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1.0 INTRODUCTION

In this unit we will be giving an introduction to human resource management
and management as such what is and its importance etc. We start with human
resource management within which we discuss building human organisations,
essential functions of a HR manager and his roles in an organisation. This is
followed by aims of human resource management within which we handle the
need for human resource management, reservation about the HRM and thelevers
for change in human resource management. We then deal with the functions of
HR management, its objectives and then go on to discuss human resource
planning. Within this we differentiate between human resource planning and
business planning and manpower planning etc. Then we take up the incidence
and rationale for human resource planning and discuss under the title the
organisational context, thelabour market context and point out the aim of human
resource planning and the process. Then wetake up the definition and description
of management and differentiate it from administration. Then we discuss the
process of management followed by the common activities of management and
principles of management. Then we put forth the problems of management in
general.

1.1 OBJECTIVES

On completing this unit, you will be able to:

e Define HR management;
e Describe the aims of human resource management;
e Explain the functions of human resource management;

e Elucidatethe development of human resource concept and the objectives of
human resource management;

e  Describe human resource planning;

e Elucidate theincidence and rationale for human resource planning;
¢ Define management;

o Differentiate between management and administration;

e Elucidate the process of management;

e Delineate the principles of management; and

e Anayse the problems of management.

1.2 HUMAN RESOURCE MANAGEMENT

Organisation require thefollowing to be effectivethat is, the Physical resources,
including the manufacturing facilities and equipment to produce a product or
provide a service, Financial Resources including equity, leverage and retained
earnings. Marketing capability to connect whatever products or services are
created with customers and Human resources, including the experience, skills,
knowledge, judgment and creativity belonging to the organisation along with
themeans of organising, structuring and rewarding these capabilities. ThusHuman
resource management involves all management decisions and practices that



directly affect or influence the people or the * human resource’ who worksfor the
organisation and this resource in particular needs to be nurtured.

Human Resource planning on the other hand deal s with determining how much
human resources are required by the organisation to achieve its goals and
objectives. It is concerned with the flow of people into, through and out of an
organisation. Human resource planning involves anticipating the need for |abour
and the supply of labour and then planning the programmes necessary to ensure
that the organisation will have the right mix of employees and skills when and
where they are needed.

Once the human resource has been brought together by the organisation, it needs
to manage them effectively. As you know, people are bundle of unconscious
motives, feelings, thoughts and complexes. When two or more people come
together to obtain asaid objective, there areinvariable problems. Thus managing
human resource turns out to be highly challenging job for a manager. His/her
effectiveness lies in how well he/she can take charge of people and realise the
objectives and goals of the organisation more efficiently. Therefore with the
process of planning, organising, directing and controlling the organisation’s
resources, the manager can achieve the organisation’s goals and objectives.

Manisby far the most critical resource of an organisation. No amount of money,
materials and machines can produce results by themselves. Men are needed to
manage them. Machines can be programmed to take over routine, repetitive jobs,
but only a human brain can design the machines.

1.2.1 Building Human Organisation

“Surround you with the best people you can find, delegate authority, and don’t
interfere” is the advice given by U.S. President, Ronald Reagan to practicing
managers. Certainly useful advice except for the drawback that good people,
leave alone the best, are so difficult to find “I just can’t seem to find the right
people”’ isan often heard lament from many amanager. It isindeed a paradoxical
situation that we have so much unemployment on the one hand and on the other
itisgenuinely difficult to find theright sort of people. Thereforeit isthe people’s
dimension of the organisation that is taken into consideration, and we call it
Human Resource Management (HRM).

The emphasis of HRM is on considering the following:

e Employees as assets rather than as costs.

e Adopting astrategic approach to invest in them to achieve higher value.
e Todevelop and manage the performance.

e Gaining their commitment to achieve the objectives of the organisation.

It is a psychological contract between management and employees. It should
offer challenging and meaningful work in return for aloyal, committed and self
motivated employee.

Thus, the attempt isto manage employeesthrough proper strategy and develop a
proper culture/climate in the organisation.

Thisonly reinforcesthefact that agood worker isaval uable asset to any company
and, every manager must constantly be on the look out for people with potential
and attract them to join his company.

Introduction toHuman
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An effective system of Human Resource Management (HRM) is the backbone
of any efficient organisation. All business problems stem, directly or indirectly,
from people problems. Unlike technology, which is to a very high degree
controllable, unused or misused, human resources can turn out to be
counterproductiveto the organisation. Therefore, human resource functionshave
to be handled meticulously and efficiently to ensure the smooth working of any
system.

The most important job of the HR Department is to create and maintain an
atmospherethat facilitates performance and to devel op an organisational culture
that brings out the best in the people working in it.

When organisations are made up of peopleit isimportant
e Toacquiretheir services,

e Develop their skills,

e Motivate them to high levels of performance and also

e Toensurethelr commitment to the organisation.

Thiswill help in achieving the objectives of the organisation be it government,
business, education, health, recreation or social activities.

Recruiting and keeping good people is very essentia to the success of every
organisation. The organisation which can acquire, develop, stimulate and keep
outstanding workers will be both effective and efficient and do not face the risk
of stagnating or going out of business.

Competent managers and workers are the basi ¢ requirements of any organisation
so that they can co-ordinate their efforts toward an ultimate goal of the
organi sation; they both must work as ateam because of the reasons given below:

¢ Human Resource is the most important asset and only an effective
management can keep it successfully.

e Thesuccesscan beachieved only if the personnel policiesand the procedures
of the organisation are closely linked to the corporate objectives and strategic
plans.

e The corporate culture, the values, the organisation climate and the
management behaviour will exert amajor influence on the achievement of
the excellence of the organisation functioning.

e  HRmustintegrate all the members of the organisation to work with a sense
of common purpose towards the organisation’s goals.

Thusthe HRM functionisnot restricted to the HR Department alone. It pervades
all other functional areas as al the activities in the organisation are linked to
people. This increases the responsibility of the HR managers. It is common to
make the HR Department responsible for the organisation’ s failure and a higher
degree of commitment are expected from the HR manager than from any other
line manager.

1.2.2 TheEssential Functions of a HR Manager
The essential features are:

e  Human Resource Planning



e Human resource acquisition — recruitment, selection, induction

e Humanresource utilisation —direction, leadership, placement, performance
planning, performance appraisal.

e  Human resource Mai ntenance/ Sustenance —compensation, welfare, benefits.
e Human resource Exiting — Retrenchment, dismissal, retirement.

1.2.3 TheRoleof aHR Manager

In addition to the regular HR functions, HR manager has to perform the role of
acounselor, guide and change agent. Maintaining the psychological balance of
the employee by motivating and guiding him towards the goalsin the best way
possible is the responsibility of the HR manager. The role as a change agent is
another sensitive function that the HR manager has to perform. Any change to
be effected in the organisation has to be preceded by a change in the attitudes of
the employees. The changes should first be made acceptable to the employees
and they should be able to adjust to the new environment. The HR manager has
to undertake thisfunction to see that necessary help isavailableto the employees
intheform of counselling, re-training, etc., to enablethem to adjust to the changed
situations.

Human Resource Management (HRM), morethan any other areaof management,
issituational in nature. A lot hinges on the personal efficiency of the practitioner.
The personal qualities of the manager play a more important rolein HRM than
in any other functional area. A HR manager is expected to possess such qualities
as sengitivity, empathy, helpfulness, etc. A good understanding of people is
essential to a HR person, as he has to deal with the behaviour of people, which
has adirect bearing on organisational efficiency

Tom Peter (1985) says ‘that trust people, treat them like adults, enthuse them by
lively and imaginative leadership, develop and demonstrate an obsession for
quality, make them feel they own the business and your work force will respond
with total commitment’. Douglas Mc Gregor aso made a similar observation
much earlier to this in 1960. He says that create the conditions such that the
members of the organisation can achieve their own goals best by directing their
efforts towards the success of the enterprise.

The roots of HRM can be traced to the work of Peter Ducker and Mc. Gregor
1950's. Drucker was the person who invented Management by Objectives.

He wrote that an effective management must direct the vision and effort of all
memberstowardsacommon goal. i.e., goal directed |eadership. Drucker claimed
that the personnel specialist tended to conceive his work as partly afile clerks
job, partly a housekeeping job, partly a social worker and partly a person who
can settle the union trouble. Actually to him, these are not the only role a HR
manager should do. There is more to his role and if he perform it well the
organisation can achieve great success.

Mc Gregor advocated “Management by integration and self control, partly asa
form of management by objectives but more importantly as a strategy for
managing people who affects the whole business.

He believes that management philosophy need to be built up based on attitudes
and beliefs about people and the managerial role of achieving integration.

Introduction toHuman
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Therefore both Mc Gregor and Drucker paved the way to HRM philosophy that
Human Resource policies and programmes must be built into the strategic
objectives and plans of the business and must aim to get everyone involved in
the achievement of these objectives and plans.

Self Assessment Questions
1) Define HR management.

1.3 AIMSOFHUMANRESOURCE MANAGEMENT

e Toutilise peopleto their full capacity and potentials.

e Tointegrate human resources policies with business plans and reinforce an
appropriate culture and to reshape an inappropriate culture.

e Createan environment to rel ease the latent talents (creativity and energy) of
employees.



e  Createconditionsinwhichinnovation, teamwork and total quality if fostered.
e Tobeflexiblein pursuing excellence.

1.3.1 TheNeed for Human Resource M anagement
e Increasing international competition.

e Increasing complexitiesand size of the organisation need proper management
of people.

e Thetechnological revolution.
o Tooffer proper advancement and opportunitiesto highly potential employees.

e Addressthevaluesof workforce, which now wantsto become moreinvolved
in the company’s affairs.

e Meeting the career needs and life satisfaction of the employees
e Providing quality of work life.
e Thechanging demography of the work force (workforce diversity).

1.3.2 Reservations about Human Resour ce M anagement

How can Human power betreated as a Resource? Whether it ismorally correct?
Itisfelt that thereis more manipulation of peoplein organisation and sometimes
the organisation may be working against some values and interests of the
employees’ (maintenance of the machine, and adulteration in producing goods,
etc.,). How are these sort of ethical dilemmas addressed?

Opportunities and Threats: Human Resource Management is considered as
an opportunity and not athreat.

Opportunity: Meansto show one’sexpertisein furthering the business objectives
and also meeting the needs, expectations and values of employees.

It provides an opportunity for HR Manager to be moreinvolvedin theformulation
of businessstrategy. HR Managers are the actual organisation culture builders so
they haveto be creative and provide proper guidance and support to theworkers.

Threat: It meansthat no manager should feel that he cannot handle the affairs of
the organisation because of the various responsibilities he has to shoulder. He
could consider theseresponsibilities as challenges and deal with them efficiently.

1.3.3 Leversfor Change

With the help of this department a great amount of positive outcomes can be
expected. That is an effective manager would attempt at bringing about change
in the attitudes, behaviours, process, systems and structure. The personnel
specialist along with the line management can make a major contribution to
create and maintain an effective HR system. They have powerful leversonwhich
change can be based.

1.34 HRM Srategy

This gives clear direction for long term Organisational development. To
understand HRM strategy it isimportant to know some of the terms that we use
in HRM.
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1)

2)

3)

4)

5)

6)

7)
8)

9)

10)

11)

Organisation: Restructuring the organi sation and redesigning jobsto support
strategic plans.

CultureManagement: Practices, policies and styles of the management to
develop and maintain the culture.

Change M anagement: Bringing in new ideas and devising programmes
and methods of managing commitment, through training, counselling and
guidance.

Flexibility: Adapting to new methods and enabling peopleto learn and use
wide range of skills.

Team Wor king: Enhancing the ability of peopleto work with groups/teams
by adjusting themselves and removing conflicts.

Quality Management: Managing the quality of the product through
assessing the product frequently and improving the services.

Resour cing: Matching the human resources to the changing requirements.

Human Resour ce Development: Investing in devel oping the HR through
proper training and developmemt at all levels of the workforce.

Perfor mance M anagement: Thisrefersto evaluating the performance and
checking the progress against the objectives of the organisation.

Reward Management: It isused to define performance expectation and to
reward people for their contribution.

Employee Relation: to increase the co-operation between employees and
to allow direct communication to employees.

Thus Management isaprocess of efficiently getting the jobs completed with and
through other people.

The manager therefore has to plan, organise, lead and control the activities and
accomplish the objectives. The efficiency of any manager would be determined
by seeing asto how successful he/sheisat completing the tasks given within the
limited resources and people.

