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1.2 DEFINITIONS OF MANAGEMENT

Management is a skill of having people working together in a coordinated manner to
achieve the organmisation goals. It is an effective utilisation of resources and creating
an environment for people to work in tandem and motivating the workers for getting
lo the goals of the enlerprise. Management 15 a process which controls and directs
people to perform, creating a right environment for them.

Management has been defined by various experts in their own perspective. Hence, it is
difficult 10 give a solitary definition to the term1 “management”, There are differem
views and interpretations by various scholars and critics. Some officials consider it to
be a system of authority, whereas economists think management is a resource, like,
capital, land or labour. Sociclogists define it as an elite class of society.

Management
Definitions

Traditional Madern
view point view point
Prime mowve of

— A of gelling things — organisational making it

dong by others funchional and productive

Process of creating
conductive and proper
internal envirgnment in

the organisation

Process of planning,
arganising, staffing,
directing and contralling
activites of others

Mobilizing and utilzing Pracess of coping wih

: changing extemnal
s pivyscal ani il man —— environmen! of relaimg

resources {_ar achaving slrengths and weakness of
ogransational goals omganisation with it

Sowrce: htip:Yuploadwikimedia orgivikipediatcommons/3/3 1/ Definitions_of Managemem. pag

Figure 1.1: Definitions of Management

Definitions of *“Management’ by various Economists:

According w Henry Favol, “To manage is to forecast and plan, o organise, (o
command, to coordinate and to control.”

According to Koontz and Weihrich, “Management is the creation and maintenance of
an internal environment in an enterprise where individuals, working in groups, can
perform efficiently and effectively towards the attainment of organisational goals.”

According to Harold Koontz, “Management is the art of getting things done through
and with people in formally organised groups.”™

According to F.W. Taylor, “Management is the art of knowing what you want to do
and then seeing that in the best and cheapest way.”™
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management and having sound knowledge of resources and the business objectives. It
lells us aboul how and when a particular task should be carried out.

Thus, the need to plan 15 10 minimize the consequence and at the same time take full
advantage of the available opportunities. It bnidges the gap from our present position
to future position. Good planning is flexible in nature. as it can adjust 1o changes in
business conditions. It covers both short term and long 1erm periods.

Planning invelves the following steps:

o Making the objectives

® Forecasting of future environment

® Search for future environment

® Assessment of various alternatives and devising the plan
® Preparation of strategies, policies, procedures and method

® Preparation of differemt schedules programmes and budgets

Organising

The organizing function 15 a significant function of management. The organisational
structure is the foundation of a company which carries out the daily working of the
business. This funciion is performed when two or more persons are involved in an
activity. Organizing involves designating tasks and responsibilities o employees with
the specific skill sets needed to complete the tasks. The process of organisation
involves the determination of authority and responsibility in the organisation. A
significant job of every supervisor is to find the nature of the activities required to
attain the group goals. It creates a process where people are given tasks to do well and
this outcome of each individual contributes to the success of achieving the goal of the
organisation. =

Different processes of organising are:

e Coordinating authority and accountability
o Fixing of objectives

® Distribution of jobs

& Making activity groups

o  Giving of duties

® Assigning of responsibility

Staffing

Staffing take care the requirements of the organisation at warious parts in the
enterprise. The important purpose of staffing is to hire the correct siaff for the correct
jobs at the correct time to achieve the goals of the organisation. Staffing is the process
of management which controls the manpower. It involves not only recruitment, but
also training and development, performance appraisals, promotions and transfers. If
function of staffing is not being performed in an organisation, the business would be a
failure because the business would not be properly managed to meet its goals. Hence,
it is a process of management which is concerned with hiring the right people for the
right kind of jobs. With the coming of new technologies staffing has acquired a lot of
importance. It is a continuous and ongoing process. Therefore, staffing includes the
task of determining the requirements with regard to number and tyvpes of people for
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Prirgiples of Monaaenwen

The Beadige branch manzeer requires less detailat and moere genzral information. For
example. e dollar valuwe of each department’s sales. The rype of questions whicly need
o be supported at this level include how much sigek 1o allocate 1o each department
and how much floor space. "This person operates at the middle management Jevel.
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The Victorian Head OMfice executive reguires oven less detailed information, for
example overall branch performance. Decisions supporied inchide whether or not o
close & branch or open 4 new branch, the continued employment of branch managers
and the advisabihly of new advertising siratepies. These are top managemnent
decisions.

1.11 COMPANY MANAGEMENT HIERARCHY

In any particular company, 2 managemenl hicrarchy 15 very essentiyl because with the
help of a well drafted hierarchy of workforce, it is being possible o effectively
evaluate the company strategies, plan the actions (o be takep i order 1o reach the
husiness geals and to divide the organizational functions among the workforce
effectively. In general, most of the middle scale and the top scale companies are
compristd of three broad levels of hierarchy known as the firsl-ling management,
middle management and the lop managemenl. To emerge us g suctessful organization,
ther: should be a good coordination between all the above levels of management.

Company Management
Hiararchy

|
1 |

Middle Firat-dine
Manxgrmet Mamagerment

Top Management

Chairman

e 3
e
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Figure 1.4: Company Management Hierarchy

o  Top Manggement: Also called as the ‘excoutive level, he op management
guides the overall functions of a business. The (op management includes positions
such as Chairpan, Yice-President, Roard of Direclors and Chief Execulive
Officer.





















wiie reaching. particujarly of they cause injury or financial loss to other peomic or
businesses. Foor ethics are the hasis of many legal cases where people seek
ceunpensation for the losses they have suffered as a direct or indirect result of the
decisions of husiness people not followinge basic ethical standards.

I a sustainable busingss, employees al every level should be committed to the ethical
standards of the business. As a business manager, It is maportant that you are able to
clearty define and cominunicale to your employees what factors and ethical standards
you expect them 1o adhere to and what the consequences are or Failing 1o mect those
expectations.

Aocode of conduct is impontunt for managers in cvery industry. as a worktoree can’t
move forward without integrity from its leaders, The besl managers place a high vulue
o Fairness and ethics, as welt as their own performance. Bot only do managers who
create wheir own code of conduct benefil their workers, bul they alse often benctit the
walire company’s public image.

1.13.6 Code of Ethics

A company's ethics wil] determine i1s reputation. Ciood business ethics are essential
ior the long-term success of an crganization. hnplementing an ethical program will
loster a suceesstul company cullure and increase proflitebility, Developing o Business
Ethics program takes time and etfort, but deing so will do mere than improving
business, il will change lives.

A company's ethics will have an influence on all levels of business. It will infloence
all who intcract with e company including customers, employees, suppliers,
competitors, etc. All of these groups will have an effect on the way a company’s ethics
are developed. It is a two-way street; the influence poes bolh ways, which makes
undersianding ethics 4 very important part of doing business oday. Ethics is very
important, as pews can now spread faster and farther than ever before.

1.14 UNIVERSALITY OF MANAGEMENT -

'the universality of manapement is an imporlant concepl to consider in modern
management thought. When describing management as majversal, we refer to the
widespread practice of management in all types of organizations. As noted before, one
cannot bring a group of people lopether, regardless of the nature of the endeavour, und
expect them to sccomplish objectives unless thewr etforts are coordinaed. Among
ather things, plans must be cullined, task identified, awibority relationship speeificd.
lines of communication established and leadership exercised. Management, therefore,
is required before any organization can expect to be effective.

Although management is universal, we should oot assume that all managers are the
same; if, for no other regson, dilferences exist becayse no wo ndividuals are alike.
However, all managess perform broad groups of duties (hat are similar. These groups
of duties are the funclions of planning, organizing, sckeating and controlling.
Although the responsibilities associated with performing the functions vary anong
levels of awhority, managers at all material resowees. Since the management
finctions must be performed to some depres in order 10 achieve desived goals, we can
say ihat there is, indeed, a universality of management.

The universal npature of mapapement also imphies thal managerial skills arc
transferable from one type of organization 1o another. It this 18 the case, a manager
should expect to expenence lew problems in mevmg from one indusiry to another,
from the military to business, from business to govemment, from education o
business, or from one depsrtment to ancther within the same orgasization. There arc
certaiply persons whe have been sweeesaful in meking such moves. Other, however,
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® Managers just don’t 2o oul and haphazardly perform their responsibilities. Good
managers discover how 10 master the basic funciions: planning, organising,
statfing, directing, coordinating and controlling.

® The term ‘levels of management” refers to a line of demarcation between various
managerial positions. There are three levels of management ie., 1op level, middle
level and lower level of management.

1.17 LESSON END ACTIVITY

If managerial work is characterized by variety and fragmentation, how do managers
perform basic management functions, such as planning which would seem 10 require
reflection and analysis?

1.18 KEYWORDS

Administration: |t refers to the determination of major aims and policies.

Administrator: An administrator 1s one who makes policies for the company. His job
ts more of thinking.

Communication: Communication is the transfer of information and understanding
from one person to another,

Goal: An observable and measurable end result having one or more objectives to be
achieved within a more or less fixed timeframe.

Leadership: Leadership is the process of influencing the actions of a person or a
group to attain desired objectives.

Muanagemeni: It is concerned with the carrying out the operations designed to
accomplish the aims.

Motivation: 1 is the process of stimulating people to take desired courses of action.

Planning: It is the process of setting goals, developing sirategies, and putlining tasks
and schedules to accomplish the goals.

1.19 QUESTIONS FOR DISCUSSION

1. Define management and outline its essential characteristics.

2. Distinguish between management and administration.

L

There are various meanings of management which depend on the purpose and
context. Elucidate.

