicants. Recruitment needs to be carefully planned in order to attract the right
type of applicant. Ultimately, this increases the chances of making a suitable selec-
tion and appointment. Your involvement may be limited to a discussion of the need
for a particular job within your team or work area, or you may be required to
interview job applicants. Whatever your involvement, this chapter makes it clear that
it is important for you to understand the whole process to make an effective contri-
bution to the staffing of your organisation.

RECRUITMENT

Recruitment is a process concerned with the identification of sources from where the
personnel can be employed and ensuring the placement of right personnel at right
place. It is a process for obtaining correct number and quality of employees that can
be selected in order to help the organization to achieve its goals and objectives. In
simple words, recruitment refers to the process of attracting, screening, and selecting
qualified people for a particular job in an organization.

.| Recruitment is a ‘linking function’ joining together those with jobs to fill and those

seeking jobs. Recruiting makes it possible to acquire the number and types of people
necessary to ensure the continued operation of the organization Hr-Recruiting is the
discovering of potential applicants for actual or anticipated organizational vacancies.
In simple terms, recruitment applies to the process of attracting potential employees
to the organization or company. It is a systematic-means of finding and inducing
available candidates to apply to the company or enterprise to employment recruit-
ment is said to be positive in its approach as it seeks to attract as many candidates
as possible.

According to Flippo, “Recruitment is the process of searching for prospective em-
ployees and stimulating them to apply jobs in the organization.

According to C.B. Mamoria, “Recruiting is the discovering of potential apphmnts for
actual or anticipated organizational vacancies™.

According to Voder, “the recruitment policy is concerned with quantities & quali-
fications of manpower.” Jt establishes broad guidelines for the staffing process.

According to Werther and Davis,-

“Recruitment is the process of finding and attracting capable applicants for employ-
ment. The process begins whep new recruits are sought and ends when their appli-
cations are submirted. The result is a pool of applicants from which new employees
are selected.”

Another definition of recruitment says:

“Recruitment is a form of competition. Just as corporations compete to develop,
manufacture, and market the best product or service, so they must also compete to
identify, attract and hire the most qualified people™.



Thus, recruitment helps to create team of prospective employees for the organization.
Recruitment acts as a link between the employers and the job seekers and ensures
the placement of proper candidates. The process of attracting individuals on a timely
basis, in adequatc numbers, and with appropriate qualifications, and encouraging
them to apply for jobs with an organization is known as recruitment.

The ability vo identify the' correct talent for not just the role/job but also from the
organizational values perspective can be summarized as the key recruiting challenge.
- Following figure provides the framework used in organizations to plan and staff che

human resources requirements of the company. :
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. Figure: Framework design of Procurement
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is no easy, fool-proo! r a candidate even r the job.
The dme that today’s or%:iudons spenﬁ on this activity in not just planning for
it but also its execution. length and complexity of the modern selection proce-
dure are rngible evidence of this fact.
Recruitment or manpower selection process is the first in the loyment of
talent and the methods through which this talent is brought into 2 job has much
to do with the ultimate success or failure of such employment. It is a m::ﬁ: paradox
that on one hand we have a surplus of educated talent available in the market
awaiting employment while on the other hand organizations struggle to find the
right talent. ore the employability of the educated talent is emerging as
the single largest challenge, for India at least.
Therefore, recruitment has been regarded as the most important function of human
resources administration, because unless the right type of people are hired; even the
best plans, organization charts and control systems would be rendered ineffective.
recruitment of employees is particularly important in India for at least two
key reasons: (a) it is not easy to ﬁrcanemg{oyec. It has both societal as well as
implications. Labor Court adjudicating su diutqs would determine whether
termination of service was hiustiﬁed and c(l’ear :{ reinstatement iff: tshuch order was
ropriate. Organizations have to mainuin ocumentation of the Eerforma.noe
:gpanpcmplo l.g:vlzxic:h is objectively and fairly recorded to ensure that the employee
was given uate opportunity to do the job and was supported by the employer
in this effort. Failure to carry out this procedure undermines the case if it goes to |
any judicial court, (b) the chances of mismarching the job and the person are much
higher in India. With resume’s that carry fictitious information this challenge is
con;gounded. Under these conditions, the pressure.to p:;pe‘yrly match a candidate w
a job is only one-sided, that is, from employer’s side only.

Purposes and Importance of Recruitment:

The general purpose of recruitment is to provide a pool of potentially qualified job |
candidates. Specifically, the purposes are to: v "
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(1)

2
(3)

@
5)
©
%
(®)

Determine the Lﬁresem and future requirements of the organization in con-
junction with the personnel planning and job analysis activities.

Increase the pool of job candidates with minimum cost.

Help increase che success rate of the selection process by reducing the num-
ber of, obviously, under qualified or overqualified job applicants.

Help reduce the probability that job applicants, once recruited and selected,
will leave the organization only after a short period of time.

Meet the organization’s legal and social abligations regarding the composi-
tion of its workforce.

Start identifying and preparing potential job applicants who will be appro-
priate candidates. '
Increase organizational and individual effectiveness in the short and long
term. ‘

Evaluate the effectiveness of various recruiting techniques and sources for all
types of job applicants.

FACTORS AFFECTING RECRUITMENT
All organizations, whether laze or small, do engage in recruiting activity, though not

to the same intensity. Few

i.

ii.

ctors that impact the nature of recruitment:

The size of the organization- the smaller the organization the more the need
to carefully scrutinize the candidate for a job and the fitment to the orga-
nizational culwure. The risk in case of job-candidate mismatch can prove
equally expensive for a smaller organization as compared to the larger one.
The employment conditions in the country where the ization is lo-
cated- critically impacts the recruiting strategy. The methods for recruiting,
the selection tools glat are most smr'lt:ﬁ and the legal framework that bear on

. the employer are some aspects that need to be considered.

iii.

iv.

vi.

The affects of past recruiting efforts which show the organization’s ability to
locate and keep good peli-fx;fmmg ple- constandy reviewing the effective-
ness of the recruiting methods anme selection, tools used, evaluating the
success at-work of the new recruits are some methods used by organizations
to ensure that quality hiring practices are in-place.

Working conditions and salary and benefit packages offered by the organi-
zation - this may influence turnover and necessitate future recruiting. The
rate of growth of organization- the phase in the life- cycle of the firm is a

measure of the recruiting effort.
The level of seasonality of operations and future c?amion and production

programmes - Ensuring that the recruitment numbers come from a well-
lanned Human Resource Plan. It is critical to ensure that there is no over-
Kiring or under-hiring of the required talent to achieve the organizational
objectives.

Cultural, economic and legal factors - these too affect the recruiting and
selection methods that are used.

Significance of Recruitment

1.

2,

3.

In combination with HRM planning, recruitment helps in determining the
requirements for present ancf future human resources. :
Recruitment helps in building team of potential personnel and analyzing the
sources from where the organization has to choose those candidates.

It helps in filtering the number of candidates by eliminating under qualified
or overqualified job applicants.

It helps in reducing the attrition rate by signing in a contract with the
prospective candidates.