1.4 FUNCTIONSOFHRM

There are two major functions which the Human Resource Manager should
perform.

Managerial Functionsof HRM

1)

2)

Planning: Planning isthe conscious determination of future course of action
to achieve the desired results as to what one wants to achieve, when to
achieve and how to achieve. Planning is related to objectives, setting of
rules and procedures, determining the projects, setting policies, strategies
and budgeting.

Organising: It is the process of dividing work into convenient tasks or
duties. Grouping these to form the positions, then grouping of various
positions into departments and sections, assigning duties to individual
positions, and del egating authority to each position so that thework iscarried
out as planned.



3)

4)

5)

6)

7)

8)

9)

10)

11)

12)

13)

Saffing: Itinvolves manning the various positions created by the organising
process. It includespreparing inventory of personnel availableand identifying
the gap between manpower required and available, sources from where
people will be selected, selecting people, training and developing, fixing
financial compensation, and appraising them periodically.

Directing: When people are available in the organisation, they must know
what they are expected to do in the organisation. Directing includes
communicating, motivating and leadership.

Controlling: Itinvolvesidentification of actual results, comparison of actual
results with expected results as set by planning process, identification of
deviation between the two, if any, and taking of corrective action so that
actual results match with expected results.

Operative functions: These are more specific activities like employment,
development, compensation and maintaining relations.

Employment: It is securing and employing people. This is done with the
help of the following:

Job Analyses: This is a process of analysing the needs of the job, who
should be employed, with what qualification etc.

HR Planning: This process where, the management sees that required
number of people and qualified people are available to the organisation
whenever the need arises.

Recruitment: Thisisaprocess of attracting suitable candidatesto apply for
thejobs.

Selection: It refers to a process of selecting the right kind of people with
right qualifications, experience, skill, according to the job demands.

Placement: Inthis, the selected candidates are assigned to the most suitable
job.

Induction and Orientation: In this, the new employees are given an
orientation on how the organisation functions where they fit in the
organisation, the role they should play and they are also told about the
practices policies and purposes of the organisation.

1.5 HUMAN RESOUCE DEVELOPMENT

Here the main functions are performance appraisal, training and development,
career planning, transfers, promotion etc. It is aso a process of enhancing the
skills, knowledge and aptitude, attitudes, valuesand commitment through training.

1)

2)

Compensation: The distribution of wages depending upon job evaluation,
gualification etc.

Human Relation: This focuses on integrating people into work situation
and to motivate them to work productively, co-operatively and with
economic, psychological and social satisfaction.

Introduction toHuman
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1.6 THE OBJECTIVESOF HUMAN RESOURCE
MANAGEMENT

In practice, human resource management achieves its purpose by meeting
objectives. Objectives are benchmarks against which actions are evaluated.
Sometimes these objectives are carefully thought out and expressed in writing.
More often, objectives are not formally stated. In either case, objectives guide
the human resources function in practice. To do this, objectives must recognise
and balance the challenges presented by society, the organisation, the human
resource function, and the people who are affected. Failure to address these
challenges can harm the firm’'s performance, its profits, and even its survival.
These challenges are identified in four objectives that are common to human
resource management:

1) Societal objectives: To be ethically and socially responsible to the needs
and challenges of the society, while minimising the negative impact of such
demands upon the organisation. The failure of organisations to use their
resourcesfor society’s benefit in ethical waysmay result in restrictions. For
example, society may limit human resource decisions through laws that
address discrimination, safety, or other areas of societal concern.

2) Organisational objectives: To recognisethat human resource management
exists to contribute to organisational effectiveness. Human resource
management isnot anend initsalf; itisonly ameansto assist the organisation
with its primary objectives. Simply stated, the department exists to serve
the rest of the organisation.

3) Functional objectives: To maintain the department’s contribution at alevel
appropriate to the organisation’s needs. Resources are wasted when human
resource management is more or less sophisticated than the organisation
demands. The department’s level of service must be tailored to the
organisation it serves.

4) Personal objectives: To assist employeesin achieving their personal goals,
at least insofar as these goals enhance the individual’s contribution to the
organisation. Personal objectives of employees must be met if workersare
to bemaintained, retained, and motivated. Otherwise, employee performance
and satisfaction may decline, and employees may |eave the organisation.

1.7 HUMAN RESOURCE PLANNING

When the strategic goal s of an organi sation haveto be achieved, human resource
planning helpsin determining how much human resourceisrequired to achieve
them. Bulla& Scott(1994) have defined Human Resource asaprocess of ensuring
that the human resource requirements of an organisation areidentified and plans
are made for satisfying those requirements. Organisations believe that their most
strategic resourceis‘ people’ and human resource planning activitiesis concerned
with matching these resources to business needs in the longer term. Further it
addresses the human resource needs in both quantitative and qualitative terms.
Besidesit also looks at broader issues relating to the ways in which people are
employed and devel oped in order to improve organisational effectiveness. Thus
it plays an important role in strategic human resource management.



1.7.1 Human Resource Planning and Business Planning

Generally, the human resource planning is an integral part of business planning
i.e., The Strategic planning process should define projected changesin the scale
and types of activities carried out by the organisation. The core competencies
and skills needed by the organisation should also be identified.

However to make such kind of clear predictionsfor along range planisdslightly
difficult and these may restrict the feasibility of making such plan.

Besides, to acertain extent it ispossibleto predict the number of peoplerequired
to achieve the strategic business plans, but it is difficult to interpret about the
waysinwhich people could be devel oped and deployed more effectively to further
the achievements of business goals. Moreover, focusing on any problems that
might have to be resolved in order to ensure that the people required will be
available and will be capable of making necessary contribution to the achievement
of the goalsis aso difficult. According to Quinn Mills (1983) human resource
planning isa* decision making process that combinesthreeimportant activities.

e Identifying and organising the right number of people with proper skills.
e Motivating them to achieve high performance.

e Creating interactive links between busi ness objectives and people planning
activities.

Thus, in situationswhere aclear business strategy does not exist, human resource

planning will haveto rely more on making broad assumptions about the need for

people in the future, or the planning process could focus on specific areas of

activity within the organisation whereit ispossibleto forecast likely future people
requirement.

Hard and Soft Human Resour ce Planning: Theformer isbased on quantitative
analysisi.e., to seethat theright number and sort of people are available whenever
and wherever needed. Soft human resource planning is concerned with ensuring
that people with right attitudes and motivation who are committed to the
organisation and engaged in their work and behave accordingly are available
when the organisation wants them. This planning is based on the assessments of
the requirements for these qualities and also on the measurements of the extent
to which they exist. Staff surveys, the analysis of the outcomes of performance,
management reviews and opinions generated by the focus groups will help in
obtaining these data.

The above information helpsin planning for improving the work environment,
providing opportunitiesto devel op skillsand careers and adopting atotal reward
approach which focuses on non-financial, ‘relationa’ rewards as well as the
financial ‘transactional’ rewards. They also lead to the creation of a high
commitment management strategy which includes approaches such as creating
functional flexibility, designing jobsto provideintrinsic motivation emphasising
team work, doing away with hierarchies and status difference, increasing
employment security, rewarding peopleon the basisof organisational performance
and enacting organisational -specific valuesand aculture that bind the organisation
together and givesit afocus. Soft human resource planning creates and shapes
the culture, so that there is a clear integration between corporate goals and
employee values, beliefs and behaviours.

Introduction toHuman
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1.7.2 Human Resource Planning and Man Power Planning

In comparison to the traditional quantitative approaches of manpower planning,
human resource planning is concerned with broader issues about the employment
of people. Such approaches derive from arational top-down view of planningin
which well tested quantitative techniques are applied to long term assessments
of supply and demand. Today, there has been a shift from reconciling to the
number of employees available with predictable stable jobs, towards a greater
concern with skills, their development and deployment.

1.7.3 Limitations of Human Resource Planning
Human Resource Planning consists of three steps:

e  Forecasting future people needs.
e Forecasting the future availability of people.
e Drawing up plansto match supply to demand.

Casson(1978) suggeststhat human resource planning should beregarded asfirstly
a regular monitoring activity through which human resource stocks and flows
and their relationship to business needs can be understood, assessed and
controlled, problems highlighted and a base established from which to respond
to unforeseen events.

Secondly, it should be regarded as an investigatory activity by which the human
resourceimplicationsof particular problemsand change Situations can be explored
and the effects of alternative policies and actions investigated.

According to him, there is no great need for making estimations for the staff,
because the ability to make these estimations become severely limited by the
difficulty of predicting the influence of the external events.

Further Heller (1972) saysthat thereisarisk in the estimation of the staff because
sensible anticipation gets converted into foolish numbers, and their validity
depends on large, loose assumption.

Thus Human Resource Planning should concentrate more on what skill will be
needed in the future and provide a broad indication of the numbers required in
the longer term, and sometimes it is also good to make short term forecasts
keeping the activity level and skills requirements with a reasonable degree of
accuracy. These kinds of predictionswill generally be based on broad scenarios
rather than on specific supply and demand forecasts.

Self Assessment Questions
1) Delineate the objectives of human resource planning.




2) Discuss Human resource planning.

5) What is the difference between Human Resource Planning and Man
Power Planning?
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1.8 THE INCIDENCE AND RATIONALE FOR
HUMAN RESOURCE PLANNING

Rothwell (1997) has pointed out that there is no research evidence which has
pointed to the success of human resource planning, except in afew cases. She
say’sthat there isagap between the theory and practice and thisis because of the
following reasons:

e Theimpact of change would make it difficult to predict the future — the
need for planning may be in inverse proportion to its feasibility.

e Theshifting of policy priorities and strategies within organisations.

e Thedistrust displayed by the managers — they prefer pragmatic adaptation
to conceptualisation.

e Thelack of evidence that human resource planning actually works.

Whatever, may bethe disagreements, it isnot possible not to make someforecasts
of human resource requirements as a basis for planning and action. A sensible
anticipation can be made bearing in mind the major changes in the operation of
an organisation because these can be usually foreseen. Thus, by keeping track of
developmentsin the organisation, it isto some extent worthwhile to make Human
Resource Planning, so that the organisation is in a better position to deal with
resourcing problemsin good time.

Onthebasis of research conducted by the Institute for Employment studies Reilly
(1999) has suggested some reasons to why organisations should conduct some
form of Human Resource Planning. They are categorised under three groups.

i) Planning for Substantiative reasons. The resource acquired earlier than
needed can always be optimised by making them moreflexible, by nurturing
skills that take time to develop, identify potential problems and minimise
the chance of making a bad decision.

i) Planning because of the process benefits': This involves understanding
the present in order to confront the future, challenging assumptions and
liberating thinking, making explicit decisions, which can belater challenged,
and ensuring that long term thinking is not driven out by short term focus.

iii) Planning for Organisational reasons': Thisis linking Human Resource
Plansto business plans so asto influence the organi sation, gain control over
operating units and coordinating and integration organisational decision
making and actions.

1.8.1 TheOrganisational Context of Human Resource Planning

The extent to which Human Resource Planning is used, and the approaches
adopted, will be contingent on the extent to which the management recognises
that success depends on forecasting future peopl e requirements and implementing
plansto satisfy those requirements. Thiswill aso be affected by the degreetowhich
it is possible to make accurate forecasts. Thus organisations which work under
turbulent conditionsmay rely on ad hoc and short term measuresto recruit and keep
people, but even here the organisation will benefit only when the Human Resource
Planning policies are concerned with attracting and retaining the key staff.



1.8.2 ThelLabour Market Context

The markets in which the organisations are operating will be the actual internal
labour market — the stocks and flows of people within the organisation who can
be promoted, trained or redeployed to meet future needs—and then comes external
labour markets. The external- local, regional, national and international markets
fromwhich different kinds of people can berecruited. Thereare usually anumber
of marketsand the labour supply inthese can vary considerably. Likely shortages
will have to be identified so that steps can be taken to deal with them.

In these kinds of situations the organisations have to formulate ‘ make or buy’
policy decisions.

e A ‘'make policy means that the organisations prefers to recruit people at a
junior level and train them to take promotions and meet the future needs.

e A ’Buy’ policy means, the recruitment is done from outside—i.e., bringin
fresh blood into the organisation.

However, the organisations tend to mix the two choices in varying degrees,
depending upon the situation of the firm and the type of people involved. A
highly entrepreneurial company operating in turbulent conditions, or one which
has just started up, will rely totally on external recruitment. WWhen dealing with
knowledge workers, there will be a problem in obtaining them because they are
highly mobile, and thusthey are usually recruited from external sourceonly. For
example, Management consultants. Generally firmswhich can predict their people
requirements accurately usually rely on developing their own staff once they
have been recruited.