What is the difference between a manager and a scientist?

Compare and contrast the use of knowledge by a doctor and a manager.
Do you think that planning provides direction to enterprise activities?
What do you understand by organising?

“Management is getting things done through people”. Discuss.

bl R B B

Describe how managerial jobs differ according to hierarchical level.

10. Why management is regarded as profession? Give your opinion.

33
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Check Your Progress: Model Answer

i. Creative

2. Interchangeable
3. Swaffing

4. Industrial
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vastly different techniques to de the same job. They were prone to “laking it ¢asy” on
the job. Taylor firmly believed that worker did anly aboul one-third of what was
pussible. There were no effective work standards. Workers had no incenlive to
produce more because thoy were paid an hourly rate. Workers were afraid to work fast
because they believed their rate of pay would be lowered or they would be laid-off if
they compleled their tasks too quickly. Waorkers were asked to take up jobs unrelated
o their abilities and aptitudes. Management decided things based on hunch and
ifzition. Most irepertantly, managenenl and workers viewed themselves o be in
coniiuat contlicl.

Taptor’s Medicine

Taylor set oul to coreect the situalion by ernploying the scienufic method W workers
a1 the shop floor, He emphasised thal work would oot be taken for granted but should
be taken senously. Productivity is not harder work, butl smarter work, that (s an
understanding and syslematic analysis of work. Much of Taylor's published work was
hased oo his reporl ou work improvement 1esis performed at Bethlehem Sleel -
emphasising ‘one best way™ philosorhy. Taylor reported thal the company had about
seventy-five men employed to load pig iron freight curs. He selecled a Pennsylvania
Dharchimar, named Schinidt {real name Henry ™Nolle), and offered him an increase in
pay from § 1.15 per day to § 1.45 per day, if he would fellow his orders with no back
talk. Tavlor projected that following orders would increase Sclunide’s productivity
from about 12 tons a day to more than 47 tons. Schmidt agreed 1o the proposal.
Consequently, on seme days he would keep his legs straight and use his back to lift
with. Taylor experimented with rest perieds, walking speed, carrving positions, and
uther varables. After a long period of scientifically ryving various combinations of
procedores, techniques and tonls, Taylor succeeded in finding out ‘cne best way’ 1o
perform the task and realised the goals set by him, Taykw claimed o have trained the
other workers until the entire crew had raised their productivity m this mannér,

Thus, by putting the rght person on the job with correct tools and equipment, by
having the workers follow Taylor's instructions exactly, and by motivaling workers
through the ecopomic incentives of a sieniticantly higher daily wape, Taylor achieved
signiticanl improvements in prodoctivity,

Taylor explained these ideas and techniques in his two books (Shop Management and

The Principles of Scientific Managemenl) and these ideas fuund favour in USA,
Frunce, Germany. Russia and Japan, in couarse of Lime.

Basics of Scientific Management

The concept of scienlific management implies the application of science to
management, It is based on four basic principles: :

1. Tach sk must be scieptifically designed so that it can replace the old, rule-of-
thumb methods.

2. Workers must be scientitically selecled and trained so that they cap be more
proclective on their jobs.

3. Bring the scientifically desipned jobs and woskers 1ogether so thal ther: will be a2
match between them.

4. There must be division of lashour and cooperation beiween management and
workers,

Taylor strassed the imporiance of employee welfare as well as production efficiency,
To boost up preductivity, wape incentives based on performance (differentiv] piece
rale svsiem) were introduced. The emphesis was on maxunum owtput with migimuom
etfor through elimination of waste and inefficiency ai the shop floor level.
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Bureaucrats

2
3. Worker
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Herbert Sunon’: decision theone, the bounded rationality model, earned him a
Nobel Prize in 1978,

The essence of the bounded muonality and satisficing mode] is that, when faced
with complex problems decision makers respond by reducing the probyems to A
level at which they can be readily understood. This is because the infonmation
processing capability of human beings makes il impossible to assimilate and
understant all the infonnanon necessary o oplimise. Since the capacity of the
human mind for formulating and selving simplex problems is far oo small 1o
meel all the reguirements for full rationairy. individuals operale within ke
confines of bounded rationality.

smon's model — also referred 1o as the "Administrative Man" theory —rests on the
idea that thers are constraimis that foree a decision maker to be less than
completely rational, The bounded ralienality mode] has fovr assumplions:

{a) Managers select the first aliernative that 15 satizlactocy.
(b} Managers recognise that their concuption of the world is simple,

{c} Managers are comfortable making decisions without delermining ail the
allemaiives.

{d} Managers make decisions by rules of thumb or heuristics.

Figure 3.4 illustrates the satisficing model.
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Figure 3.4 The Satisficing Madel
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in the Form of book or booklel and containg other uscful information, such as the
oreanisalion charl, a bricl descniption of the overall company objectives. policies,
rracuces and procedures.

Fxaemple: Organization Structure: ICIOT Bank

Crrzanization structor: s designed (o be flexible and customer-focused. Al the samc
i, we seek o ensure eifechive control and supervision and consistency in standards

across 1he organisation. The organisation is strueiured into the tollowing principal

EYOLIS;

. Rowwil Bapking Group, comprising the retajl liabilities, revajl assets and small
enlerprises businesses.

[ ]

Fural, Micro-benking and Agri-business Group, comprising the rml and
agricultural lending and other banking businesses.

3. Whaolesale Banking {iroup, compnsing the corporate and mnvestment banking,
project finance and povernment banking businesses.

4. Iolernational Banking Greup, comprising (he Bank's internatjonal operations,
ingluding operations in vanous overseas markets as well as products and services
for MRIs, inlcrmational Irade finance, correspondent banking and wholesale
resource mobilisation.

el

Global Markets Group, comprising our global client-centric lreasury opetalions.

6. Corporate Cenlre, comprising financial reporting; planning and stratcgy, asset
lialulily management; investor relations; secretanal; comorale communications;
risk imanagement; compliance; mtemal audit; legal; NMnancial ¢rime prevention and
repitation risk management; and the Bank's proprietary tradiog opemations across
various markels.

7. Human Resources Management Group, which is responsible for the Bank's
recruitment, imimimg, leadepship development and other personnel management
functions and initiatives.

& Global Operations and Middle Office Groups, which are responsible for back-
office operations, contrals amd monitoring for our domestic and  overseus
operalions.

9. Organisational Fxcellence Group, which is responsible for enterprise-wide quality
and pProcess Improvement imtiative.

10. Technology Management Groop, which i5 responsible for colerprise-wide
technology iniliatives, with dedicated teams serving individual business groups
and managing imformation secority and shared infrastruciure.

11. Global Infrastesciure & Administration Group, which is responsible for manage-
ment of corponse facilities and administrative suppor funcuons.

4.7 SPAN OF CONTROIL.

Span of Contrel can be delined as the tolal numbers of individuals 1.e, the emplovess
or the subordinates that a manager can effectively supervise and control. A manager
can supervise only a limited number of subordinates and should therefore be assigned
an authorily (¢ handle only few of them. According to most management experts, gt
the: top leve] of management, the span of control should not be more than 1:6 while at
the lower level of management, (he span of conlrel should not be moere than 1:20.
Span of control depends on many factors such s nature of work, ability of superiee
and his subordinskes, ete,



D finitions af Span of Control

L.ouis Allen siates that, "Span of control refers to the number of people that a manager
can supervise,”

Prof. Dimock believes that, "The span of control is the number and range of direct,
habiual communication contacts between the Chiel Executive of an enterprise and his
principal fellow officers.”

4.7.1 Factors Determining Span of Control or Span of Management
The rollowing factors determine the optimum span ol management:

1. Capacity and ability of the executive: The personal abilities and influence of the
superior plays an importanl role in determining the number of subordinates thal
can be effectively supervised by him. If the superior can comprehend problems
quickly. can get along well with people and command loyalty and respect from the
subordinates then he can supervise a larger number of subordinates effectively.

2. Capacity and skill of the subordinates: In case, the subordinates are competent,
well trained and experienced, the manager will be in a position to supervise a
laree number of subordinales. On the other hand, if the manager has no
confidence in the capacity and calibre of his subordinates, then the span will be
restricted.

3. Nature and importance of the work supervised: |f the work is repetitive in nature,
the span of management may be larger, as it does nol require much attention and
time on the part of the executive. On the other hand, where the executive’s work
involves complicated decision making, direction or coordination, the number of
persons under his supervision should be small.

4. Clarity of plans and responsibility: 1f plans are clearly laid down and responsi-
bility is definite, then subordinates need nol go 1o the superior frequently for
orders, instructions or guidance. As a result, a large number of subordinates can be
effectively supervised by an executive in such situations. On the other hand, in the
absence of standing plans and defined responsibility, the executive will be over-
burdened with details, gqueries and problems, and to that extent span of
management will be limited.

5. Degree of decentralisation: If an executive i1s nol 1o take too many decisions
himself due 1o decentralisation, he can successfully supervise a large number of
subordinates. On the other hand, an executive with centralised authority has to
make many of the decisions himself and will be able to spare less time for
supervising the work of his subordinates. He will, therefore, have to work with a
narrow span of management.

4.7.2 Advantages of Selecting an Appropriate Span of Control

The span of control must not be oo narrow or too wide. If the span is too wide, then
the individual supervision is tough and the control will be fruitless. On the other hand,
if the span is 100 narrow, then there will be extreme supervision of employees which
will affect their performance.