It helps in evaluating the cffectiveness of various recruitment techniques and

sources of recruitment.



Recruitment needs e

There are 3 types of recruitment needs arising in the organization. selection

1. Planned: Needs arising from the changes in the organization and retirement '
policy are called planned needs .of recruitment. :

2. Anticipated: Anticipated needs are those movements in personnel which an :
organization can predict by studying trends in internal and external environ- NOTES
ment. Example: Aurition rate of young generation.

- 3. Unexpected: Incidents like resignations, deaths, accidents and illness often
give rise to unexpected needs.
Process of Recruitment

Recruitment and planning

!

Sources of recruitment
Evaluation l
and control =

Contacting sources
{

Application pool
;

Selection process

-

1. Recruitment and planning : First step in recruitment process starts with
planning which involves determination of number of apl)licants and type
of applicants to be contacted. Generally, organizations plan to attract
more applicants than what they intend to select. This is because some of
the candidates may not be interested in joining the organizatdon and
some may not meet the criteria of selection.

2. Sources of recruitment : Second step in recruitment process is to identify
the sources from where these candidates can be attracted. Normally, there
are two kinds of sources for the manpower supply: internal and external.

Internal sources: - Through internal sources, an organization fills the vacan-
cies by either locating present potential personnel or by taking referrals from
those personnel. Most of the organization promote tKeir present employees
or transfer them in order to fill :E:m positions that are vacant. These promo-
tions are made on the basis of merit system or seniority bascs, or combina-

tion of both. g

External sources: - External sources are all those sources through which an
organization makes contact with potential candidates, other than its own
internal candidates.

3. Contacting sources : After realizing the sources of contact, the process of
contacting these sources starts. Every organization must start this process
after suﬂigcient preparation and research. Organizations should share all the
necessary information which is must to be shared with the candidates. There

are various methods of contacting sources.

4. Application pool : After contacting the sources of recruitment, the organiza-
tion receives applications from prospective candidates. The number of appli-
cation depends upon the size of organization, type of organization and type
of jobs. All the applications received for a particular job are collected which
become the basis fgr selection process.
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SOURCES OF RECRUITMENT OR METHODS OF RECRUITMENT

Methods of

Recruitment

Internal sources ; External sources
o Transfer

¢ Promotion .
- o Re-employment

Advertisement
Gate Hiring
Employment referrals |
Public employmesit
exchange *

Employmétit agencies
Educational
institutions

Labor contractors
Recommendations

The sources of recruitment can be classified into two types, internal and external.
Filling a job opening from within the firm has the advantages of stimulating prepa-
ration for pOSSIblc transfer / promotion, serves as a key motivator for internal employ-
ees who are aspiring for a move, increasing the general level of morale, and provides
more information about job candidates through analysls of work histories within the
organization. A job posting has 2 number of advatitages. Front the view point of the .
employee, it provides flexibility and greater control over carcer progress. For the
employer, it should result in better marches of Cmployec and job. However, not all
jobs are posted by an organization internally. In opening a job for internal aspirants
an organization make a conscious decision and then moves forward. It is also postible
that organizations might post all job opening internially as well as externally and the
internal candidates compete for the job along with other external candidate. What-
ever is the case, the objective remains to find the ‘best persod’ for the job.

(1) Internal Recruitment:

Internal Recruitment refers to filling up of vacancies from its internal resources. It
takes place within the concern or organization. Thest sources are readily available w
an organization. Internal recruitment helps to increase the employee's productvity
as their motivation level increases. It also assists the orgahization to save time, moiiey
and efforts. But a drawback of internal recruitnient is that it ceases the organization
from new employees that might prove to be iore efficient form the existing ones.
Since, all the manpower requirements cannot be met chrough internal recruitment,
hiring from outside has to be done so as to fill the existing vacancies.

Internal sources are primarily of 3 types:
a. Transfers
b. Promotions (through Internal Job Postings) and

¢. Re-employment of ex-cmployees Rc—cmploymcnt of ex-employees is one of
the internal sources of recruitment in which employees can be invited and
appointed to fill vacancies in the concern. There are situations when ex-
employees provide unsolicited applications also.



Merits )

() Enhances morale of the employees of the organization,

(ii) It ensures stability from continuity of employment.

(iii) Provides an opportunity to the management to implement a comprehensive
programme of talent inventory & analysis.

(ivv Employer is in a better position to evaluate thoge presently employed than
outside candidates,

(v)  Builds loyalty among the employees,

(v In many organizations, the principal source for qualified workers may be the
ranks of present employees who have received specialization.

Demerits
()  There is a danger of ‘inbreeding’ implying that new blood may be discouraged

from entering an organization or company.

(i) Another major weakness is possible inadequacy of supply of needed manpower,’

(iii) Recruitment from within seldom contributes significant new ideas or innova-
tions or suggestions that may be very important for progress in a competitive
economy,

(iv) Promotions based on length of service rather than merit, may prove to be a
blessing for inefficient candidates. They do not work hard & prove their
worth,

External Recruitment — Exvernal sources of recruitment are those sources that have
to be scarched from outside the organization. External sources are external to a
coacern. It involves a lot of time and money. The external sources of recruitment
include - Employment at factory gate, advertisements, employment exchanges,
employment agencics, educational institutes, labor contractors, recommendations
etc. In other words, external recruitment is when the organization clearly prefers to
“hire from outside the organization for the job. Organizations most definitely go for
external hiring for lower level jobs, when they are expanding, during phases of rapid
growth and for positions whose skills/ experience specifications cannot be met by
existing human resources. '

a) Employment at Bactory Level/ Gate hiring — Gate hiring is the concept of
selecting people in which the applications for vacancies are presented on
bulletin boards outside the Factory or at the Gate. This kind of recruitment
is applicable generally where factory workers are to be appointed. These
workers ase mostly unskilled or semi-skilled workers. There are people who
keep on secking jobs from one place to another. These applicants are called
as unsolicited applicants. These types of workers apply on their own for the
job. In this kind of recruitment, workers have a tendency to shift from one
“facrory to another and therefore they are called as “badli” workers.

b) Advertisement — The most common method for contacting the prospective
candidates is advertising. It is an external source which has got an important
place in recruitment procedure. It is used for attracting managerial and

technical people cither experienced or inexperienced. The biggest advantage
of advertisement is that it covers a wide area of market and. scattered appli-

cants ean get information through advertisements. Medium used is Newspa-
pers and Television.

c) Employment Exchanges — Therc are certain Employment exchanges which

are run by government. They are also known as public employment ex-

. Most of the government undertakings and concerns employ people

through such exchanges. According to this mcthod all the industrial under-

takings must notify their vacancies to employment exchange concerned be-
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Fiion Bosacis fore these vacancies are filled. The main purpose of these exchanges is to find
Management a match between jobs notified by various industrial undemkmgs and the job

: : seckers. Now-a-days, recruitment in government agencies has become com-
pulsory through such public employment exchanges.

d) Employment Agencies — There are certain professional organizations which
undertake recruitment and cmployment of people on behalf of actual em-
ployees, i.c. thesc private agencies run by private individuals supply required
manpower to needy concerns.