1.8.3 Aimsof Human Resource Planning

The amsin any organisation will depend largely on the context. However, they
will also be sometypical aimsfor each organisation such as the following:

e Attract and retain the number of people required with the appropriate skills,
expertise and competencies.

e Anticipate the problems of potential surpluses or deficits of people.

e Develop a well trained and flexible workforce, which contribute to the
organisation’s ability to adapt to uncertain and changing environments.

e Reduces dependence on externa recruitment particularly when there is
shortage of key skills by formulating retention, as well as employee
development strategies. Improve the utilisation of people by introducing
more flexible systems of work.)

1.8.4 The Process of Human Resource Planning

The Process of Human Resource Planning need not necessarily be alinear one
i.e starting from abusiness strategy and flowing logically through to resourcing
flexibility and retention plans. It can be a circular one i.e. the process can start
anywhereinthecircle. For example, Scenario planning may impact on resource
strategy which may in turn influence business strategy. Alternatively, the starting
point would be demand and supply forecasts which form the basis for the
resourcing strategy. Theanalysis of the labour turnover may feed into the supply
forecast, but it could also lead directly to the devel opment of retention plans.
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Moreover, it cannot be aways assumed that there will be a well articulated
business plan as a basis of the Human Resource Plans. The Business strategy
may be evolutionary more than deliberate; it may be fragmented, intuitive and
sometimesincremental. So, resourcing decision may only be assumptionswhich
may not be correct or cannot be tested, Further, there will also be certain
reservations about the extent to which the process can be formalised. However,
with the help of these assumptions certain broad statements of intent could emerge
which may be sufficient to guide resourcing practice and would be better than
nothing at all. The degree to which human resource planning can be carried out
systematically will depend on the nature of the organisation i.e., If the futureis
predictably then, formal planning will beuseful andif itisnot then the organi sation
hasto rely on broad scenarios rather than precise forecasts.

These processes are summarised below:

i) Businessstrategic plans: Thisrefersto defining future activity levels and
initiatives demanding new skills.

i) Resourcing strategy: This refers to planning to achieve competitive
advantage by devel oping intellectual capital - employing more capable people
than rivals, ensuring that they devel op organisation specific knowledge and
skills, and taking steps to become an ‘employer of choice'.

iii) Scenario planning: This means assessing in broad terms where the
organisation is going in its environment and the implications for human
resource requirements.

iv) Demand/supply forecasting: This means estimating the future demand for
people (numbers and skills), and assessing the number of people likely to
be available from within and outside the organisation.

v) Labour turnover analysis: Thisrefersto analysing actual labour turnover
figures and trends as an input to supply forecasts.

vi) Work environment analysis: analysing the environment in which people
work in terms of the scope it provides for them to use and develop their
skills and achieve job satisfaction.

Business

Strategic Plans
X
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| Resourcing

Strategy
Scenario Demand/Supply Labour Turnover

Planning Forecasting Analysis

m R Operational

Work Environment umanl esource < Effectiveness
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Work Environment |




Self Assessment Questions
1) What isthe rationale for human resource planning?
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1.9 MANAGEMENT

Management isan integrating forcein all organised activities. Whenever two or
more peoplework together to attain acommon objectives, they haveto coordinate
their activities. They also have to organise and utilise their resources in such a
way as to optimise the results.

Thus management is a generic term and can be subjected to many definitions.
However we are basically concerned with management as being responsible for
the attainment of objectives taking place within a structural organisation and
with prescribed roles. So this involves people working beyond themselves and
exercising formal authority over the activities and performance of other people.

1.9.1 Management and Administration

There is often confusion over different interpretations of the two terms
‘management’ and ‘administration’. One of the main reasons for this confusion
isbecause of thetrandation taken from Fayol’s book which waswritten in French.
In the original book there was a direct English translation of administration but
inlater publications, the term management has been replaced with administration.
Urwick says Fayol’s meaning of the word ‘administration’ indicates a specific
function which enters all tasks involving supervision of the work of others. Itis
not concerned with the status of those who exercise this function.

Dictionary definition also tendsto seethe two words as synonymous. Management
is sometimes referred to as ‘administration as business concerns’ and
administration as* management of public affairs . Thereisaclear overlap between
the two terms and individual writers use these terms accordingly to their
convenience.

Administration is skills used to refer to the highest level of management and to
the functions of establishing the overall aims and formulating policy for the
organisation asawhole particularly in public sectors. However for our purpose,
administration isinterpreted as part of the management process.

1.9.2 The Process of Management

Management is not a separate discrete function. It is undertaken at al levels of
the organisation and relatesto all the activities of the organisation. Itisaprocess
which iscommon to all other functions carried out within the organisationi.e. it
isessentially onintegrating activity. The overal responsibility of the management
isto attain the given objectives of the organisation and within the framework of
objectives; policy providesthe guidelinesfor the operations and activities of the
organisation.

Policy determines the manner in which the affairs of the organisation are to be
conducted and it is the job of the Board of directors to establish the objectives
and formulate the policy. It istheir responsibility for determining the direction
of the organisation asawhole and for itssurvival, devel opment and profitability.
Clarification of the objectives and policy is a prerequisite if the process of
management is to be effective. Now we come to the point where we want to
know what doesthe process of management actually involve and what activities
does it encompass?



Management is a complex and discursive subject and it is not easy to find
agreement on asimple yet comprehensive definition of management. Further, it
isnot homogeneous. It takes placein different waysand at different levelsof the
organisation. One approach favoured by classical writersisto analysethe nature
of management and to search for common activities applicable to managers in
al organisations.

1.9.3 Common Activities of Management

Fayol analysed the activities of industrial undertakingsinto six groups, “technical”
(production manufacture and adaptation); “commercial” (buying, selling,
exchange and market information);”financial” (obtaining capital and making
optimum use of availablefunds); “ security” (safeguarding property and persons);
“accounting” ( information on the economic position, stock taking, balance sheets,
costs, statistics); and “managerial” (management asin administration)

The managerial activity isdivided into five elements of management, which are
defined as; to forecast and plan, to organise, to command, to coordinate and to
control; Fayol’s description of these are:

1) Planning: Toforeseg; i.e., examining the future, deciding what needsto be
achieved and devel oping a plan of action.

2) Organising: Providing the material and human resources and building the
structureto carry out the activities of the organisation.

3) Command: Maintaining activity among personnel, getting the optimum
return from all employeesin the interests of the whole organisation.

4) Coordination: Unifying and harmonising all activities and effort of the
organisation to facilitate its working and success.

5) Control: Verifying that everything occurs in accordance with plans,
instructions, established principles and expressed command.

194 Principles of Management

Therefore Fayol suggests that a set of well established principles would help
concentrate general discussion on management. He also emphasises that these
principles must be flexible and adaptable to changing circumstances. Fayol has
advocated fourteen principles of management though he feels that there is no
[imit to management principles. They are:

1) Division of Work: To produce more and better work from same effortsand
also gain advantages of the specilisation, Fayol feels that there should be
division of work. However there are certain limits one should not exceed in
division of work which will be known to us when we obtain sufficient
experience and a sense of proportion.

2) Authority and Responsibility: Responsibility invariably followsauthority.
The application of sanctionsisessential to good management and is needed
to encourage useful actions and to discourage their opposite. The best
safeguard of abuse of authority isthe personal integrity of the manager.

3) Discipline: Thisisessential for the efficient operation of the organisation.
It is in essence the outward mark of respect for agreements between the
organisation and its members. The manager must decide on the most
appropriate form of sanction in cases of offences against discipline.
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4)

5)

6)

7)

8)

9)

10)

11)

12)

13)

14)

Unity of Command: In any action an employee should receive ordersfrom
one superior only, if not authority is undermined and discipline, order and
stability are threatened. There would be perpetual conflict when there is
dual command.

Unity of Direction: There should always be one head and one plan for any
group of activities with the same objective, only then the organisation can
provide unity of action, co-ordination and focusing of effort.

Subordination of Individual interest to general interest: Theinterest of
the organisation should be the foremost, instead of the individual or group
interest.

Remuneration of Personnel: The remuneration should as far as possible
satisfy both employee and employer because methods of payment can
influence organisational performance. Besides the method should be fair,
encourage keenness by rewarding well directed effort, but not lead to over
payment.

Centralisation: Thisisaways present to some extent in any organisation.
The degree of centralisation is question of proportion and will vary in
particular organisations.

Scalar Chain: Thechain of superior from the ultimate authority to thelowest
ranks. Respect for line authority must be reconciled with activities which
require urgent action and with the need to provide for some measure of
initiative at al levels of authority.

Order: Thisincludes material order and social order. The object of material
order isavoidance of lossi.e., there should be an appointed place for each
thing, and each thing in its appointed place, whereas socia order involves
an appointed placefor each empl oyee and each employeein his/her appointed
place. Social order requires good organisation and good selection.

Equity: Thedesirefor equity and for equality of treatment isaspirational to
be taken into account in dealing with employees throughout all levels of
scalar chain.

Sability of tenure of personnel: Generally, prosperous organisation has
stable managerial personnel. But changes of personnel are inevitable and
stability of tenure is a question of proportion.

I nitiative: Thisrepresentsasource of strength for the organi sation and should
be encouraged and developed. Tact and integrity are required to promote
initiative and to retain respect for authority and discipline.

Espril-de-Corps: This should be fostered as harmony and unity among
members of the organisation isgreat strength nthe organisation. Theprinciple
of unity of command should be observed. It isnecessary to avoid the dangers
of divide and rule of one’s own team; and the abuse of written
communication. Wherever possible verba contacts should be used.

A number of these principlesaredirectly influenced by the organisation structure
in which process of management takes place.



195 Management asa Social Process

Brech was another person who defines management as: “A socia processentailing
responsibility for the effective and economical planning and regulation of the
operations of an enterprise, in fulfillment of given purposes on tasks’. The
responsibility involves:

1) Judgment and decision in determining plans and in using data to control
performance and progress against plan;

2) The guidance, integration, motivation and supervision of the personnel
composing the enterprise and carrying out its operations.

Thus Brech identifies four main elements of management:

a) Planning: determining the broad linesfor carrying out operations, preparing
methods by which they are carried out and setting standards of performance.

b) Control: checking actua performance against standardsto ensure satisfactory
progress and performance, and recording as a guide to possible future
operations.

c¢) Co-ordination: balancing and maintaining the team by ensuring a suitable
division of work and seeing that tasks are performed in harmony.

d) Motivation or Inspiring Morale: getting members of the team to work
effectively, to giveloyalty to the group and to the task, to carry out properly
thelir tasks and to play an effective part in the activities of the organisation.
Thus with this general inspiration, it is the process of supervision or
leadership to ensure the teams are carrying out their activities properly.

Drucker 's Definition

While describing management Drucker identified three tasks which are equally
important but essentially different, but they have to be performed:

o Fulfilling the specific purpose and mission of theinstitution, whether business
enterprise, hospital or university.

e Making work productive and the worker achieving.

e Managing social impact and social responsibilities.

Moreover, Drucker has also identified five basic operations in the work of the

manager:

1) Setsobjectives: determinesobjectivesand the goa sof each areaof objectives
and describes what needs to be done to achieve these objectives

2) Organises: analysestheactivities, decision and relationsrequired, classifies
and divides work, creates organisation structure and sel ects staff.

3) Motivates and communicates. creates a team out of people responsible
for various jobs

4) Measures. establishestargetsand measurementsof performancewhichfocus
on both the individual and the organisation as awhole.

5) Develops people: directs, encourages, and trains, how well subordinates
devel op themselves depends on the way a manager manages them.
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These categoriesrequire acombination of analytical ability, synthesising ability,
integrity, human perception and insight and social skills.

Drucker argues that the traditional definition of management based on the
responsibility for the work of other peopleis unsatisfactory and too narrow, and
emphasi ses a secondary rather than a primary characteristics. There are people,
who are in responsible positions — who are clearly ‘management’ but do not
have responsibility for the work of other people. According to Drucker whoisa
manager can be defined only by that person’s function and by the contribution
he/sheisexpected to make. The one contribution amanager is expected to make
isto give othersvision and ability to perform; only if he/she can do this, we can
call them managers.

Self Assessment Questions
1) Define management.




5) What are the principles of management?

1.9.6 Other Definitions

There are numerous other definitions and most of them reflect theinfluence of a
particular approach to management thinking. Simon for instance — sees
management as synonymous with decision making, othersfeel that management
is delegation or the tasks of management are to create teams out of individuals.