An appropriate span of control results in the following benefits:

1. Improved supervision and control: 1f there is an appropriate span of control, then
the superior will have a limited number of subordinates under him. This will result
in benter supervision and control.

I~

Superiors can concentrate on important work: It there is an appropriate span of
control, then the superior will get time 1o concentrate on important work.
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Zones. Districts, Divisions or Regions. The Head Office helps in long-range planning,
coordination and specialised staff services such as research and advertising.

In some cases, especially in case of complicated products, specialists are even atlached
1o territorial offices.

Pure territorial deparimentation 15 seldom adopted in practice. In some cases, 1l is not
advisable to group an activily area-wise, for instance, finance, personnel, purchasing,
etc. It may not be worthwhile to have arca-wise finance departments. Also, it may be
advantageous to have a central personnel department.

Merits of Departmentation by drea/Location

1. It ensures full attention to different customer groups and thus helps build
company s image and goodwill.

2. It 15 most suitable where the major emphasis is placed on betler services to
specialised 1ypes of customers using the company’s products or services. This
becomes possible as under this type, customers are divided into identifiable

Zroups.

3. It helps managers in taking quick decisions and prompt action as they are aware of
local conditions.

Demerits of Deparimeniation by Aica/Locadivi

1. It involves higher cost in operation and control due to duplication of activities in
different product divisions.

2. Tt requires large number of personnel Lo task positions in different areas.

3. The relations between head office and zonal offices may not be very smooth if
staff departments do not have complete understanding.

Departmentation by Customers

An enterpnse may be divided into a number of departments on the basis of the
customers that it serves. Thus, a marketing or sales department may be sub-divided on
the basis of customers.

The sub-division can be on any one of the following basis:
¢ [arge and small customers

® Rich and poor customers

¢ Government and Non-governmenl customers

e [ndustrial and ultimate buyers

o  Age (child, adult)

® Sex

® [ncome

# Tasle, elc.

This type of departmentation may be particularly useful in case of companies that
render specialised services or lurnkey operations.
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directly 10 the Divisional Manager (Collieries). Similarly the Assistant Development
Manager {Projects) reports directly 1o Divisional Manager (Collieries), and not 1o the
Director of Projects who has a full-fledged division of his own under the Deputy
Managing Director.

The services departments are under General Manager (Services) and Direclor, social,
aviation and general services such as town administration, hospitals, ele. are looked
atter by this division. In addition, the purchase function of the organisation is also
within its jurisdiction. These deparimenis thus provide commeon services 10 other
divisions of the orgamisation,

Territorial departments: Sales operations are spread throughout the country. There
are lthree Assistanl Sales Managers, four Zonal Managers, and two Senior Branch
Managers and twelve Branch Managers who are organising sales in different parts of
the country. Controller of Purchase and Stores has an office at Kolkata also where
Manager Purchase is in-charge. Mines at different places are looked after by
Agent/Superintendenls.

Praject departments; There is a full-fledged project department under Deputy
Managing Director. The department is headed by Director of Projects who is assisted
by the Chief Inspection Engineer and Joint Director of Projects. Collieries have their
own project division headed by an Assistant Development Manager. The project
divisions have specialisls and engineers to assist the management.

The structure is overall decentralised which is a must for operational flexibility in a
large organisation. The number of senior executives (Deputy Managing Director,
Directors and Divisional Managers and General Manager) -directly reporting to the
Chief Executive, the Managing Director of the company, is eight which may be
considered ideal for a company of the size of Tata Iron and Steel Company Limited.

Head |Dfﬁca
| . |
Froduction Engineering Accounts Marketing
Division Design Division Division Division

|| ProjectA | | Product Accounts Market

Manager A A, Flan A
|_| ProjectB Engg. Accounts Markeat

iManager Design B B Plan B

ProjectC | . Engge: | uoiigoor e

| Mansger Desion C Market Plan C

Figure 4.8: Organisation Chart of TISCO

Check Your Progress

Fill in the blanks:

1. An organisation is definitely the of management through
which operations of an enterprise are run.

2. The pattern of an organisation structure has strong influence on the
development of

et
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Organising: Organising is the process by which employees, facilities and tasks are
related to each other. with a view to achieve specific goals.

Span of Comtrol: A span ol control i5 the number of people who report 1o one
manager in a hierarchy.

Strategy: A method or plan chosen to bring about a desired future, such as
achievement of a goal or solution 1o a problem.

Wide Span of Controf: Widc span of control means a single manager or supervisor
oversees a large number ol subordinates.

4.12 QUESTIONS FOR DISCUSSION

L.

2
3
4

10,

Elucidate “Organisation as a Group™.
What are the factors o be considered in the establishment of an organisation?
Suggesi the various bases for deparimentation in a business enterprise.

Examine the factors that govern the choice of any paricular basis of depart-
menlation,

Distinguish between the departmentation by functions and departmentation by
products.

Mention the cases where departmentation by territory can be useful.

What is meant by (i) formal and (ii) informal organisation structure? Do you think
that both are needed?

Discuss the advantages and disadvantages of functional, product, territorial and
customer-wise departmentation.

Whal is departmentation? State the important principles of departmentation.

State factors which affect “depaggmentation’. It is generally conceived that autho-
rily to command and power lo enforce should be fully decentralised throughout an
organisation. Explain how they are made effective in a company in which ‘bottom
up’ is an established policy.

Check Your Progress: Model Answer
1. Backbone

2. Executives

3. Survey

4. Specialised
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6. Job enriclunent: This provides employees more challenging tasks and response-
bilines. The job of the emplovee becomes more meaningful and satistving.

1. Job security: This promotes employee involvement and better performance. An
employee should not be kept on a temporary basis for a long period.

~heck Your Progress

Fill in the blanks:

l. bridees the gap between the ability 1o work and the
willingness 1o perform wholeheartedly and thereby increases the overall
efficiency and output.

2. The climate in the organisation must be to human
performance.

3 need is a social need, for companionship and
support, for developing meaningful relationships with people.

4. theory generally argues that it is the perceived
equity of the situation that stimulates behaviour and satisfaction.

6.8 LET US SUM UP

Maotivation is the set of forces that cause people 1o behave in certain ways. As rightly
pointed out by Griffin, on any given day, an employee may choose to work as hard as
possible at a job, to work just hard enough to aveid a reprimand, or to do as little as
possible. It is true to say that a man works to fulfil a variety of needs. Three types of
forces generally influence human behaviour: forces operating within the individual,
forces operating within the organisation, and forces operating in the environment.
Three kinds of theories have evolved, over the years, 1o capture the essence of these
approaches: namely, content theories, reinforcement theories and process theories.
Content theories offer insight into the needs of people in organisations and help
managers understand how needs can be satisfied in the workplace. These theories
include Maslow’s Hierarchy of Needs Theory, Alderfer’s ERG Model, Herzberg's
Two Factor Theory and McGregor's Theory X and Theory Y.

Process theories focus on why people choose certain behavioural options to satisfy
their needs and how they evaluate their satisfaction after they have satisfied these
goals. These theories include J. Stacy Adam’s Equity Theory, Vroom's Expectancy
Theory, Expectancy Theory — The Porter and Lawler Model and Goal-Setting Theory
Reinforcement theories focus on employee leaming of desired behaviours.
Reinforcement theory states that behaviour that results in rewarding consequences is
likely to be repeated, whereas behaviour that results in punishing consequences is less
likely to be repeated. Organisation Behaviour Modification (OB Mod) is the name
given 1o the set of techniques by which reinforcement theory is used to modify human
behaviour. Carrot and Stick approach are most commonly used for motivating
employees. In addition to such a carrot and stick approach, management can also think
of motivating people through job rotation and job enrichment effarts.

6.9 LESSON END ACTIVITY

You are working as an HR Manager in a reputed organisation. You are invited by a
management institute 1o deliver a lecture on role of motivation in employees work life.
Prepare a summary of the points that vou will be discussing in your lecture.
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10.

Identify some situations where you were highly motivated 1o perform because vou
expecled to perform well and some situations where vou did not pursue a goal
because of feeling that there was no chance of success.

“Maslow nightly argues thal needs may be partially satisfied and partially
dissatishied™. Give your views,

“Herzberg found that the aspects which motivate a person are intemal and not
external”™. Do you agree with the point? Comment.

What are the ways with the help of which an organisalion can retain ils employees
for long term? Also discuss Porter-Lawler’s expeclancy model. What should
managers, according to this model, do 10 improve employee’s performance?

“There is a high correlation between Maslow’s and Herzberg's models”. Interpret.

How could a theory of motivation be applied to solving a practical problem in
maotivation in an organisation? What problems in applying the theory would you
expect to encounter?

Check Your Progress: Model Answer

1. Motivation

2. Conducive |
3. AfMliation |
4. Equity
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have been portrayed on the continuum in the middle of 1wo extremes of autocratic and
free rein (see figure 7.2). The lett side displavs a style where control is maintained bv
# manager and the nght side displays the release of control. However, neither exireme
1s absolute (complete) and authority and freedom is never without their limitations.

The Tannenbaum and Schmidt continuum can be related to McGregor's supposition of
Theory X and Theory Y. Boss-centred leadership is towards theory X and
subordinate-centred leadership is towards theory Y.