¢) Educational Institutions — Also known as Campus recruitment programme,
Educational Institutions make arrangements for conducting selection tests
and interviews on the campus, provide resumes of the students and make
them available for the companies visiting the campus. It is an external source
for recruiting fresh graduates from these institutes. The procedure adopted
by recruiting organizations is as follows:

i.  Short listing campuses
ii.  Choosing recruiting team
iii. Visiting campus and making contact

NOTES

iv. ' Conducting interviews/tests

f) Recommendations — At times, certain people in the organization recommend
the names of some other persons who bhave experience in a particular area.
These recommended persons may be their family members, friends, or other
known people. The idea behind using employee recommendations is that the
present employees may have specific knowledge of such candidates. There are
certain vacancies which can be filled by recommendations of such people.
One drawback of this source is that the company has to rely totally on such
people which can later on prove to be inefficient.

g) Labor Contractors — There are some people who supply manpower to the
Factory or Manufacturing plants. Through these contractors, workers are
appointed on contract basis, i.e. for a particular time period. Under the
conditions when these contractors leave the organization, such people who
are appointed have also to leave the concern.

Merits:

() Wide Choice: The organization has the freedom to select candidates from a
large pool. Persons with requisite qualifications could be picked up.

(ii) Injection of Fresh Blood: People with special skills & knowledge could be
hired to stir up the existing employees & pave the way for innovative ways of
working,

(iif) Motivational Force: It helps in motivating internal employees to work hard &
compete with external candidates while seeking career growth. Such a com-
petitive atmosphere would help an employee to work to the best of his abili-
ties,

(iv) Long-term Benefits: Talented people could join the ranks, new ideas could
find meaningful expression, give out their best and earn rewards.

Dererits

(i) Expensive: Hiring costs could go up substantially. Tapping multifarious sources
of recruitment is not an easy task ei

(ii) Time Consuming: It takes time to advertise, screen, to test & to sclect suitable
employees. Where suitable ones are not available, the process has to be re-’
peated,

(iii) Demotivating: Existing employees who have put in considerable service may
resist the process of filing up vacancies from outside. The feeling that their
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services have not been recognized by the zonganization, forces then to work with
less enthusiasm & motivation,

(iv) Uncertainty: There is no guarantee that the organization ultimately will be
able to hire the services of suitable candidates. It may end up hiring someone
who does not fi 8 who may not be able to adjust in the new setup.

ALTERNATIVES TO RECRUITMENT

Since recruitment and selection costs are high (search process, interviewing, agency
fee, etc.) firms these days are trying to look at alternatives to recruitment, - especially
when' market demand for firm's products and services is sluggish. Moreover, once
employees are placed on the payroll, it may be extremely difficult to remove them
if their performance is marginal. Some of the options in this regard may be listed
thus: '

(1) Overtime: Short-term fluctuations in work volume could best be solved through
overtime. The employer benefits because the costs of recruitment, selection and
training could be avoided. The employec benefits in the form of higher pay.
However, an overworked employee may prove to be less productive and wm out
less than optimal performance. Employees may slow down their pace of work
during normal working hours in order to earn overtime daily. In course of time
overtime payments become quite routine and for any reason these payments do
not accrue regularly, employees become resentful and

(2) Subcontracting: To meet a sudden increasc in demand for its products and
services, sometimes, the firm may go for subcontracting - instead of expanding
capacities immediately. Expansion becomes a reality only when the firm expe-
riences increased demand for its products for a specified period of time. Mean-
while, the firm can meet increased demand by allowing an outside specialist
agency to undertake part of the work to mutual advantage.

(3) Temporary: Employees: Employees hired for a limited time to perform a specific
job are called temporary employees. They are particularly useful in meeting
short term human resource néeds. A short-term increase in demand could be
met by hiring temporary hands from agencies specializing in providing such
services. In this case the firm can avoid the expenses of recruitment and the
painful effects of absenteeism, labor turnover, etc. It can also avoid fringe ben-
efits associated with regular employment. However, temporary workers do not
remain loyal to the company; they may take more time to adjust and their
inexperience may come in the way of maintaining high quality. -

(4) Employee Leasing: Hiring permanent employees of another company who pos-
sess certain specialized skills on lease basis to meet short-term requirements -
although not popular in India - is another recruiting ptactice followed by firms
in developed countries. In this case individuals work for the leasing firm as pert
he leasing agreement/arrangement. Such an arrangement is beneficial to small
firms because it avoids expense and problems of personnel administration.

FACTORS IN A RECRUITMENT POLICY

Generally, the following factors are involved in a recruitment policy:

(1) To carcfully observe the letter & spirit of the relevant public policy on hiring
& on the whole, employment relationship,

(2) To provide individual employees with the maximum of employment security,
avoiding frequent lay-off or lost time.

(3) To provide each employce with an open road & encouragement in the con-
tinuing development of his talents 8¢ skills.

(4) To assure each employee of the organization interest in his personal goals 8
employment objectives,
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(5) To assure employees, of ﬁumess in all employment relationships, including
promotions & transfers.

(6) To avoid dlques which may dcvclop when several members of the same hold
or community are employed in the organization.

(7) To provide employment in jobs which are enginccred to meet the quahﬁm—
tions of handicapped workers & minority sections.

(8) To encourage one or more strong, effective, responsible trade unions among
the employees.

PREREQUISITES OF A GOOD RECRUITMENT POLICY:

(1) It should be in conformity with its general personnel policies.

(2) It should be flexible enough to mect the changing needs of an organization.

(3) It should be pro designed so as to ensure employment opportunities for its
employees on a long-term basis so that the goals of the organization should
be achievable, & it should develop the potendalities of employess. -

(4) It should match the qualities of employees with requirements of the work for
~ which they are employed.

(5) It should highlight the necessity of establishing job analysis.

Once the, recruitment policy is made explicit, the company cans evolve a detailed

procedure to make the whole exercise systematic. Such a systematic approach will
enable people within (or outside) the organization to follow a predictable path.

The recruitment procedures should however be flexible enough to permit personnel
department to respond quickly to demands made on them by various departments
& by potential candidates. Recruitment, it should be remembered, is a marketing
activity as well as a public relations exercise. When recruiting people,, organizations
are going out into their external environment & competing with others for suitable.
Candidates, such activities, therefore, should be conducted in a manner that sustains
or enhances the prestige & public: image of the organization concerned. Fair &
objective recruitment policies 8¢ standards would add to the image of the organiza-
tion in the long run.

ASSESSMENT OF THE RECRUITMENT PROGRAMME
Sources for recruiting should be periodically evaluated. For this purpose, the criteria

may be the cost per applicant, the applicant/ hiring ratio, tenure, performance
appraisals, etc.

The organization should first identify how an applicant was attracted to the firm. A
simplc way of securing this information is to include in the application bland a
question:

(i) How did you learn of the job vacancy for which you havc applied?

(ii) The next step is to determine whether any one method consistently attracts
better applicants.

(iii) The last step is to use this information to improve the recruiting process.

Recruiting should take into consideration ethical practices, such as use of truth in
hiring, i.e., telling an applicant all about the firm & its position, both good & bad,
to enable him to decide whether or not to join the firm, if selected.