There as other definition such asthe responsibility of management isto achieve
results or management isthe ordering and co-ordination of functionsto achieve
agiven purpose. These definitions may all be correct as far as they go, but on
their own they aretoo narrow or too vague to provide an adequate description of
management.

1.9.7 A Popular view of Management

Whatever, Drucker expressed about management, one of the most popular ways
of defining management isthat it involves getting work done through the efforts
of other people. Managers are judged, not just on their own performance but on
the results achieved by subordinate staff. Therefore, there are many ways of
looking at the meaning of management. The basic criteria established are by
compromising between the ideas of some of the writers on the subject.

Steward attempts to integrate the various definition of management and
summarises the manager’s jobs, like the following definition.
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“Deciding what should be done and then getting other peopleto doit”. A longer
definition would be concerned with how these two tasks are to be accomplished.

Thefirst task would be of setting objectives planning (including decision making)
and setting up formal organisation.

The second consists of motivation, communication, control (including
measurement) and the development of people.

So, the definition of management as “ getting work done through the efforts of
other people’” may not perhaps meet all criteria, or satisfy everyone’s perception
of the nature of management work. It does, however, have the advantage of
simplicity and focuses on what is at the heart of management.

1.9.8 Thelmportance of ‘Management’

Drucker emphases that “The responsibility of management in our society is
decisive not only for the enterpriseitself but for management’s public standing,
its success and status, for the future of our economic and social system and the
survival of the enterprise as an autonomous institution.

1.9.9 Management in Private Enter prise and Public Sector
Organisations

There are differences between management in the private and public sectors.
These differencesarise dueto particular features of the public sector organisation
such as:

e Theamsare concerned with providing a service for and for the well being
of, the community rather than with just a commercial nature;

e Thescale, variety and complexity of their operations;

e The political environment in which they operate and in the case of local
government, the relationship between elected members and permanent
officers.

e Thehighlevel involvement of the trade union.

e Thedifficultiesin measuring standards of performance of servicesprovided
compared with profitability.

e Thedemand for uniformity of treatment and public accountability for their
operations.

e Thetendency of morerigid personnel policies.

A number of these features combine to result in increasing bureaucracy within
public sector organisations.

Self Assessment Questions
1) Discussthe importance of management.




2) What isthe popular view of management?

3) Differentiate between management in private and public sector
organisaations.

1.10 GENERAL PROBLEM OF MANAGEMENT

Both private enterprise and public sector organisation face the same general
problems like both are concerned with the efficiency and effectiveness of their
operations, with clarification of aims and objectives, with the design of suitable
structure, and with carrying out essential administrative functions. Basic principles
of management apply in all activities of any organisation. However, the common
activities apply to agreater or lesser extent in both private enterprise and public
sector organisation.

Based on an anlaysis of management development in central and local
government, Bourn suggests management as a set of interrelated activities:

e Forecasting, setting objectives and planning;

e Thedefinition of problem that need to be solved to achieve these objectives,
e Thesearch for various solutions that might be offered to these problems;

e Thedetermination of the best or most acceptable solutions,

e Thesecuring of agreement that such solution should be implemented,;

o Thepreparation andissueof instructionsfor carrying out the agreed solutions;
e Theexecution of the solutions;

e Thedevising of an auditing processfor checking whether such solutionsare
properly carried out and if they are, they should solve the problems for
which they are devised,

e Thedesign, introduction and maintenance of the organisational structures
which are most appropriate for these activities;

e The sdlection, training, development and management of the appropriate
staff.
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These sets of activities are of equal relevance to management be it business
sectors or government sectors. Although greater emphasis might be placed on
certain activitiesthisanalysis helpsto demonstrate that there is a greater degree
of commonality between the basic process of management in both private and
public sector organisations.

1.11 LET USSUM UP

Human Resource Management is defined as an activity of manager to see that
the functions of the organisation are completed efficiently with and through other
people, because when two or more peopleareinvolved, the management functions
become more complicated because the organisation has to devel op employees
skills, motivate them to high level of performance and ensure that they continue
to serve the organi sation with the same commitment to achieve the organisation’s
objectives. Thus to obtain such committed workers and attain the objectives of
the organi sation, human resource departments have to plan their resources. This
can be done either by estimating the skill, knowledge, and experience of the
internal resource or by checking out from where these virtues and qualities can
befound inthe external market. For this purposethe HR planners haveto conduct
extensive anaysisand guide the organisation to procure the right kind and number
of people to meet either the short term goals or the long term goals. Once they
are procured, they must be managed. Thus et us examine what is management.

Management isageneric term and the subject to many interpretations. Our main
concern is with management taking place within a structured organisation and
with prescribed roles. It involves the exercise of formal authority over the work
of other people. The nature of management is variable and is seen best as a
process which permeates al other aspects of the organisation. Management can
be distinguished from administration and it is not easy to find an agreement on
the definition of management and since it is not homogeneous, it takes placein
different waysin different level s of the organisations. One approach isto analyse
the nature of management and to identity common activities. However the most
popular definition of management is, getting work done through the efforts of
other people. Although there are differences in management of the private &
public sectors, both face the same general problems of management and apply
the same basic principles.

1.12 UNIT END QUESTIONS

1) What is Human Resource Management?

2) What isthe need for Human Resource Planning?

3) State the meanings of Management and delineate the principle of
management.

1.13 GLOSSARY

Human ResourceManagement : This is the people dimension of the
organisation which has to be properly
nurtured if organisation wants to see
success and survive in a turbulent
environment.



Human Resour ce Planning :  Thisisoneactivity of an organisation for antroduct’i\len toHumatn
. . . . . esour ce lvVianagement,
procuring theright ki n_d of people, inright Planning and M ana?gemem

numbers and at the right places so that

the organi sation can attain its objectives.

M anagement - An act of coordination between the
different unitsand peoplein an organisation,
so that the common objectives can be
obtained.
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2.0 INTRODUCTION

Human resource and manpower is thought of as the total knowledge, skills,
creative abilities, talents and aptitudes of an organisation’sworkforce, aswell as
the values, attitudes and benefits of an individual involved. An organisation’s
performance and productivity are directly related to the quality and quantity of
its human resources.

To maintain the quality of human resource i.e. to perform its activities well,
every organisation needs to have well trained and experienced people. As the
employment in the fast growing present society becomes more complex the
importance of training and development also increases. In this unit we will be
dealing with training and development which are to enhance the skills and
knowledge of the human resources in an organisation. In fact training and
development will cover alarge number of areasin termsof definitions, need for
training and development and functions of such training and development. It
also deals with types of training and techniques of training.



21 OBJECTIVES

After reading the lesson, you should be able to:

e Understand theimportance of training and devel opment in the organisations;
e Appreciate the assessment of training needs,

e  Know the various methods of training; and

e Get anideaabout training procedure in an organisation.

2.2 MEANING OF TRAININGAND
DEVELOPMENT

Training is the act of increasing the knowledge and skills of an employee for
performing thejob assigned to him. Itisashort-term process. After an employee
is selected, placed and introduced in an organisation he must be provided with
training facilities so that he can perform hisjob efficiently and effectively.

Development is a long-term educational process utilising an organised and
systematic procedure by which managerial personnel learn conceptual and
theoretical knowledge for general purpose. It covers not only those activities
which improve job performance but aso those activities which improves the
personality of an employee.

Training is a learning process that involves the acquisition of knowledge,
sharpening of skills, concepts, rules or changing of attitudes and behaviours to
enhance the performance of employees.

2.2.1 TrainingisActivity Leadingto Skilled Behaviour

Training knows how to reach what you want in life. It knows how to get where
you want to go. Training is having the knowledge to do what you are dream of
doing. It is a vision which one wants to achieve. Training is about knowing
where you stand at present and where you will be after some point of time.
Training is about the acquisition of knowledge, skills and abilities through
professional development.

Training isa process of learning a sequence of programmed behaviour. It isthe
short term process which refers to instructions in technical and mechanical
operations.

Development is arelated process which covers not only those activities which
improve job performance but also those which bring about personality
development, progress and actualisation of their potential capacities. Itisalong
term educational process through which managerial personnel learn conceptual
and theoretical knowledge for general purpose.

2.2.2 Importance of Training and Development

1) It optimiseshuman resource utilisation: Training and development helps
in optimising the utilisation of human resource that further helps the
employee to achieve the organisational goals as well as their individual
goals. It also helps to provide an opportunity and broad structure for the
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development of human resources technical and behavioura skills in an
organisation. It also helps employees attain their personal growth. It also
helpsinincreasing thejob knowledge and skills of employeesat each level.
It helpsto expand the horisons of human intellect and an overall personality
of the employees.

2) Productivity: Training and Development helpsinincreasing the productivity
of the employeesthat helpsthe organisation further to achieveitslong-term
goal.

3) Team spirit: Training and Development helps in inculcating the sense of
team work, team spirit, and inter-team collaborations. It helpsinincul cating
the zeal to learn within the employees.

4) Organisation culture: Training and Development helps to develop and
improve the organisational health culture and effectiveness. It helps in
creating the learning culture within the organisation.

5) Organisation climate: Training and Development hel psbuilding the positive
perception and feeling about the organisation. The employees get these
feelings from leaders, subordinates, and peers.

6) Quality: Training and Development hel psinimproving upon the quality of
work and work-life.
7) Healthy work environment: Training and Development helpsin creating

the healthy working environment. It helps to build good employee,
relationship so that individual goals aligns with organisational goal.

8) Health and safety: Training and Devel opment helpsinimproving the health
and safety of the organisation thus preventing obsol escence.

9) Morale: Training and Development helps in improving the morale of the
work force.

10) Image: Training and Development helpsin creating abetter corporateimage.

11) Profitability: Training and Development leads to improved profitability
and more positive attitudes towards profit orientation.

Training and Development aids in organisational development i.e. Organisation
gets more effective decision making and problem solving. It helps in
understanding and carrying out organisational policies.

Training and development helps in developing leadership skills, motivation,
loyalty, better attitudes and other aspects that successful workers and managers

usually display.

2.3 NEED FOR TRAINING AND DEVELOPMENT

2.3.1 Advantages of Training and Development

1) Optimum utilisation of human resour ces. Training and Devel opment helps
in optimising the utilisation of human resource that further helps the
employee to achieve the organisational goals as well as their individual
goals.

2) Development of human resources. Training and Development helps to
provide an opportunity and broad structure for the development of human



resources’ technical and behavioural skillsin an organisation. It also helps
the employees in attaining personal growth.

3) Development of skills of employees: Training and Development helpsin
increasing the job knowledge and skills of employees at each level. It helps
to expand the horisons of human intellect and an overall personality of the
employees.

4) Productivity: Training and Devel opment hel psinincreasing the productivity
of the employeesthat hel psthe organisation further to achieveitslong-term
goal.

5) Team spirit: Training and Development helps in inculcating the sense of
team work, team spirit, and inter-team collaborations. It helpsinincul cating
the zeal to learn within the employees.

6) Organisation culture: Training and Development helps to develop and
improve the organisational health culture and effectiveness. It helps in
creating the learning culture within the organisation.

7) Organisation climate: Training and Devel opment helps building the positive
perception and feeling about the organisation. The employees get these
feelings from leaders, subordinates, and peers.

8) Quality: Training and Development helpsinimproving upon the quality of
work and work-life.

9) Healthy work-environment: Training and Development helpsin creating
the healthy working environment. It helps to build good employee,
relationship so that individual goals aligns with organisational goal.

10) Health and safety: Training and Development helpsinimproving the health
and safety of the organisation thus preventing obsolescence.

11) Morale: Training and Development helps in improving the morale of the
work force.

12) Image: Training and Development hel psin creating abetter corporateimage.

13) Profitability: Training and Development leads to improved profitability
and more positive attitudes towards profit orientation.

2.3.2 Other Advantages of Training and Development

Training and Development aids in organisational development i.e. Organisation
gets more effective decision making and problem solving. It helps in
understanding and carrying out organisational policies.

Training and Development helps in developing leadership skills, motivation,
loyalty, better attitudes, and other aspects that successful workers and managers

usually display.

Training and Development demonstrates a commitment to keeping employees
on the cutting edge of knowledge and practice.

2.3.3 Training, Development and Knowledge Acquisition

Understanding the phenomenon of employeetraining and devel opment requires
understanding of all the changes that take place as a result of learning. As the
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generator of new knowledge, employeetraining and development isplaced within
a broader strategic context of human resources management, i.e. global
organisational management, as aplanned staff education and devel opment, both
individual and group, with the goal to benefit both the organi sation and employees.