* Area of freedom for subordinates

Autocratic  * L Free-rein
(Boss-centered Leadership) (Subordinale-centered Leadership)

Use of authordy by manager

Manager makes Manager presents | Manager presents Manager parmits
decisions and ideas and inviles problems, gets subordinates to
annocunces suggestions suggestions and | function within limits
makes decisions | defined by superior

Manager sells Manager presents Manager defines
decisions tentative decision limits, asks group
subject lo change to make decision

Figure 7.2: Continuum Leadership Behaviour

A manager is characterized according to a degree of control that is maintained by him.
According to this approach, four key styles of leadership have been recognized:

1

Tells: The manager recognizes a problem, selects a decision and declares this o
subordinates, The subordinates are not a party o the decision making process and
the manager wanis them to execute his decisions as soon as possible.

Sells: The decision is selected by the manager only but he understands that there
will be some amount of confrontation from those faced with the decision and
therefore makes efforts to convince them to accept it.

Consults: Though the problem is recognized by the manager, he does not take a
final decision. The problem is presented to the subordinates and the way outs are
suggested by the subordinates.

Joins: The manager outlines the limits within which the decision can be taken by
the subordinates and then makes the ultimate decision along with the subordinates.

According to Tannenbaum and Schmidt, if one has to choose the leadership style
which is feasible and appropriate, then that will depend upon the subsequent three
fuctors:

I

Forces in the Manager: The behaviour of the leader is influenced by his
personality, background, knowledge and experience. These forces include:

(a) Value systems
(b) Confidence in subordinates
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7.5 STYLES OF LEADERSHIP

Autboritarian, Democratic and Laisses-Faire leadership are same important leadership
slyle.

7.5.1 Authoritarian/Autocratic Leadership

In the authoritarian tvpe of leading, U is the leader who 15 invelved in making the
policies and plans for the organisation. He has the power of dominating over the
workers and orders themn which have 10 be acgepted by them. Ho has the toral
authority and the decision making powers for the company. 11e does not consalt the
emplovess before giving the tasks and duties. The leader has the complete
responsibilny for lis decisions.

The functioning of avlocralic Jeadership is not correct because it is based on fears and
punishment for the people. The subordinates are very unbappy and they act as he
direcis and leads them. He believes that he is the sole authority and only he has the
power of deciding. He does not ¢are for the people’s views nor lets them influence Lis
decision. His style of leading is dependent on close supervising and directing ot the
emplovees. But it also has fast decisions and prompts. There can also be a casc of too
much power would lead to sirikes and disagreaments in the syswem. This likely 1o
frustrate the people and lead to low productlivity in the system,

This style of leadership is Tess likaly to be elfeclive becanse;

®  The new generation is tnore self-confident and do not like to be dominated by the
others,

® The peaple look for working and satisfying their own epos from their work.

¢ The need for growing big has changed the peaple’s behaviow.
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7.7.1 Management Systems of Qrganisation

ln Table 7.2, the Jeadcrship process under different systems of organisation is

¢lescribed,

The system ] refiers to the exploitative-authoritative managerment in which leader
tollows dictatonal appreach, He inakes all decisions limselt without consulting
ihe suboramales and 15 least concernea with their views and 1deas ahout the job
and ihe problem,

lo system 2, the leadyr is henevolent-autpcratic, On ail occasions, he may listen 1o
his people and reward them for good job, but by and large he behaves ke a

diclater.

The system 3 refers 1o the consullative mansgement. The leader invites
supgestions and ideas, shows his wallingness W listen to his subocdinates and may

vonsider their vicws. He may. however, like to keep eontrol on decisions,

In system 4, the leader manages with full consent and cooperation. He respects the
uroup degisions and enjoys full confidence and trust of his people who fiel
cespongible for orpamisaton’s goals and behave in ways to uimplement thent. There
is extensive and [ricodly ioteraction among the group members and decision

making is widely done throughout the organisation.

Table 7.2: Leadership Process under Thifferent Manazement Systenis

Orgerisational Sysiem 1 System 2 Syslem 3 System 4
Yariable Exploilative Bervevolent Consultative Farticipat ve
Anthpritative Authoritative Graup
Exlent v which [ Have we trust Have Substantial bt (Z::hmpléi,e
superiors  have | aned  condidence | comdosuending nit  complete | eonfidense  and
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7.7.2 Charismatic Leader

A person who has “Charisma’ - that people are attracted 1o him is a chapsmatic
leander, Such o person s pernaps bom ereafl There 15 somethiag “megic-like” i him

that people are intlucnced by ham,
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10.

Discuss the leadership and communication model. Classify business leaders and
point out some important qualities that make for successiul leadership.

What role does a leader play to build up the morale ot his employees? Discuss the
relationship between motivation, morale and leadership.

Explain the concept of "Managerial Grid' Do you think that the most desirable
leader behaviour (9, 9) is effective in all cicumstances?

How far is it correct to assume that the leadership is concerned with the
development of zeal and confidence in subordinates? What can the managemenl
do in this direction?

Identify 1he major styles of leadership and mark the features of each style. Will
you favour any one stvle of leadership as the best for all silations?

Explain the Hersey and Blanchard’s situational leadership model.

“A dedicaled leader is less effective when he works |like an aulocrat; he is more
effective when he behaves like a benevolent autocrat™. Elucidate.

Explain all the principles of leadership.
Check Your Progress: Model Answer
1. Leadership

2. Trau

3. Democratic

4. Intellectual
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Foineiples of Managiswoml

their activilies are ted to g set ol conimoen objectives, Such a unified focus cnsures
accomplishment of results. eflicientiy and effectively.

Cope with Uncentainty and Change: The environment 1o which orpanisations
operate is complex and ever changing. Wew products emerge, wovations come
up, and new regulations are passed. and so on The organisation needs 10 keep a
walchful eye on such developments and respond intelligently. A control systermn
helps in checking wlwther the diversitied prodoet lines are giving healthy margins,
the sales from cach megion are improving, the products are accepled in the market
phace or pol. Censiam monitoring ol key arcas helps mangsement encash
opporlunilies il are thrown cpen [Ton Hme © ime. Timely actions can also be
nitiated to prevent mistekes [rom becommg serious threats,

Hence, afler discussing the above poiunts, you can say lhat controlling function of
management 15 very important 1o kesp other functions going in a planned manner.

8.8 CONTROLLING PROCESS

The process of control includes four sleps namely, establishment of standards,
measurement of performance throwgsh compansen of actual and stundard performance,
cotrection of deviation and follow through actions.

Measuring Performance

Correction of Deviation

Follow through Action

Figure 5.1: Steps in Control

The steps in controlling process which is shown in Figure 8.1 are as follows:

%.8.1 Establishment of Standards

Any control syslem has the following basic elements:

L

Establishment of sandards or objectives: The control process implies existence
of a standard, zoal, obdective or largel against whach the actual petformances of
managerial o operational Bctivitics are measured. Thev may be n quantitative
lerms or gualitative wmeasures. They may be 1aagible or mtangible, vapue or
specific. So far as possible, they must be stated in quantitative terms.

Reguirements of Performans ¢ Standards

{a) Sel in precise quanlitative tenms.

{B) Flexible enough w modify wheuever requjred.
{c} Acceptable range of deviations be laid down,
{d) Clear and understandable to all,

{2) Workable and accepluble.

{I} Take care of all strategic points that cover the entire organisation.

{i) Revise periodically and keep up o date.





















bk publishing. house bullding, theatrical praduction. construction of 1 super market,
insialiation of a new computer, preparation of legal briefs. etc. In alf these baliling
diversiy of applicalions ([ields}, these methods are wuversally appreciated because
they show many interrelalicnships hetween project’s individual aclivities in such
fashion that potential trouble spots can be highlighted just by simple and casual
inspection of network. The purpese of [dentilving bottlenecks is o take remedial
acticnn i time for controlling the project in an optimem manner. The methods also
help in reducing 1he exlensive cost nverrns.

PI-RT = application has expanded mamfold smwe s inception. It 15 applied in
serospace and indostrial projects. PERT is o (eehmique vsed for the problem that
oceurs onee or relalively o few times, and (e has a2 definile starting point and
finishing {completion) peint. I s, thercfore, a0t applied in the ares of conlinuous
production, for example, mining [oil refining). The technigue has pained wide
cumreney in a span of less than wo decades. For instance, in U.S.A. federnl
soverinient often requires bidders on goverument contracts 1o submil 2 complete
PERT analysis with their bid.

The Made!

The underlying concept is that of ‘a network™ of inlerrelated ‘activities’ necessary to
achieve prescribed ‘evenls’. The main clements 0 PERT network anc activity, cvents,
and the path. Activity, represerited by an arrow, 18 an operation reguired to reach the
sysiem ohjectives. An event, represented by g cirele, denotes the time al which an
activity starts or is compleled. The serivs of activities and events through the network
is called *path’. The ‘ihllnwinq diagram illmtralm these cnnceptS'

Exvent and agiivilies a5
eepmonly reprasentsd in FERT.

Figure 8.2: Elements of PERT -

A hypathetical construct of PERT is depicted in the following diagram:

.