A successful & effective recruitment programme necessitates: .
(i) a well-defined recruitment policy,
(if) a proper organizational structure,



(iii) procedures for locating sources of manpower resources,
. (iv) suitable methods & techniques for utilizing these, &
(v) A constant assessment & consequent improvement.
Recruitment Practices in India '
The different sources for recruitment in India have been classified thus:
(i) Within the organization:
(ii) Badli or temporary workers;
(iii) Employment agencies;
(iv) Casual callers;

(v) Applicants introduced by friends and relatives in the otganization;

(vi) Advertisements; and
(vii) Labour contractors.

According to a survey of public and "private sector employers by Prof. Basavaraj, the

following methods were used to recruit employces:

(i) In the public sector (steel units;, the major sources or recruitment in order of

preference are:
(@) Casual callers or employment seeders;
(b) Newspaper advertisements; .
(c) Scheduled tribes and schedules castes;
(d) Employment exchanges;
(¢) Other public undertakings;
() Internal advertisement;
() Displaced persons;
(h) Relative and friends;
~ (i) Employee recommendations; and
() Institutions.

(i) In the public sector (heavy engineering) the sources for non-supervisory staff are:

(a) Employment exchanges;

(b) External advertisement;

(c) Internal advertisement;

(d) Central training institute;

() Introduction by the liaison officer of a corporation;
(f) Decputation personnel; and

() Transfer from other public undertakings.

(i) In the private sector, the survey disclosed that the procedures, though formu-
lated, were not institutionalized In character. In some organizations, preference
was given to sons and relatives of employees and to local people. In order of

preference, the major sources are:
(a) Advertisements;
(b) Employment exchanges;
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(c)  Relatives and friends; Check Your Progress
(d) Casual caller; and 1. Define Recruitment.
. () Employee. . 2. What are recruitment needs?
SELECTION

Selection is a process of choosing the right candidate for the desired job profile. It
is cither selecting the suitable candidature or rejecting the unsuitable candidature.
It is the last and most crucial stage in acquiring human resource in an organization.
It is a step where the organization has to decide who can fit in the overall job
requirements in the light of job description, role analysis, and job specification.
The selection phase is often complicated, lengthy and time consuming. Organization
has to make lots of efforts to select people who are fit for the jobs. Selection implies
scrutiny of candidates to ascertain how one can match the demands of the desired
job profile.

Selection is the process of examining the applicants with regard to their suitability

| for the given job or jobs, and choosing the best from the suitable candidates and

rejecting the others. Thus, selection is negative in its application in as much as it
seeks to eliminate as many unqualified applicants as possible in order to identify the
right candidates.
In other words, Selection is the process of picking individuals (out of the pool of job
candidates) with requisite qualifications and competence to fill job in the organiza-
tion.
A formal definition of selection is that “it is the process of differentiating between
applicants in order to identify (and hire) those with a greater likelihood of sucgess
in a job.”

ing to Dale Yoder, “Selection is the process in which candidates for employ-
ment are divided into two classes those who are to be offered employment and those
who are not. Selection means a process by which, qualified personnel may be chosen
from the applicants offering there, services to the organization for employment.”
According to Stome, “Selection is the process of differentiating between applicants in
order to identify those with a greater likelihood of success in a job”.
Prof P. Subba Rao defined in his book, “Essentials of Human Resource Management
and Industrial Relations” that, “The objective of selection is to choose the individual
who can most successfully perform the job from the pool of qualified candidates.”

DIFFERENCE BETWEEN SELECTION AND RECRUITMENT
The basic difference between recruitment and selection is that,

Recruitment is a process to attract maximum number of candidates so as to make
more options available to the organization; whereas, selection is a process to choose
the best out of available candidates.

Some other differences are:

1 Recruitment is a positive activity as it is concerned with increment of can-
didates, where as selection is a negative activity as it is related to eliminating
the candidates.

Recruitment precedes selection whereas selection follows recruitment.

3 The technique of recruitment is not very much intensive and does not
require high skills, whereas selection process requires specialised techniques.



Process of Selection:

1.

Application pool

v

Screening of
application forms

v

Selection tests

v

Selection interviews

¥
Checking of

. references
v

Physical examination

¥
Approval by

appropriate authority

v

Final selection

v
Employment

contract

v
Evaluation

APPLICATION POOL : An application is a detailed form consisting com-
plete information about the prospective candidates. This form basically con-
tains information like biographical data, educational information, work expe-
rience, career objectives, etc. More number of applications will provide more
of options to the organization to choose the best candidate.

SCREENING OF APPLICATION : The process of selection actually starts
from this step when the scrutiny of applications begins. Scrutiny of appli-
cation forms helps the HR specialists to eliminate unqualified jobseckers
based on the information supplied by them. Based on screening of applica-
tions, only those candidates are called for further process of selection that is
found to be meeting the job requirements of the organization.

. SELECTION TESTS : Job seekers who pass the screening and the prelimi-

nary interview are called for tests. Different organizations follow different
types of tests depending on the jobs and the skills. These tests are taken to
check the desired level of skills and knowledge of the candidates. Generally,
these tests are related to aptitude, general awareness, applicant’s ability and
personality.

Recruitment and
i

NOTES

Self-Instructional Material
n




Human Resource
Management

NOTES

Self-Instructional Material
72

4. INTERVIEW : After the sclection test is over, shortlisted candidates a;rc

called for the interview procedure. Interview is formal conversation con-
ducted to evaluate the applicant’s suitability. It is considered to be the best
selection device. It is face to- face exchange of views, ideas and opinion
between the candidates and interviewers. Basically, interview is nothing but

" an oral examination of candidates. Interview process can be adapted for
* selection of the unskilled, skilled, managerial and professional employees.

Objectives of interview: -
1) Interview helps in obtaining additional information about the appli-

cants

2) It facilitates giving general information to the applicants such as
company policies, job and products man
3) Interview helps in building the companys image among the appli-
cants through the cfficiency of interviewess. ;
Types of interviews
1. Informal Interview: An informal interview is an ‘oral interview and may
take place anywhere. The employee or the manager or the personnel
manager may ask few questions like name, place of birth, names of
relatives etc. It is not planned and nobody prepares for it. This is used
widely when the labour market is tight and when: onie needs workers in
large numbers.

2. Formal Interview: Formal interviews may be held in the office by the
managers in a2 more formal atmosphere, with the help of well structured
questions. Here the time and place of the interview will be predeter-
mined by the interviewers itself.

3. Non-directive Interview: Non-directive interview also known as unstruc-
tured interview is designed to let the interviewee speak his mind frecly.
The interviewer has no pre-decided formal questions, but his whole
attention is towards the candidate. Questions emerge as the discussions
between the interviewers and the candidate proceed. He encourages the
candidate to talk by urging whenever he is silent.

" e.g. “Ms. Surabhi, please tell us about yourself after you graduated from
high school”. The idea is to give the candidates complete freedom to
“speak” themselves, without the burden of the interviewer’s questions.
Here, the interviewer must have high level of patience and skills and
must guide and relate the information given by the applicant to the
objective of the interview.