Employee Training and Development and the Learning Organisation increase
competitive advantage, the organi sation needsto be ableto create new knowledge,
and not only to rely solely on utilisation of the existing. Thus, the continuous
employee training and development has a singnificant role in the development
of individual and organisationa performance. The strategic procedure of employee
training and development needs to encourage creativity, ensure inventiveness
and shape the entire organisational knowledge that provides the organisation
with uniqueness and differentiatesit from the others.

Education is no longer the duty and privilege of those in higher positions and
skilled labour, but it is becoming the duty and need of everyone. The larger the
organisations, the more funds they spend on education and provide their
employees with greater and diverse possibilities of education and devel opment.
Understanding the tremendous significance of education for the modern
organisation and confident that it represents agood and remunerative investment,
present day organisations set aside more and more resources for this activity.
Most of the organisationsinvest 3 to 5% of their revenueinto adult education. It
isestimated that the organisationsthat desire to keep the pace with changes need
to provide their employees with 2% of total annual fund of working hours for
training and education. Thus, it is necessary to accept the model of permanent,
continuous learning. That truth has been known for more than two centuries.
Denis Diderot, a French philosopher and literate of the Age of Enlightment,
wrote the following:

‘Education shouldn't be finished when an individual leaves schooal, it should
encompass all the ages of life...to provide people in every moment of their life
with a possibility to maintain their knowledge or to obtain new knowledge”.

Theonly way for present day organisationsto surviveistheimperativeto innovate
or perish. Since this depends on the knowledge the organisation possesses, this
imperative could beread as: learn faster than competition. Thelogical sequence
is: knowledge creation — innovation — competitive advantage. If knowledge is
good, isit not true that the more knowledge we have, the better we are? Many
organisations which consider knowledge as a good thing are trapped into the
pitfall of gathering as much knowledge as possible.

Knowledgethat isnot necessary isexactly what it is: unnecessary. And the efforts
to obtain it are wasted efforts. The only important knowldege is the knowledge
with strategic importance to the company, knowledge that helps to increase the
value of the company, knowledge with significanceto the strategy of the company.

It is not about knowledge for the sake of knowledge, but rather knowledge
according to the needs, applicable knowledge, knowledge to create innovation
and competitive advantage.

Obtaining knowledge, learning, education, all could have a real effect on the
quality of labour only if they are harmonised with the needs of a particular
organisation, its goals and the goals of its employees. The further choice of



educational contents and educational methods, and the efficiency of educational
effectiveness control depend on clearly defined educational goals and needs,
answersto the questions of which knowledge is necessary to realise the strategy
and the survival of the organisation in general, which employees need to possess
this knowledge and will this knowledge solve certain problems.

2.3.4 Training and Development Promote Entrepreneurship

Employee training and development does not imply only obtaining new
knowledge, abilities and skills, but also the possibility to promote
entrepreneurship, introduce employees to changes, encourage the changes of
their attitude, introduce the employeesto important businessdecisionsand involve
them actively in the process of decision making. To precisely define expectations
and attract skilled workforce, more and more employment advertisings offer a
certain number of annual hoursor daysfor education. The most wanted resources
are the people with particular knowledge, skills and abilities. Managers must
learn to manage them, and the organisations to employ and retain them.
Knowledge based organisations must preserve their competitive advantage by
retaining skilled workforce, workers of knowledge, strengthening their motivation
and improving the reward and compensation systems according to the workers

performances.

Within the context of learning organisation, it is not sufficient for the worker
only to add value to the organisation based on his knowledge, but he also hasto
receive knowledge. He gives as much knowledge as he receives. For the present
day employeesthe wage by itself isnot a sufficient incentive, but they also need
investment into themselvesin asense of investing in their knowledge. Empolyees
no longer do not work for money alone, nor can they beinfluenced by traditional
attractivefinancial packages.

2.3.5 Training, Development and Advanced Technology

The need for training and development is because of the following reasons An
increased use of new technology: in the present modern organisations advanced
technology has come into use such as computers and equipment which need
technological knowledge. To be familiar with thiskind of advanced technology
employees need to be trained.

1) Togiverefresher trainingfor old employees. Employeesaregiven refresher
course which consists of issues of current scenario. By updating old
employees about latest technology or present situations helps the
organisations agreat deal.

2) Tomaketheemployeeswork in an effectiveway: Anemployee canwork
effectively if his/her skills are matching with the requirements of the
organisations. When a gap is found between employee skills and
organisational needs training can help to remove it.

3) Organisational viability and transformation process: The capability of
the organisation is influenced by the external pressures and the external
environment is continuously changing. Therefore the organisation should
train its employees to adapt to the changing external environment.

4) Toincrease productivity and quality: The productivity and quality of the
organisation isincreased when employees are up to date and skillful.

Training and Development

37



Sep in Human Resource
Management

38

5) To improve health and safety: Most of the accidents in an organisation

occur because of the deficient skills of the employee. When proper training
isgiven to the employeeto handl e the equipment and machinein organisation
accidents are reduced.

Self Assessment Questions
1) Define and elucidate the meaning of training and devel opment.

24 TECHNIQUESAND METHODSOF TRAINING

AND DEVELOPMENT

There are various methods of training, which can be divided in to cognitive
and behavioural methods. Trainers need to understand the pros and cons of
each method, also itsimpact on trainees keeping their background and skillsin
mind before giving training.



24.1 Cognitive Methods

Cognitive methods are more of giving theoretical training to the trainees. The
various methods under Cognitive approach provide the rules for how to do
something, written or verbal information, demonstrate relationships among
concepts, etc. These methods are associated with changes in knowledge and
attitude by stimulating learning.

The various methods that come under Cognitive Approach are:

1)

2)

Lectures: A lecturecanbein printed or oral form. L ectur eistelling someone
about something. Lecture is given to enhance the knowledge of listener or
to give him thetheoretical aspect of atopic. Trainingisbasically incomplete
without lecture. When the trainer begins the training session by telling the
aim, goal, agenda, processes, or methods that will be used in training that
meansthetrainer isusing thelecture method. Itisdifficult toimaginetraining
without lecture format. There are some variations in Lecture method. The
variation here meansthat someformsof lecturesareinteractive while some
are not.

Sraight Lecture: Straight lecture method consists of presenting information,
which the trainee attempts to absorb. In this method, the trainer speaksto a
group about a topic. However, it does not involve any kind of interaction
between thetrainer and the trainees. A lecture may also take the form of
printed text, such as books, notes, etc. The difference between the straight
lecture and the printed material isthe trainer’sintonation, control of speed,
body language, and visual image of thetrainer. Thetrainer in case of straight
lecture can decideto vary from the training script, based on the signalsfrom
the trainees, whereas same material in print isrestricted to what is printed.

A good lecture consists of introduction of the topic, purpose of the lecture,
and prioritiesand preferences of the order in which thetopic will be covered.

Demonstration: This method is avisual display of how something works
or how to do something. As an example, trainer shows the trainees how to
perform or how to do the tasks of the job. In order to be more effective,
demonstration method should be should be accompanied by the discussion
or lecture method.

To carry out an effective demonstration, a trainer first prepares the lesson
plan by breaking thetask to be performed into smaller modules, easily learned
parts. Then, the trainer sequentially organises those modules and prepares
an explanation for why that part is required. While performing the
demonstration, trainer:

e Demonstrates the task by describing how to do, while doing
o Helpsthefocusing their attention on critical aspects of the task

e Tellsthetrainees what you will be doing so they understand what you
will be showing them

e Explainswhy it should be carried out in that way

e The difference between the lecture method and the demonstration
method isthelevel of involvement of thetrainee. In thelecture method,
the more the trainee isinvolved, the more learning will occur.
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3)

4)

Thefinancia costs that occur in the demonstration method are as follows:

e Cost of training facility for the program

e Cost of materials that facilitate training

e Food, travel, lodging for the trainees and the trainers

e Compensation of time spent in training to trainers and trainees
e Cost related to creating content, material

e Cost related to the organisation of the training.

After completing the demonstration the trainer provide feedback, both
positive and or negative, give the trainee the opportunity to do the task and
describe what heis doing.

Discussions. Thismethod usesalecturer to providethelearnerswith context
that is supported, elaborated, explains, or expanded on through interactions
both among the trainees and between the trainer and the trainees. The
interaction and the communication between these two make it much more
effective and powerful than the lecture method. If the Discussion method is
used with proper sequence i.e. lectures, followed by discussion and
guestioning, can achieve higher level knowledge objectives, such asproblem
solving and principle learning.

The Discussion method consists a two-way flow of communication i.e.
knowledge in the form of lecture is communicated to trainees, and then
understanding is conveyed back by traineesto trainer.

Understanding is conveyed in the form of verbal and non-verbal feedback
that enables the trainer to determine whether the material is understood. If
yes, then definitely it would help out the trainees to implement it at their
workplaces and if not, the trainer may need to spend more time on that
particular area by presenting the information again in a different manner.

Questioning can be done by both waysi.e. thetraineesand thetrainer. When
the trainees ask questions, they explain their thinking about the content of
thelecture. A trainer who asks questions stimul ates thinking about the content
of the lecture. Asking and responding questions are beneficial to trainees
because it enhance understanding and keep the trainees focused on the
content. Besides that, discussions, and interactions alow the trainee to be
actively engaged inthe material of thetrainer. Thisactivity helpsinimproving
recall.

Computer Based Training (CBT): With the worldwide expansion of
companies and changing technologies, the demands for knowledge and
skilled employees have increased more than ever, which in turn, is putting
pressure on HR department to provide training at lower costs. Many
organisations are now implementing CBT as an alternative to classroom
based training to accomplish those goals.

Some of the benefits of Computer Based Training are:
e Providesinstructional consistency
e Reducestraineelearning time



5)

6)

e Increasesaccesstotraining

e Affordsprivacy of learning

e Allowslearning at individua pace

e Allowsthetrainee to master the learning
e Reducesthe cost of training

Intelligent Tutorial System: ThisIntelligent Tutorial system usesartificial
intelligence to assist in training or tutoring the participants. This system
learns through trainee responses.

Features of Intelligent Tutorial Systems(ITS)

e |t selectsthe appropriate level of instructions for the participants
e |tguidesthetrainees

o Itisatext-based system

e |t alsoevaluatesthetraining program

e |t alsoimprovesthe methodology for teaching the trainee based on the
information

e |tisaninteractive system
e |t determinesthetrainee’slevel of understanding

Intelligent Tutorial System (ITS) comprises of five components:
i) A domain expert also called the expert knowledge base

i) A trainee model — stores the information on how the trainee is
performing during the training program

iii) A scenario generator

iv) A training session manager —interpretstrainees responses and responds
either with tutoring, more content or information

v) A userinterface—allowsthetraineeto communicate with the Intelligent
tutorial System

Programmed Instruction (Pl): Programmed instruction is a Computer-
based training that comprises of graphics, multimedia, text that isconnected
to one another and is stored in memory.

Programmed instruction is the procedure of guiding the participants
strategically through the information in a way that facilitates the most
effective and efficient learning. It provides the participant with content,
information, asks questions, and based on the answer goesto the next level
of informationi.e. if thetrainee givesthe correct answer; one branch moves
the trainee forward to the new information. And if the trainee gives the
wrong answer then different branch is activated, taking the trainee back to
the review relevant information in more elaborate manner.

This method allows the trainees to go through the content according to the
individual speed, and capability. Those trainees, who respond better, move
through the content rapidly.
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7)

8)

Programmed Instruction also comesin
e Printed formi.e. books

e Tape

e InteractiveVideo

e  Other formats

In programmed instruction, trainees receive information in substantial
amount and then tested on their retention of information. If the trainees are
not able to retain the information, they are referred back to the original
information. If the trainees retain the information, they are referred to the
next log of information.

Some of the features of programmed instructions are:

e |t providesimmediate feedback to trainee response

e |t frequently reviewsthe content

e |t programs small learning steps that results in fewer response errors

e [t alows trainees to move through the content at their own speed, or
capability

e |trequiresfrequent active responses by the trainees

Virtual Reality : Virtual Redlity isatraining method that putsthe participant
in 3-D environment. Thethreedimensional environment stimul ates situations
and events that are experienced in the job. The participant interacts with
3-D imagesto accomplish the training objectives. Thistype of environment
is created to give trainee the impression of physical involvement in an
environment. To experience virtual reality, the trainee wears devices, like
headset, gloves, treadmills, etc.