Figure 8.3: Hypothetical Construel of PERT

Two paths can be identified here. Onc traced by the events ABCTGH and the other
ABDFGH. The guestion before the snanager 15 “which is the critical path’ that
delermines the earkiest possible comapletion date of the project under consideration.
The ciitical path is the path through the project network that takes lonpest time (o
complete. Tt is the sequence of acuvilics the management is most anxious to
delcmmine, monilor and shorten, since a delay in any of these activities will cause a
corresponding delay in the entire project,

e
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mignal-business  progesses  and  financials, 10 monitor  progress  towards  an
orgagisation’s siralegic goals. Euwch major onit throughout the organisation pften
establishes its own scorecard which, in Lurn, 35 integrated with the scorecards of other
units 10 achieve the seorecard of the owverall organisation. Kaplan and Narton
described the innovation of the balanced scorecard as follows:

"The balanced seorceard nains traditional financial nmeasures. But financial measures
telt the s1ocy of past events, an adequate siory for industrial age companies lor which
mwestments iy long-lerm capatililics and eoslomer relationships were not critical for
suceess. T hose financial measores are inadeguate, however, [or guiding and evalual-
ing the jouwmey thal information age companies must make (o create fulure value
through investinent in custorogrs, suppliers, emplovees, processes, lechnology, and
tmovation. "
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Figere £.6: Balanced Scorecard

The balanced scorceand suggests that we view the organisation from four perspectives
and 10 develop metrnics, collect dala and snalyse d relative o each of these
perspectives:

e Financial measnres: The financial measwres include the results like profits,
merease in the market share, return on Jovestmends and other economic mMeasures
as a result of the aclions tmken.

o Customears' measiures: These measwres help lo get on cuslomer satisfaction, the
customers’ perspective about the organisation, customer loyalty, acquinng new
customers. The data can be collected from the frequency and number of customer
complaints, the time taken to deliver the products and services, improvement in
qualily, etc.

®  Tnrernal business measures: These are the measures related 1o the orgamsalon’s
internal processes which [ielp 1o achieve the customer satislaction. 1 includes the
infrastruclure, the long-tern and shor-term goals and objectives, organisalional
processes and procedures, systems and the human resources,

*  Innovation and learaing perspective: The innovation and leaming measures
cover the greanisation’s ability to leamn, innovare and improve. They can be
judged by cmplovee skills matrix, key competencies, value added and the revenue
per employce,
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Free Rein Direction: The frec rein technigue encourages and enables the subordinate
to contribute his own initiative. independent thought, drive, perspicacity and ingenuity
to the solution of the problem.

Control: A management tunction aimed at achieving defined goals within  an
established timetable, and usually understood to have three components that are
setling standards, measuring actual performance, and taking corrective action.

Break-even Analysis: I is a method of presenting and studying the inter-relationships
between costs, sales volume and prolits.

Budgetary Control: 1t is the establishment of budgets, relating the responsibilities of
executive 1o the requirement of a policy and the continuous companson of actual with
budgeted results either 10 receive by individual action the objective of that policy or 1o
provide a firm basis for ils revision.

Management Audit: 1t is an independent and initial evaluation of the entire
managemen! process.

8.14 QUESTIONS FOR DISCUSSION

1. What is directing or leading? Write down the characteristics of leading. What 1s
the scope of leading? Also explain the nature of leading/direction.

2. ‘Direction function of management involves dealing with human factor.” Expound
this statement.

3. ‘Good leadership is an integraled part of effective direction.” Explain and
illustrate.

4. Briefly explain the pnnciples of directions and methods of directing ‘Subordinates
to active objects.’

5. ‘Leading is the process around which all performance resolves.” Explain the
slatemenl. -

What role does a successful leader play in influencing people?
What is control? What are the characteristics and importance of controlling?

Elaborate the steps in controlling process.

© % = o

“Control helps the organisation 1o improve its performance, eliminate
inefficiencies and increase profits.” Explain.

10. How control is related to the other functions of management?

Check Your Progress: Model Answer
I. Co-ordination

Direction

2
3. Deviation
4

. Conlinuous
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9.0 AIMS AND OBJECTIVES

After studying this lesson, vou should be able to:

® Discuss the concept, nature. objectives. importance and scope of Human Resource

Management
& Describe the systems approach to HRM
o Explain HRM versus Personnel Management

e Describe the roles. functions and responsibilitics of Human Resource Manager

e Linderstand the principles of HRM
o Discuss the fiure challenges before the HR Managers
¢ Describe HREM in the new millennivm
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What are the general functional areas of HRM? Answer these keeping in view the
HRM functions of any organization?

Briefly discuss the principles for functioning of HRM system of an organization.
What are the important roles of HR Manger?

“The challenge and the role of HR Manager being what it is, it is strange that its
status is not recognised and respected”. Comment. Describe HR’s role as a
strategic partner in formulating and in executive strategy.

Why has the HRM scope increased in stature and influence in many organiza-
tions?

Are people always an organization’s most valuable assets? Why or why not?

10. To be a strategic business contributor. HR. Managers must enhance organizational

performance, expand human capital, and be cost-effective. Discuss the roles of
HE. Manager.

Check Your Progress: Model Answer
1. Labour
Knowledge, skills and abilities (KSAs)

]

Lad
.

Directing

4. Compensation
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are giving increasing priorities to population planning and control. education. health.
social secunity, housing. etc. All planned efforts are now being initiated 10 augment
institutional support for developing manpower at the national level. Following are the
major issues before our Government to develop manpower at the nationa) level:

®  Population Planning and Cantrel: To enforce control over population explosion
1o avert economic imbalances, population planning and control measures have
been initiated by the sovernment. Unless such control is enforced in a planned
manner, no amount ol institutional support can sustain this, resulling generation of
unproductive population. who will remain a drain on our national resources.
Recognizing this, Government of India has adopted a National Population Policy
(20000 10 ensure population stabilization. The policy emphasizes on affordable
reproductive health care. increased quality of life by enhancing services of
primary and secondary education, sanitation, drinking water, housing, transpori.
communication and empowering women,

o Literacy and Education: To develop manpower at the macro level, Government
of Indian have also adopted a National Policy on Education in 1986. The Policy
provides a broad framework for complete eradication of illiteracy in the couniry
by declaring basic primary level education up to standard V free and compulsory.
To strengthen institutional infrastructure for education the policy emphasizes on
increased government and non-government expenditure.  Allowing private
participation in education is a right direction at this stage. From elementary
education, the focus on secondary, university and higher education, technical and
vocational education, adult education is also increasing.

o  Health and Medical Care: Health Sector reforms are another required initiative
for developing manpower at macro level. In this respect, India has recorded
disparity and regional imbalances. Baring few positive changes in life expectancy
ratio, infant mortality rate, child mortality rate, etc. we are still far away from
improving general health indices for the nation. Core communicable and non-
communicable diseases like, Malaria, Tuberculosis, Leprosy, Blindness, Aids,
Cancer, etc. are still not under expected level of control. Although, Government
statistically proves otherwise, still more than 50% of our population is not having
access 1o basic health care. In other heath related activities like water supply and
sanitation, achievements are also not at its expected level 1o support total
development of quality of life.

o Housing: In housing, Government has renewed its efforts by adopting the
National Housing and Habitat Policy, 1998. The basic thrust of this policy is to
achieve sustainable development of housing infrastructure through public-private
partnership. Repealing of Urban Land Ceiling and Regulation Act, 1976 is also
another positive direction in this respect. In building housing infrastructure,
Housing and Urban Development Corporation (HUDCO) is playing a crucial role.
Although achievement is far falling short of requirement, positive attitude of the
Government in this direction would definitely confribute to development of
manpower and quality of life in years to come.

10.11.2 Macro-level HRP Models

Macro-level manpower planning is reinforced through educational planning with
following two recognized approaches:

1. Manpower Requirement Approach (MRA)
2. Rate of Return Approach (REA)

RRA is also known as Cost-Benefit Analysis of Human Capital. By establishing a
linear relationship belwcen the manpower category in different industry groups and

]

Manpower Planminge
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noo-rmarkel aspect gains lmportance. Non-market dimensions are no-wage aitribue
and largely dependd on the authority relations. This largzely deponds on workers’
per-ception of supply of effort. willingness to adjost, quality of work, developrent of
skills, knowledge aboul production processes and technology.

Labour market is anlaysed from two perspectives, application of muicro-ceonomic and
application of macreeconmmic lechnigues, Micro-economic techniques study the role
of individuals in the labour markel. Mazcroeconomic techmiques fInok at the
imter-relations between the labour markel, the goods market. the money market, and
the loreien trade market, It looks at how these inemctions infleence inacre vanables
sach as employiment levels, participation ratgs, aggregate incowne and Gross Domestic
Product.

Thus demand. supply and institatipns 1n*eract in labowr markets and labour economics
stdies the operalion of labour markets considening all these issues. Analysis of lahour
markets are carmed oul for different oceupalional segments, viz., markets for
blue-collar workers, markets for white-collar workers, markets For professionals, ele.
Investigating markets for knowledgeable and skilled workers. ditferentiating supply
and demmand forces in the markels, geographic and  indusirial  mobilities,
umemployment, wage pallem, ele, are the areas for studying the labour inarkets.
Recently, however, macro changes in wages and uremployimen! over a given peried
of time, both within the country and across countries, are also studied to synthesize the
facts of the labour markets with the basic pronciples of econommics :

Chieck Your Provress

Yill in the blanks:

. is essential wherever production of goods and services ane
involved.

2. The Industrial Revclution followed the new economic doctrine
of

3 is based on scenaric planning and enables organizations to draw
up a oumber of different plans to deal with different scenamos.

4, is a process of detennining the nature of a specific job
through a detailed and systemalic sludy.