4. Depth Interview: Depth interview is designed to deeply examine the

candidate’s background and to go into considerable detail on particular
subject of an important nature and of special interest to the candidares.
This is a kind of semi-structured interview.
For example, if the candidate says that he is interested in reading books,
a series of questions may be asked to test the depth of understanding and
interest of the candidate. These questions must be asked tactfully with
exhaustive analysis.

5. Stress Interview: Stress interview is designed to test the candidate’s
behaviour under conditions of stress and strain. In such interviews, in-
terviewers create stressful situation for the candidare. This situation can
be created in a number of ways- by asking questions too rapidly, criticising



the candidate’s answers and his manner of answering, interrupting him Recruitmeént and
frequently, and so on. _ selection
E.g. the interviewer may start with “Mr. John, we do not think your

qualifications and experience are adequate for this position,’” and watch
the reaction of the candidates. NOTES

A good candidate will not panic; on the contrary he may prove that how
he is qualified to handle the job.

6. Group Interview: It is designed to save executive’s time. In group‘inter-
view, candidates are brought together in the employment office and
interviewed. It is done to analyse the candidate’s confidence.

7. Panel Interview: In such kind of interview; a panel or interviewing board

" or selection committee may interview the candidate. All the interviewers
belong to different fields of specialisation so that all technical and
behavioural skills of candidates may be probed fully during the interview
process. This type of interview pools the collective judgment in the
assessment of the candidate.

8. Telephonic Interviews: These types of interviews are held on telephone
where interviewers have a copy of the resume and points that are to be
discussed with the candidates. Cerrain precautions whxle giving the
telephonic. interview are as follows;

e If you are on your home telephone, make sure that all room-
mates or family members are aware of the interview (no loud Y
stereos, barking dogs etc.).
Speak a bit slower than usual.

It is crucial that you convey your enthusiasm verbally, since the
interviewer cannot see your face.

o If there are pauses, do not worry; the interviewer is likely to be
taking some notes.

5. CHECKING OF REFERENCES : Most of the time employets ask the
candidates about their names, addresses, and telephone numbers of refer-
ences for the purpose of verifying information. Another important reason is
to gain additional background information of the applicant. Previous em-
ployers, known public figures, university professors, neighbours or friends
can act as references. Previous employers are preferable because they are
already aware of the applicant’s performance. Organisations normally seek
letters of reference or telephonic references.

6. PHYSICAL EXAMINATION : After checking the references of candidates,
the candidate is required to undergo a physical fitness test. This is carried
out to ascertain the physical standards and fitness of prospective employees.
When the prospective candidate is declared fit after the physical examina-
tion, he or she would be given his /her appointment letter. The results of
the medical fitness test are recorded in a statement and are preserved in the

personnel records.
* There are several objectives behind a physical test.
1. Most prominent reason for a physical test is to detect if the indi-
vidual carries any infectious disease.
2. Secondly, the test assists in determining whether an applicant is

physically fit to perform the work. Self-Instructional Material
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10.

3. Thirdly, the physical examination information can be used to deter-
mine if there are certain physical capabilities, which differentiate
successful and less successful employees.

4. Fourth, medical check-up protects the applicants from undertaking
work that could be detrimental to them or might otherwise endan-
ger the employer’s property. :

5. Finally, such an examination will protect the employer from workers
compensation claims that are not valid because the injuries or illness
were present when the employee was hired.

APPROVAL BY APPROPRIATE AUTHORITY : All the candidates se-
lected by the board have to be approved by the appropriate authority under
which they have to work.

E.g. an engineer candidate has to be approved by production manager after
being selected by the personnel department.

FINAL SELECTION : The next step in the sclection process is offering the
job to those applicants who have crossed all the previous hurdles. Final
selection is made through a letter of appointment. Such a letter generally
contains a date by which the appointee must report on duty. The appeintee
must be given reasonable time for reporting.

EMPLOYMENT CONTRACT : Another most tmportant step in selection
process is to make aware about the contract with the candidate. This contract
contains vital details about the candidate, which are authenticated and at-
tested by him/her. The basic information that should be included in a
written contract of employment will be:

1) Job titde

2) Duties and responsibilities

3) Date when continuous employment starts and the basis for calculat-
ing service.

4) Rate of pay, allowance, overtime and shift rates, method of pay-
ments.

5) Hours of work including lunch break and overtime and shift arrange-
ments.

6) Holiday arrangements:

i.) Paid holidays per year.
ii.) Calculation of holiday pay.

7) Grievances procedure (or reference to it).

8) Disciplinary procedure (or any reference to it).

9) Work rules (or any reference to them).

EVALUATION : The last step of selection process is the evaluation phase.
The effectiveness of the selection process is evaluated on the basis of the
quality of the personnel hired Periodic audit helps to evaluate the effective-
ness of a selection programme. People who work independent of HR depart-

men: must conduct audit. -

RECENT TRENDS IN SELECTION

New trends have been emerging in selection techniques along with other areas of
buman resource management. The recent trends in selection include:



()

(i)

(iii)

Selection by Invitation: Management observes the performance of key execu-
tives of competitors. If the performance of the key executives is excellent or the
key executives are change agents, thc management invites such executives to
join the organization by offering attractive salary and benefits. Thus, the sig-

nificant performance of the exccutives forms basls for selecting them by invi-

tation.

Leasing: Presently, the organizations need to employ specialists to take-up the
highly skilled jobs. In fact, the changes in technology demand highly skilled
employees. It would be very difficult to small organizations to employ the
skilled employees as they demand high pay. Added to this employees may not
have enough work. These factors enabled the consultancy organizations to
employ experts and depute these employees to the needy companies on lease.
These consultancy organizations are principal employees and the needy orga-
nizations draw the required employees from the pool on lease and pay the
agreed fee to the consultancy firms. The consultancy fitms pay the salary o
the employees.

This type of arrangement is bencﬁaal to the consultants, employees on lease
and the industrial organizations. The business organizations can utilize the
services of the experts with less cost. The employees get high pay and benefits.
The leasing company derives surplus from its charges and fees.

360° Selection Programme: Normally superiors administer the selection tests
and interviews. They judge the fit between the job and the candidate. But the
employee skills, knowledge and performance affect not only superiors our also
subordinates and the employees of the same level. Hence, the organizations
started employment test and interviews. This type of selection programme is
called 360° selection programme.

FACTORS AFFECTING SELECTION DECISIONS:

The goal of selection is to sort out or eliminate those judged unqualified to meet the
job & organizational requirements where as the goal of recruitment is to create a
large pool of persons available & willing to work thus, it is said that recruitment
tends to be positive while selection tends to be somewhat negative.

A number of factors affect the selection decision of candidates. The important among
tern are:

(1)
(2)

(3)

(4

Profile Matching: Tentative decision regardiixg the selection of candidates (who
are known) is taken in advance. Possible care is also taken to match the
candidate’s bio-data with the job specifications.

Organizational & Social Environment: Some candidates, who are eminently
suitable for the job, may fail as successful employees due to varying organiza-
tional & social environment.