Virtual Reality providestraineeswith an understanding of the consequences
of their actionsin the work environment by interpreting and responding to
thetrainees actionsthrough its accessories:

Headset — provides audio and visual information
Gloves — providestactile information
Treadmills—is used for creating the sense of movement

Sensory devices — transmits how the trainees are responding in the virtual
workplace to the computer

This alows the virtual reality (VR) system to respond by changing the
environment appropriately.

Featuresof Virtual Reality (VR) System
Some of the features of Virtual Reality System are:
It is poorly understood — requires technical understanding

It isexpensive

It istime consuming

Itisflexiblein nature



e It doesnot incur traveling, lodging, or food cost

e [t requiresexcellent infrastructure

2.4.2 Behavioural Methods

Behavioural methods are more of giving practical training to the trainees. The
various methods under Behavioural approach allow thetraineeto behaviourina
real fashion. These methods are best used for skill development.

The various methods that come under Behavioural Approach are:

1)

2)

Games and Simulations: Games and Simulations are structured and
sometimes unstructured, that are usually played for enjoyment sometimes
are used for training purposes as an educational tool. Training games and
simulations are different from work as they are designed to reproduce or
simulate events, circumstances, processes that take place in trainees' job.

A Training Gameisdefined as spirited activity or exercisein which trainees
compete with each other according to the defined set of rules.

Simulation is creating computer versions of real-life games. Simulation is
about imitating or making judgment or opining how events might occur in
area situation.

It can entail intricate numerical modeling, role playing without the support
of technology, or combinations.

Training games and simulations are now seen as an effectivetool for training
because its key components are:

e Challenge
e Rules

e Interactivity
These three components are quite essential when it comesto learning.
Some of the examples of this technique are:

Business games, role plays, in basket technique, equipment stimulators and
case studies.

Trainees can therefore experience these events, processes, games in a
controlled setting where they can develop knowledge, skills, and attitudes
or can find out concepts that will improve their performance.

The various methods that come under Games and Simulations are;

Behaviour Modeling: Behaviour Modeling uses the innate inclination for
people to observe others to discover how to do something new. It is more
often used in combination with some other techniques.

Procedure of Behaviour Modeling Technique

In this method, some kind of process or behaviour isvideotaped and thenis
watched by the trainees. Games and simulation section is aso included
because once the trainees see the videotape, they practice the behaviour
through role plays or other kind of simulation techniques. The trainee first
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observes the behaviour modeled in the video and then reproduces the
behaviour on the job.

The skillsthat are required to build up are defined:
e A brief overview of the theory isthen provided to the trainers

e  Then, traineesare given instructions that what specific learning points
or critical behaviour they have to watch

e  Then the expert is used to model the suitable behaviours

e  Then, thetrainees are encouraged to practice the suitable behaviour in
arole play or through any other method of simulation

e Trainees are then provided with some opportunities to give
reinforcement for appropriate imitation of the model’s behaviour

Intheend, trainer ensuresthat trainees appropriately reinforcesthe behaviour
on the work place

Behaviour modeling focuses on developing behavioural and interpersonal
skills. Thistype of method can be used for training in

e Salestraining

e Intervieweetraining

e Interviewer training

o  Safety training

e Interpersona skillstraining

Business Games: With the increase in globalisation and changing
technologies, many organisations are now moving from board games to
computer based simulations, using interactive multimedia (IM) and virtual
redity (VR).

Business games are the type of simulators that try to present the way an
industry, company, organisation, consultancy, or subunit of a company
functions. Basically, they are based on the set of rules, procedures, plans,
relationships, principles derived from the research. In the business games,
trainees are given someinformation that describesaparticular situation and
are then asked to make decisions that will best suit in the favour of the
company. And then the system provides the feedback about the impact of
their decisions.

Again, on the basis of the feedback they are asked to make the decisions
again. This process continues until some meaningful results do not came
out or some predefined state of the organi sation exists or aspecified number
of trails are completed.

As an example, if the focus is on organisation’s financial state, the game
may end when the organisation reach at desirable or defined profitability
level.

Some of the benefits of the business games are:
e Itdevelopsleadership skills
e Itimprovesapplication of total quality principles



4)

5)

e |tdevelopsskillsinusing quality tools
e It strengthen management skills

e |t demonstrates principles and concepts
e |t exploresand solves complex problem
Benefits of business games

e Leadershipskills

e  Management skills

e  Quadlity tools

e  Principlesand concepts

e Total quality principles

e  Solvescomplex problems

Many games and simul ations examine the total organisation but only some
focus on the functional responsibilities of specific positions in an
organisation.

Business games simulate whole organisation and provide much better
perspective than any other training methods. They allow traineesto see how
their decisions and actions impact on the related areas.

Case Sudies: Case Studies try to simulate decision making situation that
trainees may find at their work place. It reflects the situations and complex
problemsfaced by managers, staff, HR, CEO, etc. The objective of the case
study method isto get traineesto apply known concepts and ideol ogiesand
ascertain new ones. The case study method emphasise on approach to seea
particular problem rather than asolution. Their solutionsare not asimportant
as the understanding of advantages and disadvantages.

Procedure of the Case Sudy Method

The trainee is given with some written material, and the some complex
situations of areal or imaginary organisation. A case study may range from
50 to 200 pages depending upon the problem of the organisation

Focus of case study method

Case Study method focuses on:

e  Building decision making skills

e  Assessing and developing Knowledge, Skillsand Attitudes (KSAS)
e  Developing communication and interpersonal skills

e  Developing management skills

e  Developing procedural and strategic knowledge

In Basket Technique: It provides trainees with a log of written text or
information and requests, such as memos, messages, and reports, which
would be handled by manger, engineer, reporting officer, or administrator.
In this technique, trainee is given some information about the role to be
played such as, description, responsibilities, general context about therole.
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6)

Thetraineeisthen given thelog of materialsthat make up thein-basket and
asked to respond to materials within a particular time period.

After all the trainees complete in-basket, a discussion with the trainer takes
place.

In this discussion the trainee describes the justification for the decisions.

Thetrainer then provides feedback, reinforcing decisions made suitably or
encouraging the trainee to increase aternatives for those made unsuitably.

A variation on the technique is to run multiple, simultaneous in baskets in
which each trainee receives a different but organised set of information. It
isimportant that trainees must communi cate with each other to accumulate
the entire information required to make a suitable decision.

This technique focuses on:

e Building decision making skills

e Assessand develops Knowledge, Skillsand Attitudes (KSAS)
e Develops of communication and interpersonal skills
e Developsprocedura knowledge

e Developsstrategic knowledge

Benefits of thisIn Basket Technique

e Decision making skills

e Knowledge, skillsand Attitudes

e Communication and interpersonal

e Strategic knowledge

e Procedural knowledge

Role Plays: Role play isasimulation in which each participant is given a
roleto play. Trainees are given with someinformation related to description
of the role, concerns, objectives, responsibilities, emotions, etc. Then, a
general description of the situation, and the problem that each one of them
faces, isgiven. For instance, situation could be strike in factory, managing
conflict, two parties in conflict, scheduling vacation days, etc. Once the
participantsread their role descriptions, they act out their rolesby interacting
with one another.

Role Plays helpsin
o Developing interpersonal skillsand communication skills
Conflict resolution

e  Group decision making

e Developing insight into one’'s own behaviour and its impact on others
Benefits of Role Plays

e Interpersonal skills



e Communication skills
e Conflict resolution
e Developinginsights
e  Group decision making
There are various types of role plays, such as.
a) MultipleRolePlay: Inthistypeof roleplay, all traineesarein groups, with

each group acting out therole play simultaneously. After therole play, each
group analysesthe interactions and identifies the learning points.

b) Single Role Play: One group of participants plays the role for the rest,
providing demonstrations of situation. Other participants observe the role
play, analyse their interactions with one another and learn from the play.

c¢) Role Rotation: It starts as a single role play. After the interaction of
participants, the trainer will stop the role play and discuss what happened
so far. Then the participants are asked to exchange characters. This method
allows avariety of waysto approach the roles.

d) SpontaneousRole Play: Inthiskind of role play, one of the trainees plays
herself while the other trainees play people with whom thefirst participant
interacted before.

2.4.3 Management Development Method

The more future oriented method and more concerned with education of the
employees. To become abetter performer by education impliesthat management
development activities attempt to instill sound reasoning processes.

Management development method is further divided into two parts:
i) Onthejob training and

i) Off thejob training.

i)  OntheJob Training

The development of a manager’s abilities can take place on the job. The four
techniques for on the job development are:

e Coaching

e Mentoring

e Job Rotation

e Job Instruction Technique (JIT)

i) Off theJob Training

There are many management devel opment techniquesthat an employee can take
in off the job. The few popular methods are:

e senditivity training

e transactional anaysis

e straight lectures/ lectures
e simulation exercises
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Self Assessment Questions
1) Discussthe cognitive methods of training.

3) What are the important characteristics of management method of
training.

25 THEASSESSMENT OF TRAINING NEEDS

The success of training depends on the systemati ¢ needs assessment programme.
Needs assessment finds out which employee needs to be trained and for what
purpose they are trained. Therefore assessment phase sets the objectivesfor the
purpose of training and the competencies required in trainees after completion
of the training program.

251 Methods of Needs Assessment

Thebasisfor needs assessment and sourcefor gathering information and depend
mainly on purpose of training.

1) Performance deficiency: When the purpose of training is to develop
employees’ performance in their present job, then the trainer looks at the
present performance and identifies the performance deficiency or the areas
where there can be a development. Sources of information here are
supervisors, client’s complaints, performance appraisal data objective
measures of output or quality and special tests given to find out the present
knowledge and skill of the employee.



2)

3)

4)

Individual or Group interviews: Theseinterviews are used to understand
performance discrepancies and perceived training needs. They are helpful
for anticipating future training needs, for prioritising training demands, or
for ambiguous situations. The sources to gather information here includes
supervisors, the trainees themselves and clients.

Assessment centers: This method is used when training is planned for
current employees who are going for a promotion or transfer. The trainer
will measure the demands of the future job and also assess if the ability of
the employees to meet those demands. Thisis done by tests or supervisory
ratings of relevant abilities.

Trainingsfor new employees: For new entréestraining is designed based
on analysis of job content and assumed characteristics of employees. The
sourcesof collecting information hereis scoreson ajob knowledge selection
test given to applicants for the job.

2.5.2 Levesof Need Assessment

The success of training depends on the systematic needs assessment programme.
Needs assessment finds out which employee needs to be trained and for what
purpose they are trained. Therefore assessment phase sets the objectivesfor the
purpose of training and the competencies required in trainees after completion
of the training program.

253 TheBasisfor Needs Assessment

The basis and source for gathering information depend mainly on purpose of
training.

1)

2)

3)

4)

Performance deficiency: When the purpose of training is to develop
employees performance in their present job, then the trainer looks at the
present performance and identifies the performance deficiency or the areas
where there can be a development. Sources of information here are
supervisors, client’'s complaints, performance appraisal data objective
measures of output or quality and special tests given to find out the present
knowledge and skill of the employee.

Individual or Group interviews: Theseinterviews are used to understand
performance discrepancies and perceived training needs. They are helpful
for anticipating future training needs, for prioritising training demands, or
for ambiguous situations. The sources to gather information here includes
supervisors, the trainees themselves and clients.

Assessment centers: This method is used when training is planned for
current employees who are going for a promotion or transfer. The trainer
will measure the demands of the future job and also assess if the ability of
the employees to meet those demands. Thisis done by tests or supervisory
ratings of relevant abilities.

Trainingsfor new employees: For new entrées training is designed based
on analysis of job content and assumed characteristics of employees. The
sourcesof collecting information hereis scoreson ajob knowledge selection
test given to applicants for the job.
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Individual analysis: Theindividual analysis attempts to determine which
employees should receive training and what their current levels of skills
and knowledge are. This can be done on an individual basisor on the entire
work group with a specific job title. The trainer should keep in mind that
that training should not be too simple or too complex. Attention must be
focused on the prerequisites of basic skillsaswell ason existing job related
skillsand knowledge. Further, if individual analysisindicatesawiderange
of trainee skills and knowledge, the trainer can group employees into
remedial groups and advanced groups and choose a training method that
allows for self paced training or individualised instruction. This kind of
variance should be recognised and planned before the training begins so
that all trainees can have an appropriate and satisfying learning experience.