10,12 LET US SUM UP

HR Planning is essentially the process of gelting the right number of gualificd people
into the right jolr at the sight time so that an organizalion can meet 115 objectives.
Organizations use TIRP as a means of achieving prealer effectiveness. The basic
coneern of HRP is (o idenlify skill and competency paps and subsequently develop
plans for developiment of deficient skills and competencies in manpower in order to
remain competitive. [t has now become an impertant enterprise-wide stralegic
function at only to achigve goals and objectives but also to sustain the present level
in a plobally competitive cnviremment. Macro-level HRP [s an importanl objective of
the Government for long-term economic growth, Micro lovel HRP is influenced by
lehnelogical chanpes, orgesizational restuctunng, skill and compelency pap,
strategic objectives, trade unions pressure, lead time for manpower procurement, ete.
HEP systematically attempts lo forecast persomnel demand, assess supply and
reconcike the two,

The HR Flanuing process, it must be remembered, should be tuweed to organizational
ohjectives and slralegies. While developing IR Plams, managers should scan the
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Y. What are the sieps for HRP?
10. Analyze the issues before government 1o develop manpower at national level.
11. How is the study of labour economics useful in manpower planning?

12. Why 15 HR planning more common among large organizations than among simall
ones?

13. Discuss the evolution of HRP. Whal are the factors that are responsible for
development of HRP?

14. Discuss the contemporary approach of HRP.
15. Elaborate the components of HRP.

16. Elucidate the process used in HRP by large organization.

Check Your Progress: Model Answer
1. Manpower Planning

Laissez-faire

Contingency planning

£ o b

Job analysis
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11.0 AIMS AND OBJECTIVES

After studying this lesson, vou should be able 1ot

® Discuss the concepl of recruitment, its sources, importance and process
& Describe the importance of induction and placement

e  Discuss the concept of selection and its process

® Understand the various interviews in selection
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. What importanmt points would you keep in mind while facing a stress interview?

. Which type of interview do you think to be the best for the interviewee and why?

. How would you determine the standard for selection tests al an organization that
appoints you as HR manager?

Check Your Progress: Model Answer
. Recruitment policy

Internal sources

2
3. Selection
4

Interview
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12.0 AIMS AND OBJECTIVES

Adter studying this lesson, you should be able to:
e Understand Transfer
® Discuss Promotion

® Discuss Reward Policies

12.1 INTRODUCTION

HRP at the enterprise level is integrated with transfer, promotion and job rotation. For
internal staffing of vacancies, suilable policies on the above areas must exist, or else,
the organisation would be constrained to frequently go for redundancy, leaving its fate
only to extemal hiring. For managerial and execulive levels, this is addressed by
























tithe. in some organizasions. a minimum gualifying service is slipulated vis-3-vis one's
eligibility to appear for such examinations. In other erganizations, qualifying m such
examinations helps emplovees become eligible for prometion 1o certan posts. The
Subordinate Accounis Services (5AS) Examimation and Limited Departmental Section
Crficers’ Examination for cerlain cateseries 1o the Central Govermment employees, the
CANE Examinalon Tor the bank cmplovecs, the Associateship Fxamination
fconducted by the [nstuute of Aciearies) for the employees in the insurance
companies, etc.. are some examples of thess types of examinations, Nowever, the
scope for promotion based on examinations i very iimited because only a fow
departments of the Central Government and a handful of private orpanizations practice
Lhis.

Age Group Preference

In mauy organizations, a parlicular age-group 15 prelerred to ofher age grouvps for |

staffing vacancies. The idea of preference for a particular age group is based on
tollowing considerations:

o  Expected number of vears of services;
*  Professional soutce of supply of required manpower in future; and
®  Personalily, dynamism, initiative. challenging allitude, etc.

Age is used as an index of slamina and flexibility and for delermining the possible
lenpth of service before retirement. Although, no empirical support, as such, is
available to relate promolion to preference far age group, many organizations, as a
matter of policy, follow some norms regarding ape groups vis-a-vis staffing of certain
vacancies from within. In some cases, where the existing employees alsa contest with
the outsiders for a particular vacancy, some relaxation in age is given o them. Thus,
for the reasons stated earlier, preference for age group also influences promotional
decisions.

Personal Anributes

Fersonal attributes like intelligence, health, energy, stamina, inherent attitudes, interest
and preferences, taken together, also fomm an important dasis for promolional
decisions. Since these stiributes are not quantifiable in the strict sense, rating by the
superior 15 wsually ¢onsidered as an wardstick. More job expenence, acquincd
knowledge and strong educational background may not make one competent or
eligible for promotion. For example, certain jobe demand aptitude for figure work,
which can only be found among those employees who have an inherent interest in
doing Nizure work, Similarly, poor health, lack of energy and stamina, etc., makes one
unsuitable for sales jobs, supervisory jobs; requiting dealings with the public and
leadership quality. Inherent atltitudes, interesis and preferences also, at the same time,
act, in one way or the other, as impotanl prerequisites for cerlain jobs. In many
organizatioms, the system of writing ammual confidential reporis ahout emplovees
exists. Certain columns in this report perlain to porsonul attribuses, This report which
15 usually written by the superior cotcerned, thus, serves an imporant purpose of the
management, i.¢., considering the personal atiributes of an employes for the purpose
of taking promotional decisions.

Perfirmance Aporoised

Performance appraisal, in reality, is an important variable in promotional decisions.
Nowever, the term mert mating s guite a morow one and limied in approach.
Performance appraisal has wider applicability in the conlext of evalustion of
employees vis-3-vis their charactesistics, gualifications, traits, capecities, proficiencies
and abilities for the purpose of, inter alia, taking promotional decisions. Performances
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adequate. However. job enrichment, job enlargement, lateral transfer and horizontal
transters can. to a large exient, alleviate the moltivational problems of employees, in
such cases, a1 least, for the time being. Thus, an organisation gels an opportunity lo
restructure itself and can 1ake some provisions for promotion during the intervening
period,

Lateral and Horizomtal Transjer

Two other promotlion allermatives are lateral and horizontal transfer. In the strict sense,
transfer is the moving of an employee from one job to another. Such movement may
either be horizontal or lateral. For internal mobility of the manpower, periodic
translers ol employees are effecled by an organisation either for the interests of the
organisation or for the interesis of the employees or for both. Although need for
transter may arise for one reason or the other (e.g., fluctuations in work requirements,
increasing  versaulity and competence of key employees, correcting erroneous
placement. relieving employees from monotony, protecting the interests of employees
vis-d-vis their health or age and providing creative opportunities for employees),
Indian organizations mosily relale transfer decisions 10 promolions, excepting cases
where transfers of semior employees are affecled for the maintenance of a tenure
systemr. Since transfers, in most of the cases, involve change of place(s) and even, in
some cases. resull in reduction in material gains, transfer decisions of an organisation,
quite often. are resented by the affected employees. This is particularly evident in the
govermnmen! and commercial banking organizations. Problems of housing, education
of children, inadequacy of compensation, disruption of family life and social life, etc.,
are some of the common grounds for which even promotional transfers are not
accepted by many employees. In order lo obviate such problems relating to
implementation of transfer either for routine administrative reasons or for promotional
reasons, transfer liability is usually made a pre-condition to employment. Most of the
organizations have well drawn transfer policies in this regard. While, in other
organizations, transfer is still a prerogative of the management.

Lateral transfer is the vertical movement of employees and denotes significant change
in the work content. Cross functional or cross lateral transfers, throughout the career
of an employee, keep him fresh and receptive to new ideas and make him more
creative and productive.

Horizontal transfer, on the other hand, is the movement within the same job-family.
While job enrichment and job enlargement exercises do not involve, in reality, any
movement from one job to another, lateral and horizontal transfer indicate physical
movement from one job to another and, thus, have some potential to motivate
employees intrinsically.

Both lateral and horizontal transfer can be effectively used for structure and content
plateaued employees as temporary promotion alternatives. In some organizations, such
transfers are made to equip the employees for assuming higher responsibilities,
consequent upon promotion.

12.7 REWARD POLICIES

Reward policy sets guidelines for decision-making and action. It may include
statements of guiding principles or common purposes. Reward policies may be written
or implied, and can be identified by the following features:

o They provide a positive indication of what the organisation and its management
may be expecied 1o do and how they will behave in given circumstances.

e They indicate the amount of discretion like managers can exercise, suggesting
answers to be question ‘How do I deal with this reward issue in the
circumstances?’

£l
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i'_‘ . . 6. Briefly state the dilferent basis of promotion. Identify at least three factors. which
SRRl e you think are important while taking a promotion decision.

7. Is it possible to ensure increased status for employees without actually promoting
them? Select at least three promotion alternatives, which can confer increased
status and job satisfaction to plateaved employees.

8. Write short notes on:
(a) Lateral Transfer
(b) Replacement Transfer
{c) Merit Ratiny

Check Your Progress: Model Answer

l. Formal

2. Performances appraisal
| 3. Lateral

4. Reward
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13.3.3 Training for Top and Middle Management

Top and nuddle management personnel are irzined mainly on the following eight
areas 1o expose them to the managerial practices:

Planning: This covers the policy, general programme and plans of the
organisation and also methods for effective action.

Contrel: To check current performance against predelermined standards (as
mentioned in the plans) 1o ensure progress and also 10 record experience from the
working of plans 1o serve as a guide 1o possible future operations.

Coordination: To balance the team efforts, ensuring proper allocation of
activities among different members of the group.

Motivation: This covers employees morale and is sought through by proper
leadership. The art of self-motivation has 1o be included in the manager and
executives.

Inspivation: 11 is the act or power of exerting intluence on the intellect or
emotions, which ultimately leads io the creative thinking and work. Inspiration
arouses our mind to special and unusual activity, stimulating our creativity.

Communication: 1L 1s the process of transferring information through interactions
with two or more persons. Communication inlerchanges our thoughts, opinions,
sharing of information by speech, in writing or through body language.