Successive Hurdles: In this method, hurdles are created at every stage of
selection process.

Mutltiple Correlations: Multiple correlations is based on the assumption that
a deficiency in one factor can be counter, balanced by an excess amount of
another.

Model Checklist for and it or the Selection Programme

(1)

Analysis of programme

- (i) Is the selection programme consistent with human resource manage-

ment theory and practice?
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(i) Have well-defined selection policies and procedures been developed?

(iii) Are the employment policies consistent with public policy?

(ivy Do the wage levels, fringe benefits, and level of employee satisfaction
within the organization have a beneficial effect upon the ability to at-
tract and retain good employees?

(2) How adequately are the programme and its procéduru communicated to all
those involved in and affected by ic?

{1 (3) How well is the programme implemented? -
$) Have those entrusted with carrying out the employment programme
been adequately
trained?

(i)  Does the performance of the programme match the stated goals?

(ili)  Are. policy and procedurc manuals developed and utilized?

(4) Feedback: z _

(i) What image has been created in the minds of university and institute
placement officers, and public and private employment agencies by the
approach adopted by the company in conducting its hiring programme.

(ii) Have recently hired employees and rejected the applicants been sur-
veyed to gauge the type of trearment they have received in the selection
process?

(ili) How many persons have rejected the company as a poor place to work
because of low wages, a poor reputation and so on?

(5) Analysis of result
()  How well do those hired perform on the job?

(i)  What percentage of those who apply are hired?

(iii) Of those hired what percentage are discharged during the probationary
period? What percentages resign because the job and employment con-
ditions were misrepresented to them?

‘ (iv) 'What portion of employee turnover can be attributed to faulty selection?

(v) What contribution does cach of the selection tools make to the programme?
How well do the predictions from each of the selection devices been
properly validated?

RECRUITMENT & SELECTION POLICIES
Selection Policy

The selection procedure is essentially a series of methods of securing pertinent in-
formation about the applicant and qualifying him/her as a potendial candidate with
as close fit as possible to the job criteria. At each step in the selection process the
objective is to learn more about the candidate and evaluate him against the job
requirements. The information obtained can then be compared with the job descrip-
tion/specification. If the applicant qualifies, he or she advances to the next step.
Sometimes organizations might evaluate information from multiple selection tools
simultaneously to eliminate of qualify a candidate to the next round in the selection
rprocess. Thus, the job specification and the job applicant are interrelated at each step
in the selection procedure.

Recruitment Policy

‘Once the HRP process has concluded with the determination of human resources

requirements for the year ahead, the recruitment and selection process can begin.


http:selecti.on

Very often, recruitment is misunderstood as filling a current vacancy. Increasingly
organizations are focusing on recruitment and selection process to hire a high poten-
tial candidate who the management expects to become important in the future
scheme of things. Recruitment is the process of scarching for prospecﬂve employces
and stimulating them to apply for jobs in the organization. It is often termed
“positive” in that its objective is to increase the sclection ratio, that is, the number
of applicants per job opening.

RECRUITMENT PRACTICES IN INDIA

The different sources for recruitment in India have been classified thus: (i) Within
the organization; (ii) Badli or temporary workers; (iii) Employment agencies; (iv)
Casual Callers; (v) Applicants introduced by friends and relatives in the organiza-
tion; (vi) Advertisements; and (vii) Talent contractors.

Dale Yoder and others point out: “Recruitment is a process to discover the sources
of manpower to meet the requirements of the staffing schedule and to employ
effective measures for attracting that manpower in adequate numbers to facilitate
effective selection of an efficient working force”. In terms of Stahl, recruitment is the
corner stone of the whole human resources structure.

Recruiting sources as discussed above should be periodically evaluated. Some com-
mon metrics used are, cost per applicant, the applicant/ hiring ratio, tenure, perfor-
mance appraisals, etc. Recruiting should take into consideration ethical practices,
such as use of “truth in hiring” l.c.,tdhnganapphantallabouttheﬁrmandm
position, both good and bad, to enable him to decide whether or not to join the
firm, is selected. -

A successful and effective recruitment programme necessitates a well-defined recruit-
ment policy, a proper organizational structure, and procedures for locating sources
of manpower resources, suitable methods and techniques for utilizing these and a
constant assessment and consequent improvement. Often organizations have a clearly
laid down process document for recruitment to ensure that quality hiring take place.
All public sector enterprises are required to consider candidates sponsored by the
Employment Exchanges and, in most cases, confine the selection to these candidates.
However, the private sector is not under any such formal obligation. Under the
Apprentice Act, 1961, young craftsmen having received pre-employment training in
Industrial Training Institutes have to be employed by ‘specialized’ industries during
training period as a percentage of the total number of regular employees. Reservation
of 25% of vacancies for Scheduled Castes and Scheduled Tribes candidates and
preferential treatment of displaced persons is a part of statutory requirement of
Government and-public sector employment in India.

The question of preference to “Sons of the Soil” i.e., local population in the matter
of employment within the local area has, of late, assumed a complex character. In this
connection, the National Commission on Talent has observed: “The solution has to
be sought in terms of the primary of common citizenship, geographical mobility and
economic feasibility of locating industrial units, on the one hand, and local aspira-
tion on the other.”

The recruitment of managerial human resources in most organized industries is
generally by promotion from within the organization. Some industries first recruit
a number of young people as management trainces and groom the ones with high
talent -potential to take on senior roles and responsibilities. However it is also com-
mon in organizations to hire managerial talent from outside, if sufficient interndl
candidates are not available. External candidates enable an organization to bring in
more industry knowledge and calent and keep the organization young and creative.
The large and growing organizations enlist with and compete aggressively to wop

1
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talent from premier institutions such as the Indian Institutes of Technology, Indian
Institutes of Management and from Universities offering MBA courses to obtain the
best of talent. )

In the Indian organization where interviews are one of the most popular methods for
selection, one of the key challenges is the availability of skilled interviewers. Man-
agers are mandated to undergo training for effective interviewing skills and often
need to be certified before they can interview and qualify candidates for a job/
position.

A CASE STUDY

Recruitment sites woo first-time job seekers

By Anjali Prayag

“Travelling across the country for campus hiring ba.r become an expensive process and’
companies were looking for alternatives.”

Bangalore, May 11 The campus recruitment process, which had fallen into a pattern
in the last few years, has taken a new turn this year.

While some of last year’s recruits are yet to receive their joining dates, thanks to the
slowdown, students passing out this year will sec lile activity in the campus place-
ment process.

Turning this slump into a business opportunity, online job sites are focusing their
services on this new category of users.

Naukri.com is beta testing Firstnaukri.com, a job site targeted at graduates ready for
the job market in 2009.

Mr Hitesh Oberoi, COO, Naukri.com, told Business line that this was in response
to clients requesting Naukri to help them in campus hiring Moreover, travelling
across the country for campus hiring has become an expensive process and companies
were looking for alternatives, he said. About 25 companies have already registered
and 20,000 CVs have been posted on FirstNaurki.com, said Mr Oberoi. Several
institutes are interested in registering their students’ profiles on the site.