2.6 TRAININGAND DEVELOPMENT METHODS

Training and development techniquesfall into three categories

1)

2)

3)

Content techniques: to provide knowledge or information at cognitivelevel
i.e. information processing techniques

Processtechniques: to change attitudes, devel op self-awarenessand improve
interpersonal skills. These are based on theoretical models of learning and
behaviour change. e.g.; roles play behavioural modification and transactional
analysis.

Mixed techniques: to provide both information-transmitting function and
an attitude change function e.g.: conference, discussion, simulation and on
the job training.

Another simple classification of training method isinto two categories:
i)  On-the-job training methods and

i) Off -theqob training methods

On- the-Job Training Methods

These methods are more popular and most commonly used method used
both in basic skills training and in management training and devel opment.
Under this method, the individual is placed on aregular job and taught the
skills necessary for that job. The trainee learns under the supervision and
guidance of a qualified worker or instructor. This method includes the
following:

Job Rotation: Inthistype of training the trainees will shift from onejob to
another. It enables the employees to gain knowledge and experience from
the trainers of the different job assignments. This method is common for
training managersfor general management positions. It facilitatesthetrainee
to understand the problems of employees on the other jobs.

Coaching: The trainee employee will undergo training under a particular
coach or supervisor. This coach provides feedback for the trainees on their
performance and also gives suggestion for improvement. A major



disadvantage of this method is the trainee may not have the freedom or
opportunity to express his own ideas.

Job instruction: Thisisalso known asstep by step. Herethetrainer explains
the trainee the way of doing the jobs and provides feedback to improve the
performance of the trainee.

Team assignments: In this method a group of trainees are given and asked
to solve an actual organisational problem. The problem issolved jointly by
the team of trainees. This method helps to devel op team work.

Off-the-Job Training M ethods

In this method trainee is separated from the job and is made to learn the
information that is related to the job. Here the trainees are not disturbed by
the job requirements as in on the job training methods. Therefore they can
concentrate on the learning and get trained before starting the job. The
following methods are part of off-the-job training:

Vestibule training: In this method the real work setting is simulated .the
files and equipment used in actual work situation are also used here. L ater
the skills learned in the ssmulated setup are used in actual job.

The case method: Herethejob situation is presented on the paper, and the
group of traineesidentifies the problems and offer solutions. Here trainees
learn from each other and recei ve feedback on one another’s performances.

Theincident method: Thisis similar to the case method. In this method
traineesonly get know the outline of aparticular incident. Thetrainees have
an interaction with thetrainer and seek information on theincident by asking
guestions. After seeking adequate information trainees attempt to solve the
problem. Later at the end of the session thetrainer givesall theinformation
and trainees compare their solution based on the compl ete information.

Role playing: This method is the human interaction that involves redlistic
behaviour in imaginary situations. The members play a role of certain
characters such as manager, supervisor, workers etc. this method is mostly
used for developing inter-personal interactions and relations.

Experiential exercises. Thistechnique incorporates elements of both case
study and role playing. Traineesexaminetheir responsesfirst asindividuals,
then with the members of their own groups or teams, and finally with larger
group and with the trainer.

Conferenceor Discussions: Thisinvolvesagroup of peoplewho giveidess,
examine and share information which help the trainee to improve his job
performance.

Programmed I nstruction: Thisisapopular method of recent times. Inthis
the subject matter which hasto belearnedispresented in aseriesof carefully
planned sequential units. These units are arranged from simple to complex
levels of instruction. The trainee goes through these units by answering
questions or filling the blanks.
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Self Assessment Questions
1) Discusson the job training methods.

2.7 COMPUTER BASED TRAINING

In the present advanced technological society the medium of training is shifting
from classroom training towards|earner centered, technology mediated training
that is Computer Based Training.

Computer Based Training is presentation of text, graphics, video, audio via
computer for the purpose of building job relevant knowledge and skill. Common
forms of CBT includes multimedia learning environments, intranet and web-
based instruction, e-learning, virtual reality training etc.

This method consists of two features. 1) Customisation: in which programs can
be adapted based on characteristics of the learners, and 2) learner control: in
which learners may modify thelearning environment to suit their own purposes.

Therefore CBT represents adaptive learning, itsflexibility, and its potential cost
savings is making this method of training more popular.

2.8 SELECTION OFA TECHNIQUE

A training method is only successful if it isused suitably. For effectiveness of a
method it should first define what trainees need to learn and then choose a



particular method that best fits these needs. If the trainers choose the method
first and then try to fit in the needs of the employeesit will result in wastage of
time, money and human resources.

In order to select aparticular training method or technique they following checklist
can be useful. A technigue is adequate to the extent that it provides the minimal
conditions for effective learning to take place. To do this, atechnique should

= Motivate atrainee to improve hisor her performance.

= Clearly illustrate desired skills

= Providefor learner’s active participation

=  Provide an opportunity to practice

=  Provide feedback on performance while the trainee learns
=  Provide some meansto reinforce the trainee while learning
=  Bestructured from simple to complex tasks

= Beadaptableto specific problems

= Enablethetraineeto transfer what islearned in training to other situations.

The trainers can apply this checklist to all proposed training methods. After
selecting the appropriate training method the prior planning, design and actual
implementation is an important aspect for the success of the training technique.

After selection of technique thefinal step isto evaluate the training programme
which is discussed in the next section.

2.9 EVALUATION OF TRAINING PROGRAMME

The basis of evaluation and the mode of collection of information necessary for
evaluation should be determined at the planning stage. The process o training
evaluation has been defined as* any attempt to obtain information on the effects
of training performance and to assess the value of training in the light of that
information.

The need for evaluation of training programme
There are four reasonsto evaluate training

e To make decisions about the future use of a training program or
technique(e.g.: continue, modify, eliminate)

e To make decisions about individual trainees(e.g.: certify as competent,
provide additional training)

e To contribute to a scientific understanding of the training process, and

e To further political or public relations purposes (e.g.: to increase the
credibility and visibility of the training function by documenting success)

The above reasons may be summarised as decision making, feedback and
marketing, the need for evaluation is also important to know the efficiency or
cost effectiveness of the training method.

Training and Development
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210 LET USSUM UP

Training is avital part of the organisation. With the changing technology and
globalisation training has becomeimperative. Thislesson explainsthe assessment
of training needs. The various methods of training are also discussed and the
method of evaluating the training is studied.

211 UNIT END QUESTIONS

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

What is the meaning of training and development?

How does training lead to skilled behaviour?

Elucidate the needs for training and devel opment in an organisation
Describe the various methods of training and devel opment.

What methods do we use to assess the training needs?

Describe computer based training.

What criteriawill use for selection of atechnique of training?
Discuss evaluation of atraining programme.

2.12 SUGGESTED READINGS

Armstrong, M., (2006) Human Resource Management Practice. 10 edition,
London, Kogan Page

Cascio. W,F.,and Agunis. H., (2008) Applied Psychology in Human Resource
Management, 6" edition New Delhi, Prentice Hall.
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3.0 INTRODUCTION

Organisations are becoming increasingly global and diverse, asaresult of which
the composition of the workforce is changing. It is the responsibility of the
management to deal with the increasingly diverse workforce and develop ways
to manage theissues that come with it. In this unit we will discuss the nature of
diversity, thereasonsfor itsemergence, the specific characteristicsand dimensions
of diversity and its value in organisations. We will a so discuss the management
of diversity in a multicultural organisation and how diversity can be used for
competitive advantage in the business world.
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3.1 OBJECTIVES

On completing this unit, you will be able to:

o Defineand describe diversity in organisations,

e Explainthereasonsfor the emergence of diversity;

e Elucidate the specific characteristics and dimension of diversity;

e Explain secondary dimension of diversity;

e Anaysethevalueof diversity;

e Explain how to manage diversity;

e Define and describe multicultural factors;

e Delineate the stagesin the creation of multicultural organisation; and
e Anayse multicultural organisations as a competitive advantage.

3.2 DIVERSITY IN ORGANISATIONS

3.2.1 Nature and Definition of Diversity

Workforce Diversity is defined as “the similarities and differences in such
characters as age, gender, ethnic heritage, physical abilities and disabilities,
race and sexual orientation among the employees of organisations’.

Workforce diversity is also known as ‘ cultural diversity’ and ‘cultural variety’.
Diversity in the organisational context refers to the differences in gender, race
and ethnicity in the composition of the workforce. In abroader context, it refers
to amixture of items, objects or people that are characterised by differencesand
similarities i.e. diversity refers to the recognition of the fact that people are
essentially different from each other. People may be similar but no two people
are the same. Therefore, managers have to be able to deal with both similarities
and differences among the employees. Diversity influences employees
conceptions of work, expectations of rewardsfrom the organi sation and practices
in relating to othersin the organisation. One of the key challenges for managers
in the 21% century will be to manage the opportunities and difficulties that form
apart of multicultural organisation.

Two important concepts in the management of diversity in organisations are
‘stereotypes’ and ‘prejudices’. A stereotype is a generalisation about a person
based on certain characteristics and traits. Managers could stereotype people on
the basis of age, race, gender, ethnic origin, etc. and treat them accordingly.
However, stereotyping is dangerous as it causes managers to ignore individual
differences between peopl e and to judge them without taking into consideration
the current situation. Stereotyping can lead to prejudices, which can be explained
as the judgments that people make about others that reinforce beliefs about
inferiority and superiority. Prejudices cause managers to make assumptions about
the nature of othersthat may or may not betrue. It becomes even more dangerous
when managers build job descriptions, reward systems and policiesbased on the
stereotypes and prejudices. Therefore, it isvery important to avoid stereotypes
and prejudicesin adiverse organisation for its effective functioning



3.2.2 Reasonsfor the Emergence of Diversity

Thereare broadly five main reasonsfor the emergence or organisational diversity
inrecent years.

These include changing workforce, legislation and lawsuit, rapidly growing
increase in international business, The recognition and desire for diverse
viewpoints, and competitive pressures. These are depicted in the diagram given
below.

Changing Workforce
Demographics (age, gender,
ethnicity, and education)

The Recognition and Legislation
Desire for Diverse and
Viewpoints / Lawsuits
Increasing

Diversity in Tody's
Organisations

Wor kforce Diversity and
Multicultural Factors

Rapidly Growing

Increase in

International Business

Competitive
Pressues

1) Changing Demographics: Over theyears, the composition of theworkforce
has changed in the business world. Older workers, women and ethnic
minorities have entered the workforce. This causes managers to have to
deal with aworkforcethat isquite different from atraditional workforce of
young, maleemployees. The needsof all these different categoriesof workers
have to be kept in mind in developing policies as work.

2) Legidation and Lawsuits: Severa laws have been passed in different
countriesto prevent discrimination between employees, and to provide equal
opportunities to all without differentiating on the basis of age, gender or
ethnicity. Therefore organisations are legally required to accommodate a
diverseworkforce.

3) Growth of International Business: More and more organisations are
entering the international business arena. This results in greater cultural
diversity because as companies expand, they have to become accustomed
to working with different cultures, customs and social norms.

4) Competitive Pressures: Diversity places an important role in giving
companies competitive advantage in the market. Companies that hire and
work with adiverse workforce have agreater chance of understanding their
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markets better because of the availability of diverseview pointsand therefore,
are able to develop products and services that meet market requirements.

5) Desire for Diverse Viewpoints: As described in the previous point,
companiesthat actively try to develop adiversework force gain acompetitive
advantage in termsof being ableto devel op better products and servicesfor
the market. In addition to this, organisations that have a reputation for
‘celebrating diversity’ attract better quality of workers. Diverse organisations
show that they desire and value of diverse points of view, which alows
them to not only develop better products and services but also to develop a
richer work culture.

3.3 SPECIFIC CHARACTERISTICSAND
DIMENSIONSOF DIVERSITY

Diversity iscomposed of anumber of demographic characteristics, of which the
most commonly recognised primary dimensions are age, gender, ethnicity and
education. An understanding of these characteristicsis necessary for acomplete
understanding of the nature of diversity.

3.31 Age

Workersin organisations have awide age range. We find workers asyoung asin
their early 20s and al so people nearing 60. I n private organisations, there may be
people working even after they have crossed 60, as many private organisations
do not have amandatory retirement age. Thisresultsin adiverse workforcewith
diverse needs. The way young workers perceive their jobs and rewardsis quite
different from the way older workers perceive them. Therefore, organisations
and managers have to make an effort to ensure that they do not discriminate on
the basis of age.