Decision: 1t s the choice of selecting the best course of action between
allernatives. Thus, it helps 10 come 10 a conclusive point to solve a problem,
selecting the best courses of aclions.

Integration: 1t helps in establishing link belween previously separate sysiems,
services, applications or processes. In manufacturing, integration is a process to
combine separately produced components or sub-systems, addressing problems
through interactions.

13.3.4 Sequence of a Training Programme

Any training programme should follow the order of sequence of actions, as under, to
make it effective.

Designing the programme and matching with the learning process
Matching the programme to the organizational expectations
Developing the training group

Identifying the themes of training and development

Achieving consistency in training

13.3.5 Need for a Training Policy

To ensure consistency in Tramming and Development Function, the HREM depariment
of each organisation develops a suitable training policy, defining the scope, objective,
philosophy and techniques. Such a training policy, inter-alia, serves the following

purposes:

o Jtdefines what the organisation intends 1o accomplish through training.

e [tindicates the type of persons o be responsible for training functions.

e Itidentifies the formal and informal nature of training.

e Iltspells out the duration, time and place of training.

# [tindicates the need for engaging oulside institutions for training.

® Jtembraces and includes training in relation to labour policies of the organisation.

L
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(1) Vestibule Training: This method duplicates on-the-job situation away from the
actual worksite with machinery and equipment similar to those used in actual
production or operation and is used o help employees to acquire a new skill.
Usually, training is given away from the production centre.

(1v) Training Centre-Training: Such site trainings are given in the form of lectures,
conferences, case studies, role playing and discussions.

(v) Simulation: Simulation again duplicates the actual condition encountered on a
job. The vestibule training method or the business-game method are the examples
of business simulation.

(vi) Apprenticeship: Such training 15 given for a longer duration 10 help the emplovees
lo acquire skills in specific trade(s). A major part of this training is given on the
job.

(vir) Off-the-job Methods: These methods consist of:

{a) Lectures: Through lectures, participants are motivated to leam. Leciures focus
on understanding rather than enriching knowledge and skills through reading
assignments and experience. However, empinical studies on the effectiveness
of training through lecture methods indicate that this is not effective for
obvious inability of participants lo retain the information and, failure of
trainers 1o make such sessions more interesting relating 10 on-the-job
experience.

(b) Conference Method: 1t is a participative group centred method through which
participants develop knowledge and understanding by small group discussions
and active participation,

(¢} Group Discussion: This is also a very useful method of training and is usually
based on papers prepared by trainees on a given subject. The trainees read
their papers which are usually followed by critical discussions. Il may,
however be a follow-up discussion on some statement or on a paper presented
by an expert. i

{d) Case Smudy: Case study method helps students to leam on their own by
independent thinking. A set of data or some descriptive materials are given 1o
the participants asking them to analyze, identify the problems and also o
recommend solutions for the same.

(¢} Role Playing: This training method particularly helps in learning human
relations skills through practice and imbibing an insight into one's own
behaviour. Trainees of such a programme are informed of a situation and
asked to play their roles in the imaginary situation before the rest of the class.
This therefore, helps in the enriching of interactional skills of the emplovees.

(f) Progranmned Instruction: This method is pre-arranged desired course of
proceeding to the learning or acquisition of specific skills or knowledge.
Information in such programmes is conveniently broken into different units, to
allow the tramees to learn at their convenient pace.

(g) T-Group Training: T-group is sensilivity training, and takes place under
laboratory conditions and is mostly instructed and thus an informal kind of
training. The trainer in such a training programme is a catalyst, He helps the
individual participant to understand how others perceive his behaviour, how
he reacts to the behaviour of others and how and when a group acts either in a
negative or ina positive way.
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movements 1o make the organisation equally attractive 1o both specialisis and
ceneralisis.

Thermax: At Thermax (over 1200 employees nearly ¥ 600 crore turnover, 6 per
cent attriion rate) high-potential individuals are given greater exposure, high
visibality and asked 1o chart out a career vision through an ongoing dialogue.

GOPL: Godre) Consumer Products Lid."s (1052 employees, nearly T 500 crore
sales) talent management sysiem allows bright employees to acquire a wide
variety of skills through job rotation (e.g., sales systems, project management
skills, 1T skills, Team building skills, etc.). Outstanding performers get salary
mcrease instantaneously.

Supiemt Corporation: (914 employees with over 3 202 million global sales). At
Sapient employees work on 48-50 projects at any given time. Some of these are
execuled entirely by the local employees frem their Gurgaon and Bangalore
offices.

Johnson & Johnson: (1419 employees with over 5 41,000 million global sales)
J&J constantly encourages its employees 1o upgrade their skills and knowledge
through shor-tenm programmes at institules like the 1IMs, XLRI, etc. apar from
rotating employees on challenging tasks.

Monsamto India: (354 emplovees with nearly $ 5,000 global sales) Monsanto sets
stiff targets for employees, but trains employees with a rare rigour so that they get
a fair shot at those. People identified as future leaders are given internal
international positions.

P&G: (Over ¥ 750 crore sales and powerful brands like Vicks, Tide, Arnel,
Pantene, Whisper, Pampers, Head and Shoulders, etc.) P&G relies on the
‘promote-from-within philosophy”. It hires freshers straight out of B-school, trains
and empowers them to handle challenging jobs from day 1. Says a new recruit
from IIM Ahmedabad:

“I am two months old in the company and already handling a new brand launch”.

Source: BT-Hewint Study, 2003; BT-Mercer-TNS Study, 2004; Grow Talent Study, B. World,
1.9.2003 and 6.12.2004 :

Team training: Team training generally covers two areas: conlent tasks and group
processes, Content tasks specify the leam’s goals such as cost control and problem
solving. Group processes reflect the way members function as a team — for
example, how they interact with each other, how they sort out differences, how
they participate, etc. Companies are investing heavy amounls, nowadays, in
training new employees to listen 1o each other and to cooperate. They are using
outdoor experiential training techniques to develop teamwork and team spirit
among their employees (such as scaling a mountain, preparing recipes for
colleagues at a restaurant, sailing through uncharted waters, crossing a jungle,
etc.). The training basically throws light on (i) how members should communicate
with each other (i1) how they have 1o cooperate and get ahead (iii) how they
should deal with conflicting situations (iv) how they should find their way, using
collective wisdom and experience to good advantage. (Buchen)

Creativity fraining: Companies like Mudra Communications, Titan Industries,
and Wipro encourage their employees to think unconventionally, break the rules,
take risks, 2o out of the box and devise unexpected solutions. (Hequet; Kawatra;
Solomon)
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1o design an appropriate training programme. Training needs can be identified through 325
the following lypes of analvsls; Training and Developmen

e  Organisational analysis: I involves a study of the entire organisation in terms of
its objectives, 115 resources, the utilisation of these resources, in order to achieve
stated objectives and 115 interaction pattern with environment. The important
elements that are closely examined in this connection are:

]

Analysis of obfecrives: This is a study of short-term and long-term objectives
and the strategics followed at various levels 10 meel these objectives.

+  Resource wiiliseiion analysis: How the various orgamisational resources
(human, physical and financial) are put 1o use is the main focus of this study.
The contributions of various departments are also examined by establishing
efficiency indices for each unit. This is done to find out comparative labour
costs, whether a unit 15 undermanned er over-manned.

& Emvironmental scanning: Here the economic, political, socio-cultural and
lechnological environment of the organisation is examined,

<« Organisational climate analysis: The climate of an organisation speaks about
the attitudes of members towards work, company policies, supervisors, elc.
Absenteeism, turnover ratios generally reflect the prevailing employee
attitudes. These can be used to find out whether training efforts have
improved the overall climate within the company or not.

e  Task or role analysis: This is a delailed examination of a job, ils components, its
various operations and conditions under which it has to be performed. The focus
here is on the roles played by an individual and the training needed to perform
such roles. The whole exercise is meant to find out how the various tasks have io
be performed and what kind of skills, knowledge, attitudes are needed to meet the
job needs. Questionnaires, interviews, reports, tests, observation and other
methods are generally used o collect job related information from time-to-time.
After collecting the informatien, an appropriate training programme may be
designed, paying attention to (i) performance standards required of employees,
(ii) the tasks they have 1o discharge, (iii) the methods they will employ on the job
and (iv) how they have learned such methods, ete.

®  Person analysis: Here the focus is on the individual in a given job. There are three
1ssues 1o be resolved through manpower analysis. First, we try to find out whether
performance is satisfactory and training is required. Second, whether the
employee is capable of being trained and the specific areas in which training is
needed. Finally, we need o state whether poor performers (who can improve with
requisite training inputs) on the job need to be replaced by those who can do the
job. Other options to training such as modifications in the job or processes should
also be looked into. Personal observation, performance reviews, supervisory
reports, diagnostic lests help in collecting the required information and select
particular trzining options that try to improve the performance of individual
workers.

To be effective, training efforts must continuously monitor and coordinate the
three kinds of analyses described above. An appropriate programme that meets the
company’s objectives, 1ask and employee needs, may then be introduced. Further,
the training needs have 1o be prioritised so that the limiled resources that are
allocated to fill traiming gaps are pul 10 use in a proper way.
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An example of an assessment [imo w be completed by trainees is given in Teble 13.2,

Table 13.2: Ao Example of 2 Trainee Reaction Questionnajre

Eviluatien Questivanaire

(Please return this form unsfened 1o Development Group)

b Comsidering everything. how would vou mite this program? {Check one)

Linsarislfacory Satislactory Good Cutstanding

Please cxplinn bricHy the reasons for the eating you have given:

2. Weme yowr capociations: excecded mmalched fallen below * [Check tme)

2o A you pwing 10 recomend this imining programme to other members of your department?

ey Ma " you checked ™yes,” please descritse the job 1iles held oy the peaple m
s lom wou wouitl recom nendd This progremnc™?