“This kind of campus-to-corporate online network will help companies reach out to
a greater number of students,” said Mr Srini Krishnamurthi, Managing Director,
Expertus, a training outsourcing firm that has just launched a job portal for engi-
neering graduates. From a career point of view, typical job sites do not work well for
freshers as their needs are different. “Seniors have social networking sites that help
them in connecting with people. That’s why we decided to launch c2c.com where
students can participate in blogs and forums and get news about che industry, and
who's hiring.” .
To help freshers, JobStreet India is adding a bunch of skill tests in Test Bench, a job
seeker self-assessment product in its portfolio, said Mr. Anand Iyer, CEO, Jobstreet
India.

This product offers aptitude and skill tests which job seckers (most of the time
freshers) would find useful to assess their current competencies at their own pace,
and choose to take remedial measures to become better qualified in the shrunken job

market, said Mr lyer.
Friendly portal for job seckers
By G. Naga Sridhar

‘Hyderabad, March 23. If you are one of those who lost your job due to recession,

here is some good news. There are “friends” who wish to help you find a job soon.


http:FirstNaurki.com
http:Naukri.com
http:Firstnaukri.com
http:Naukri.com

What you need to do is post your ‘CV on meh.mm, a portal set‘up by -
Pune-based Mr. Saurabh, who recendy lost his job in Yahoo, along with his friends

Mr. Anthony, Mr. Igbal Gandham and others.
At the very outset, the portal lists three rules: no job consultants, no fake jobs/
profiles and no charges for matchmaking. It also asks the users upfront to “kindly
respect the three rules of this free service.”
One can post CV and jobs in a wide range of areas such as design, engincering
finance, gcneral HR, quality assurance, testing and software developmént, among
others.
“Our philosophy is simple, if we can help one person get back into a job, our
Web site would have done its job,” Mr igbal told Business Line. Asksaurabh is
not allowing recruitment agencies to post, and there is no charge for posting.
SUMMARY:
® Recruitment is a process concerned with the identification of sources from
where the personnel can be employed a.nd ensuring the placement of right
personnel at right place.
® Selection is the process of picking individuals (out of the pool of job candi-
dates) with requisite quahﬁmuons and competence to fill job in the organi-
zation.
® Sclection is the process of examining the applicants with regard to their
suitability for the given job or jobs, and choosing the best from the suitable
candidates and rejecting the others.

ANSWERS TO 'CHECK YOUR PROGRESS"

1. Recruitment is a process concerned with the identification of sources from
where the personnel can be employed and ensuring the placement of right
personnel ac right place. It is a process for obtaining correct number and qual-
ity of employees that can be selected in order to help the organization to achieve
its goals and objectives.

2. There are 3 types of recruitment needs arising in the organization.

(a) Planned: Needs arising from the changes in the organization and
retirement policy are called planned needs of recruitment.

(b) Anticipated: Anticipated needs are those movements in personnel
which an organization can predict by studying trends in internal and
external environment. Example: Attrition rate of young generation.

(c) Unexpected: Incidents like resignations, deaths, accidents and iliness
often give rise to unexpected needs. -

ANS. CYP
3. Selection is the process of examining the applicants with regard to their
suitability for the given job or jobs, and choosing the best from the suitable
candidates and rejecting the others. Thus, selection is negative in its appli-
cation in as much as it seeks to eliminate as many unqualified applicants as
. possible in order to identify the right candidates.
4. The recent trends in selection include:
(i) Selection by Invitation
(ii) Leasing
(iii) 360° Selection Programme
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Human Resource QUESTIONS

AMonagement 4) What is Recruitment? Explain various steps of Recruitment Process.
, 5) Explain various methods of contacting sources for Recruitment.
NOTES 6) Define Selection. What is the difference between Selection and Recruitment?

" 7) Describe various types of interviews.
FURTHER READING
e HRM: John Sterdwick

e Human Resource Management: L. M. Prasad
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The Chapter Covers :

B SOCIALISING THE NEW EMPLOYEE
B ORIENTATION OR INDUCTION
B A Case Study

Learning Objectives:
After going through this chapter, you should be able to:

B To better understand the different types of organizational socialization.
B To better undesstand how organizations approach the process of sodialization.
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INTRODUCTION

Whenever there is an entry of new person in the organization, he is firsdy taken for
an orientation program related to the organization and its entities. This is because
every new person is a stranger and an unknown identity for the organization. He is
unaware about the culture and climate of the organization; hence, he may experience
lots of difficulties and complications. These complications may be related to his work
or work environment. He might feel anxious about: .

® Whether he will be accepted by his colleagues and other peer group.
e Who will supervise his work and whether it will be up to the acceprable level

~ or not.

Such types of problems create a lot of stress in the mind of the employee and he
might get very much depressed. This may ultimately leads to reduction in his
working ability and his effectiveness. Therefore, to overcome such problems, organi-
zations have adopted few methods which help the new recruit to feel free and relaxed
about the organization. Two methods commonly followed by the organizations are
socialization and orientation of new employees.

'SOCIALIZATION

Socialization is a term which is derived from Sociology, which means how an indi-
vidual adjusts himself to the social situations in order to become a functional mem-
ber of a group as per its standards, modes and traditions..

In the context of organizations, socialization means a process that takes place when
new employees attempt to learn and follow norms and values of their work profile
in the organization. This is an essential process so that all the new recruits are
propetly adjusted in the work environment of the organization.

Features of socialization

® [Essential process : Socialization is considered as an essential process in the
organization because it helps the new employees to become familiar with the
existing norms and values of the organization. Therefore, they feel less stressed
and work without any kind of tension. y

® Adaptive process : Adaptive means to become accustomed with the estab-
lished norms and traditions. Socialization helps the employees to get accus-
tomed with the organization’s rules and procedures.

o Informative process : It is the process of delivering the information about an
organization’s culture and climate. It deals in communicating the values and
ethics that governs the organization from its inception.

Assumptions for employee socialization

1. Effect of Socialization on employee’s performance and Organization: The
basic assumption for socialization is that it affects the employee’s perfor-
mance and its effectiveness. The performance of employee is correlated with
his awareness about the job profile and work situations. Socialization helps
in understanding the employee about the correct way to do his job. Hence,
his effectiveness increases after the process of socialization.

2. Anxiety of new employees: Anxicty is a state of mind in which an individual

experiences uneasiness with fear and doubt. Whenever a new employee joins
the organization, he remains in such kind of anxiety and stress. Hence, there



is an assumption that proper socialization helps in removing the anxiety of

new recruits.

3. Socialization not in vacoum: Vacuum means space or emptiness. Socializa-
tion is a process which does not occur in a vacuum. It requires certain
supporting elements. Just informing about the job description does not
mean socialization. It is influenced by various elements like management
hierarchy, other departments, colleagues’ statements and their respective be-
haviors. Socialization is assumed to be effective only if all such elements
behave in desired. . :

4. Similarity in adjustment to new situation: Another important assumption in
socialization is that people should react in a similar way so as to adjust
themselves in critical situation. At the time of socialization, it is assumed
that after gaining the relative information, new employees should collectively
participate and try o adjust with established norms and regulations.