4. Please rabe the relalve value {1 = wry valuable; 2 = wonhwhile; 3 = negligible) of tne following
companents of the naming progrin @ you:

Wideorassohys Role-playving exercises
Workbooks Small group discussion
Small group discussions ] Leciures

5. Pleasc ratc the maia leviurer's presentation (1 = not cffective; 2 = somewhal offeetive; 3 = very
elfective) in tlerms af:

Adbility wo Communicate
Fmprhasis on Key Points -
Visual Aids

Handow Materals

"B Plepse mre the following cases, eadmgs, and videocassetles by placing a checkmak in the
appropiale column:

Esxwllzni Gand Faue Pesr

Duercomig Reaistance o Change
Ferdewing Perlormandce (o
Handling Employes Pr formanss
Sleda Co i
Gupenion Sks Cusemy 1_
McGrigor's Thotry X and ¥ I
Heory Wafactading .
Firzl Federal Sawnge: h i
Clanemont Indushies i

i reras 4

T, Was the mtio of legiores o gzt (uheck ome); Hizh Uk Lo 7

£ Were the videocassciics penlinent to your wark? (vheck ong)
T most of my work
To some of my wos

To none of my work

Coemié.
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¥ To help the training Jircctor and the swft provice funher improvemcnts in future programs. |
plegse piven us your frank opiimion of each ease discussion 'eadert conteibion ro vour leaming.
s 1f3ee your checkinarks in T appopriale goxes. )
| Zamidlenl Abewe AyvBiEga AvEvage  Below Awrmne Poyw
[OAE T T ] ]
| BLEASDN T "
LARD o =
MR TiR
FORTELLS | | =
ISHA L™ L
SUMMERS ] r" i
[ 1 SETR
FirdRaER L3 ol
Hirs il YTl Gudlluahg yrie partinadion. i s med g ® (Chech} |
Dwerafd wi <cad Too hrawy sl night lephghl
Corse Preparatica. Tod ey Jusk righd T Ligghl
Hoamgaur = 3ERignrrenls: TOo0 ety 2=l gk Toalighl _ |
W3t SRS e s 0 w5l hiae i eTghosng [ha peogramy
10 low wawld yoo cvaluale youe paswapmtion in e progrm? (chegk)
wver workload:
Top light _ B Too heavy Tun hewvy |
Case preparation: |-
Toplight Too heavy T breavy

Hemework assignments.

. What suppcstions o you have for improving the program?

Top light Too heavy g Too hesvy

13.8.3 Decision Points in Planning Training Evaluation

John Dopyera and Louise Pitene identified eighl decision points in planning training
evalugiion. They are as follows:

li

i )

Should an evaluation be done? Who should evaluate?

Wlat 15 the purpose of evaluaiion? There are mainly two purposces of doing
wwalugtion. They are justification evaluation and detgrmination evalualien
Justificauion cvaluations are undertaken as reactions 10 mandates, other purpnses
thal will make evalwation efforts more fruittul. These pumposes include training
nesds assCSsment, programme mprovernents and impact evaluvation.

What will be measured? The focus of the evaluaiion will be on training and
delivery, programme conlend, materials, impact of wraining on individuals ihroush
leaming, behaviour or performance chanpge. Learning can be measured through
pre-test and post-test. Evaluaie the effects of Iraining after the trainee returns to
the work place, using changes in between or the work results as indicators,

How comprehensive will the evaluation be? The scope or the duration and
comprehensiveness of the evaluation arc influenced by available support,
communivalion and evaluation purpose,

Whe has the authority and responsibility? Whoe has the authorily and
responsibility at different stages of evaluation will be dewenimined by the faciors
like personnel, credibility of imternal siwff, communication, and objeciivity of
internal staff 1o do an evaluation rezardiess of resulis.









L

FExeculives can show superior perfornusnes on the job. By handling vared jobs of
inereasing  difficully and  scope, they hecome more uselul, vepattle  and
productive, The nch experience that Lhey zain over u period ot time wonld help
them step into the shoes of their superiors easily.

Execulive Dovelupmen! programimes belp manigers to broader their outlank, look
inlo vanes problems dispassionately. cxamine the consequences carefully,
appreciale how others would reacl to a particolar solution and dischacpe their
responsibaiinivs 1aking 8 holistie vicw of the cabine orsanisalion.

The special courses, projects. connulies assignments, ob ronation und  other
exercises help managers to have g fedl of how to discharge their dities witliow
rubbing people (subordinales. peers, superiors, compenlars, cusiomers, cle.) ihe
WIDRE Wiy,

13

10 STEPS IN TIIZ ORGANISATION OF A

MANAGEMENT DEVELOPMENT PROGRAMME

The followmg are the imporant steps o the organisation of 4 managernent
development programume: {(Moe; Wexley; Quinnones)

Analysis of vrganisational development pecds: Afler deciding o launch g
management development programme, i close und critical examination ol the
present and [uture developmoenl necds of the organisation has o be mude. We
should koow how many ard what type of manapers are requiced t mect e
present and Tutur: requiremetts,

A compansen of e alrcady existing ralents with those thar are required (o meet
the progected needs will help the top management to take a policy decision as 1o
whether it wishes to fill those positions from wilhin the organisation or fram
nutsade snurces.

Appraisal of preseat managemest tafents: ITn arder to make the above sugaested
companisen, @ qualitative assessmenl of Lhe oxisting cxceolive talenls should be
made and an estimate of their potendial for development showld be added o that,
{nly ther can it be compared with the projecied reqoired talents.

Inventory of manaperment manpower: This 1s prepared to have a complete set of
information abow! cach cxeeutive in cach position, For cach member of e
executive leam, a card s prepared listing such dala as name, age, length of
service, education, work experience, health record, psychological test results and
performance appraisal data, etc. The selection of individuals for 2 management
development programuoe s made oo she basis of the kind of background they
POSSCES.

Such infonnation, when analysed, discloses Uk srengths as well as weaknesses oc
deficiencies ol managers i certain funciions reksting to the fuhne nceds of Lhe
urpanisations.

Plowimp of individead development prograsemes: Guided by the results of the
pertormeance appriisal thal indicates the stremgths apd weakmesses of cach of the
executives, this activity of planoing of ndivideal develpment programme can be
performed.

Establiskment of development progrowimes: 1 is the duky of the HE depurlment
to establish the developmental opportunitics. The HE departinent has 1o wdenlily
the existing tevel of sailks, knowledge, £, of vesous skecunves apd commpare
themn with their respective joly reguircsnents. Thus, it dentifivs developmental
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e Try not to be everything in an interview. Most candidates try too hard in an
interview and are very accommodating. Don’t be. The most commonly asked
guestion during interviews is “what could you contribute to this organisation?”
The usual answer given is “whatever you need’. This just shows your desperation.
Guard against this.

e Negotinte salary, benefits and working conditions clearly, keeping realistic picture
ol your own fair markel value and the current economic chimate in mind. Most
experts believe that a candidate should guard against winning a salary tug-of-war
at the expense of losing the goodwill of his interviewer.

® |ostoul ona job, no problem. It is always a good 1dea 1o call your interviewer and
ask him lor feedback on the reasons why you were not hired.

Sewrce: I Dalmia CEOQ, JobsAhead com; Collectors” Series, Business Waorld, 21.1.2002

Mid-career

Mid-career is a stage that is typically reached between the age of 35 and 50. At this
point, one may continue to show improved performance, level off or begin 1o decline;
you are no longer viewed as a “learner’. Mistakes commitied by you would be viewed
seriously and may invite penalties as well. If vou are good enough, you may grow and
wm out good results. I you do not have the same fire in the belly when vou started
your career. the best thing would be to hold on to what you have. Technically
speaking, a plateaved career stares at you. Plateaving is a condition of stagnating in
one’s current job. Since you are no longer ambitious and are more or less happy with
what comes your way, the organisation can place you on jobs thal require experience
and maturity. The organisation can’t discount your worth and treat you as deadwood,
since you still retain the flavour and continue to show reasonably good performance.
But then what would happen to those emplovees who have lost both interest and
productivilty al work? Organisations often show them the door or shift them to less
importani jobs,

According 10 William Ellis, the following strategies help a person get off to a flying
start in @ new position.

o Make yourself visible early: Try a novel tactic, use a stunningly different strategy
or follow a route that's generally avoided by most others. Try anything so as to get
noticed.

®  Overkill that first assignment: In your first assignment, set impossible targets for
vourself — which others can’t even think of in their wildest dreams and deliver
results laster than others.

o  Get the tay of the land: Gel as much information as possible about people,
processes and activilies in your work spol = al an amazing speed and become a
guick and authoritative information source.

o  Say “sure” and figuwre out how later; Management values the new employee who
grabs a challenge and runs with it. Try to get over the hurdles somehow — through
a painful process of trial and error and come back with winning solutions.

o  Accelerate your enthusiasm: An enthusiaslic newcomer can spark a whole
department. Yel some days vour enthusiasm will run low. There is a remedy,
howewver; if you want to be enthusiastic, act enthusiastic. Inner enthusiasm
follows, and it will have an echo effect on colleagues and bosses. Even cynical old
hands want to help an enthusiastic new person.
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