Process of Socialization

Pre- arrival Stage

'Commitment ; Productivity

Outcomes
Pre-arrival Stage :

This stage of socialization process pre-supposes that each new entity in the organi-
zation carries its own set of values, norms and expectations. These ideas are supple-
mented with what they learn from their friends and other sources. Also, at the time
of recruitment, most of the organizations deliver job previews and organization’s
structure. .

Encounter Stage :

Encounter stage is the second stage of socialization process. In this stage, the new
recruit confronts the realities of the organizational situations. He faces the actual
scenario of the job and job environment. He meets new people like his superiors,

colleagues, subordinates, etc. In such a situation, if the expectations of the new

employee match with the organization culture, then he promptly adjusts himself. In
case, he is not appropriately tuned with the culture, then he must undergo the
process of socialization. This will help him in coming off from his previous expec-
tations and assumptions and replace with another set which are necessary to adjust
in the new environment.

Orientation and

NOTES

Check Your Progress
1. Define socialization

2. What is encounter
stage of socializa-
tion?

Self-Instructionel Material




FHuman Resource
Management

NOTES

Self-Instructional Material

Metamorphosis Stage :

Last step of socialization process is this stage in which the new employee works out
on the problems discovered during the encounter stage. He reconciles with the values
and norms of the organization and brings necessary changes in his role behavior to

“suit them. Socialization process ends with the following outcomes:

1. Feeling of competence in the new employee for the job
2. Feeling of commitment to the organization, and
3. Feeling of confidence about himself

Methods of Socialization:

® Stories: Circulation of informal and oral narration of events about the orga-
nization events, inception, norms, etc is 2 common method of socialization.
This can also be known as story narration method. These stories reflect the
factual side of the organization rather than what has been written in orga-
nization documents.

e Rituals: Constant repetition of certain activities becomes the rituals of a
place. Therefore, rituals of an organization represent the key values of the
organization that what goals are most important and what has to be done
in respect of those goals. - '

® Material Symbols: Material symbols are the symbols which distinguish the
position of the employee. These symbols are like facilities offered to the
employees- rooms, tables’ size, refreshmene, etc. But in today’s context, such
symbols are constantdy diminishing so as to provide equal value to all the
members of the organization. While socializing, organization should reveal
such equalitics among all the employees working at same level in order to
remove the anxiety of new employee.

ORIENTATION OR INDUCTION

Orientation or Induction is the process of introducing a new employee to the orga-
nization and the organization to the employee by providing him relevant informa-
tion. Organizations could have induction programs of duration of 1-3 days and even
up to 1/3/6 months.

Billmoria has defined orientation as follows:

“Induction (orientation) is a technique by which a new employee is rchabilitated
into the changed surroundings and introduced to the practices, policies, and pur-
poses of the organization.”

Information that should be provided to a new employee depends on the organiza-
tional practices. A formal orientation program may contain following types of infor-
mation that is communicated to new recruits:

Al be Orsiiniaatt
e Mission and philosophy o Training and development
e  Objectives e Promotional avenues

e Product lines e Pay scale and pay day

¢  Organization structure e Vacation and holidays

¢ Key functionaries e Leave rules

¢ HR policies and rules e Disciplinary procedure



Provident funds ¢ Co-workers/officials

[

* Insurance benefits’ e Subordinates

#  Gratuity benefits e Job duties:

o Retirement benefits L o Overview of job

o Rechabilitation programmes © Relation to other jobs
o Introduction to supervisors » g‘:l‘:: timing and

Need for Orientation

1. Overcommg Employee anxiety : To overcome the anxiety of new employm,
orientation program has become a necessity.

2. Overcoming mlny shock : Whenever an employee joins an organization, his
desired expectations may not always get fulfilled. So in order to remove such
dissatisfactions, orientation of an employee is required.

3. Accommodating employees : Orientation helps in accommodating the new
employees with cxx.stmg employees by developing understanding various aspects
of job which he is expected to confront.

Objectives of Induction: .
Common objectives of an Induction program can be listed as covering;

1. Overview of the organization, its history, its hero's and important stories in
the life of the firm so far like mergers, acquisitions, JV's, expansion in new
countrics etc...

2. Organization Vision / Mission and Objectives statement, its structure, hier-
archy of the top and the senior management, structure of the teams/divi-
sions, focus on the division the employee/s is/ate joining

3. Overview of the HR policies and processes and introduction to. the Facilities
team, IT team and other relevant teams per the location of joining.

4. Handover to the manager and induction at a team level on specificities
related to the job and its responsibilities.

Organizations also build processes by which the new employee provides feedback on
the on boarding experience and use this information to improve the Induction
process. In as much as various firms report that over half of their voluntary resigna-
tions occur within the first 6 months, proper orientation can do much to reduce this
problem and its accompanying costs.
e Recruitment is the process of searching for prospective employees and
stimulating them to apply for jobs in the organization.
e Recruitment or manpower sclection process is thc first step in the em-
ployment of talent
® Sources for recruiting should be periodically evaluated. A successful and

effective recruitment programme necessitates a well-defined recruitment |

policy, a proper otganizational structure, and procedures for locating
sources of manpower resources, suitable methods and techniques for
utilising these and a constant assessment and consequent improvement.

Chapter 5:
Organizational socialization is the process by which employees learn about and adapt
to new jobs, roles, and the culture of the workplace. Early socialization factors may
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 indicate a new employee’s job satisfaction and it influences his or her longevity in the

organization.

At the age of 22, Liz Ruggles has just accepted a prestigious, high-paying job, with
Finer Food Inc. On her drive to the corporate office on her first day of work, Liz recalls
her experiences during the grueling process and is determined to turn her nervousness
into positive energy. Day one of Liz's experience takes place in a group session, with
four other newly hired district manager trainees being welcomed by the Vice President
of Finer Foods, Waden Winde.

Encouraged by the idea of a group training process, Liz leaves the office after day one.
feeling overwhelmed, but excited to see what the next several days have in store for her.
By the time her first week passes, Liz has atrended the monthly district manager meet-
ing, where she begins to question the motives behind what was once viewed as a posi-
tive_group training process.

Overloaded and unfamiliar with the topics discussed in the district manager meeting,
Liz continues to convince herself that her uneasy feelings are normal, and that her job
satisfaction is sure to increase over time. A month into the training process, Liz is
placed in a difficult context where she becomes confused about her role with the com-
pany, as well as who exactly is her direct supervisor. Buckling down, Liz journeys on to
the point where she can finally see the end of her training program coming clear. With
only one month of training left, Liz is offered a graduate assistantship to a prestigious
university. Liz finds herself having to decide whether life will get better for her once she
complctcs the district manager training, or would she be better suited rcsxgmng her
position and attending graduate school.

Questions

1. How does the nature of a company’s interviewing process play a role in the
socialization of a newly hired employee? For example, a three month interview-
ing process vs. at one day event.

2. What do you think is the appropriate number of steps or days in interviewing
process should have?

SUMMARY:

e Socialization is a term which is derived from Sociology, which means how an
individual adjusts himself to the social situations in order to become a
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