3.3.2 Gender

Gender roles have been changing in society and alarge number of women, who
asaseducated as men have entered theworkforce. By ageneral estimate, women
make up about half of the workforce in organisations. Organisations therefore
must guard agai nst discriminating on the basis of gender. Two important concepts
in gender diversity as Equal Pay for Equal Work and the Glass Ceiling effect.
The Equal Pay for Equal Work concept indicates that men and women who do
the same work should also be paid the same salary. There should not be a
discrimination against women because of their gender. Many devel oped countries
have passed laws to enforce the equal pay for equal work concept. The Glass
Ceiling effect is a term used in reference to women's being prevented from
receiving promotions into top management positions. Although thisis not done
openly, it is seen in some sectors that women cannot progress beyond a certain
level of seniority within organisations.

3.3.3 Ethnicity

As organisations become more global in nature, there is bound to be a greater
mix of people from different racesin the workforce. Changing racial patterns of
the workforce indicate greater diversity. Managers are challenged to dea with
ethnic factorsin terms of policies and practices concerning pay and promotions



and ensure that people of given equal opportunities, regardless of their ethnic
origin. Managers must also try to create a culture of inclusiveness where people
of all racesfeel supported and comfortable.

3.3.4 Education

The workforce in an organisation consists of people of different qualities and
gualifications. On one side are the employees who are highly educated and on
the other arethelower rung or blue collared workers. But regardless of the level
of education, itisresponsibility of organisationsto keep all their workers abreast
of thelatest technology and knowledge requirements. Managers need to identify
the skill and competence level of each employeein order to design programmes
for the development.

3.35 Others

In addition to the basic aspects like age, gender, ethnicity and education, there
areother factors associated with diversity. Some of the other factorsare language,
sexuality and disabilities. Aninclusive organi sation is one which recognisesthese
differencesin people and creates a culture which embraces and promotes diversity
to the advantage of all.

3.4 SECONDARY DIMENSIONSOF DIVERSITY

In addition to the above described primary dimensions, there are secondary
dimensions. Secondary factors are those aspects that matter to employees as
individuals, and to some extent define them to others but which areless permanent
than the primary dimensions and can be changed or adapted. Theseincludefactors
like marital status, geographic location, socio-economic status, religious beliefs,
military experience, etc. The impact of secondary experiences varies at various
timesof our lives. For example, amarried person with children may find it difficult
to travel frequently on work, while asingle person may find the travel exciting.
Managers need to keep all these differences between employeesinview intrying
to design jobs and managerial policies.

Self Assessment Questions
1) Elucidate nature and definition of diversity in organisations

Wor kforce Diversity and
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3) What are the specific characteristics and dimensions of diversity?

3.5 THEVALUE OF DIVERSITY

For several yearsin the past, organisations have had afixed culture, and expected
all their employeesto conform to the existing culture and value system. Uniformity
in the workforce was given importance and employees who were different from
themajority were expected to changeto fit in with the organi sationa requirements.
Thisisknown as*assimilation’ . Assimilation can be defined asaprocessthrough
which membersof aminority group areforced to learn the ways of the dominant
group. Within the organisational context, assimilation happens when people of
different types and backgrounds are hired and then made to mold themselves
into the existing organisational culture. For example, an organisation may enforce
an English-only policy, where al employees are expected to speak and use only
English in the workplace, regardless of their background.

Many organisations devel op performance eval uation and incentive programmes
that reinforce the values of the dominant group. The dominant group generally
reflects the majority composition of the workforce. For instance, for an
organisation in Germany, the dominant group is likely to be composed of
Germans. Over time, the dominant group could become representative of the
workforce and the needs of the other employees are ignored.

However, sincethelate 1970 s, organi sations have been becoming more diverse
as different kinds of people from different kinds of backgrounds have started
entering the workforce. Organisations al so realised that expecting al employees
to commit to a set of predetermined systems was unpractical, as people are
essentially different, and what works for one person may not work for another.
Besides, employees were usually slow to change and showed a certain amount
of resistance to change. Therefore, it became necessary for organisations to not
only accept diversity but also to embrace it as a positive factor.

Today, organisations have cometo realise that the composition of the workforce
affects organisational productivity. Managers can try to improve organisational



performance by taking advantage of the variety of talents, perspectives and
backgroundsof their employees. In other words, organi sationshave started valuing
diversity.

Valuing diversity means putting an end to the belief that any person whoisnot a
member of the dominant group must assimilate. Organisations that truly value
diversity, not only tolerate differencesin the composition of the workforce, but
also encourageit. Vauing diversity isan opportunity for an organisationto develop
and utiliseall the human resources availableto the organisation in the best possible
way. Valuing diversity alows the organisation to benefit from the richness of
ideas and perspectives that give it an advantage over competitors. Fresh
perspectives can result in the development of a new product, opening of new
markets or improving serviceto existing customers. Another advantagein valuing
diversity isthat thereislessinterpersona conflict between the employees of the
organisation asal employeesfed valued and needed. Thiscreates better teamwork
and agreater commitment to organisational goals.

3.6 MANAGINGDIVERSITY

Thereareanumber of approachesthat organisations can take to manage diversity.
These can be divided into individual approaches and organisational approaches.

3.6.1 Individual Approachesto Managing Diversity

There are two main aspects that come under the individual approaches to
managing diversity. These are ‘learning’ and ‘ empathy’.

1) Learning: Learning involves gaining real or simulated experience in
situationsthat involve dealing with diversity. Many managersare unprepared
to dedl with diversity, either becausethey have had no experiencein managing
diversity or because they are unsure of how to respond to a situation. In
order to meet this challenge managers but make a conscious effort to learn
and experience as much asthey can about devel oping appropriate behaviour.

2) Communication: One very important factor, which helps managers learn
how to deal with diversity, is communication. Managers must continuously
communicate with people of different ages, racial backgrounds and those
with disabilitiesin order to understand them better. Thisway they can gain
valuable insights into the different personal values of people and thereby
understand how different peopleliketo betreated. For example, it has been
observed that people with disabilities usually do not like to be treated
differently from other employees. They only want to be given equal
opportunities as other employees. Communication can help managers
understand this better. Another important part of the learning process is
feedback. Managers should be open to feedback from employees and take
the feedback in apositive way. This can go along way in hel ping managers
learn how to deal with diversity.

3) Empathy: Empathy is the ability to put oneself in another person’s place
and seethingsfrom that person’s point of view. Empathy goeshand in hand
with learning in helping managers deal with diversity. Thisisall the more
important as members of different groups feel that only they can truly
understand the problems and challenges they face. Empathy places an
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important role in understanding problems that are of a more subtle nature.
For example, women in offices often resent being asked to make or fetch
coffee for their male colleagues. They say that they do not mind doing it
once in awhile as long as the male employees also do it for them in equal
part. However, just because they are women, they should not be expected to
do such things. Similarly, certain minoritiesmay have strong feelings about
certain aspects of work, which they may not be comfortablewith (like Jews
areforbidden to work on Sundays). Managers should be able to understand
such problemswhich may not be obviousat first glance, but could potentially
become serious.

3.6.2 Organisational Approachesto Managing Diversity

A variety of techniquesform apart of the organisational approachesto managing
diversity. The most common ones aretesting, training, mentoring and programmes
designed to promote work-life balance.

1)

2)

Testing: Organisations often use tests for selecting and evaluating people
during the recruitment process. However, it has been observed that most of
the tests used were designed keeping in mind the dominant group (for
example, white males). As aresult, women and minorities who may be as
capable as white males of doing that particular job get low scores on the
test, which eliminatestheir chance of getting thejob. Most of thetraditionally
used evaluation tests are not suited to a diverse workforce. Therefore in
recent years adeal of attention has been given to developing testsvalid for
diverse employees. One way in which tests can be made more relevant to a
diverse workforceisto usejob specific testsrather than general aptitude or
knowledgetests. For exampleto hireacomputer programmer, the company
should giveatest which tests only programming knowledge. Genera aptitude
tests need not be included. However, if they are included, the management
must make surethat they are culturally unbiased and that all types of people
will be able to handle them. Another way in which the problem of tests can
bedealt withisto give moreweightage to personal interviewsand role play.
Thisway each candidate can be evaluated individually to determine his/her
capabilities. However, if pencil and paper tests are used, then scientific
norming should be done. Scientific norming is a process that ensures that
tests are equivalent across cultures. This way, all the test questions will
have the same meaning regardless of a person’s cultural background.

Training: Many companiesnow include diversity training asapart of their
regular training programmes. There are two partsto diversity training. The
first one concerns providing training to employeesfrom diverse backgrounds
to help them perform better at their existing jobs or for promotion. The
other part of diversity training concerns training managers or employees
who deal with other employeesfrom diverse backgroundsto handle diversity
moreeffectively.

Most of the diversity programmes get employees directly involved in the
training. One popular method used in diversity training isto divide people
into groups based on certain common factors. Then each group is asked to
describe other groups and also to listen to other groups describe them. The
purpose of this method is to help people of one group gains insights into
how they are perceived by other groups. The groupsare also asked to describe



the difficulties they face in working with other groups and to identify the
reason for these problems. This hel ps the groups develop a better rapport.

Trainersalso use diversity board gamesin diversity training. The players of
diversity board games have to answer a series of questions related to areas
such asgender, race, age, sexua orientation, etc. Onthebasisof theresponse,
the playersareeither ableto advancein the game or forced to backup. Mostly
diversity related games are used as supplementsto other forms of diversity
training. They are used especially during theice-breaking sessionsof training
programmes.

Oneimportant condition for the success of diversity training programmesis
the support of the top management. It is also important to make attendance
of diversity training programmes compul sory for all managersandtoinclude
suitable organisational rewardsfor promoting diversity in the organisation.

A major problemwith diversity training programmesisthetransfer problem.
That is to say, during the training programme employees see the value of
diversity training, but one the programme has ended they find it difficult to
transfer the knowledge gained during the training back to the job. This
problem needs to be addressed before diversity training programmes can
becometruly successful.

3) Mentoring: Mentoring is another organisational level diversity initiative,
and many companiestoday use mentoring to meet the challengesof adiverse
workforce. A mentor isatrusted counselor, coach or advisor who guides an
employee at the workplace. The main purpose of a mentor is to support
members of a diverse group in their jobs, socialise them in the cultural
values of the organisation and help their chances for development and
advancement. Some of the main functions of a mentor are listed below:

3.6.3 ldentification of Skills, Interests and Aspirations of the
Person

Instruct the person in the specific skillsand knowledge critical to job performance

Help the person understand the unwritten rules of the organisation and guide
him or how to avoid saying or doing the wrong things.

Answer questions and provide important insights into the working of the
organisation

Offer emotional support

Serve as arole model

Create an environment in which the person can make mistakes and learn from
them without losing self confidence.

There are severa stepsto be followed in establishing a mentoring programme.
These are asfollows:

e  Secure the support of the top management

e Identify thementorsand their protégées. Care should betaken at thisstep to
pair peoplewho will benefit in the best possibleway through their association
with each other
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1)

2)

3)

4)

5)

Provide orientation to both the mentor and the protégée. Mentors should be
training in how to conduct themselves and protégées should be given
guidance on the types of questions they can ask their mentors in order to
benefit from the experience

Throughout the duration of the mentoring programme, which usually lasts
about ayear, the mentors and the protégées should meet regularly with the
support staff of the programme (diversity trainers and experts) to evaluate
their progress.

At the end of the programme, both mentors and protégées should give their
feedback on how the programme went, so as to identify any shortcomings
and improve the programmes for the future.

Work/Family Programmes. Today as a large number of women have
entered the workforce, both men and women feel the need to achieve work
life balance. With the growth of nuclear families, and families where both
parents work, it has become necessary for organisations to implement
programmes that support work life balance. Some of the important work
life balanceinitiatives are flextime, the compressed workweek, job sharing
and telecommuting.

Flexi time: Thisisasystem which alows employees greater autonomy by
permitting them to choose their daily start and finishing timewithinagiven
period. Organisationsthat follow flexible working hours define the earliest
possible starting time and the latest possible quitting timei.e. no one may
work before 7 am and in the same way, no one can work beyond 5 pm. This
is called ‘band-width’. Within the band-width, time is divided into ‘core
hours' and flexi-hours. Everyone must be at work during the core hours so
that the activitieswhich are of an interdependent nature do not get disrupted.
Theflexi-hours on the other hand give the empl oyee the freedom to choose
to be at work or not.

Compressed wor kweek: The compressed work week isasystem wherethe
work week is compressed into afewer number of working days per week.
For example, organisations could choose to have four working days per
week instead of five, while keeping the total number of working hours per
week constant. This effectively means that people will have to work for
fewer daysintheweek but for longer hourseach week. Thisgivesemployees
more free days with their families.

Job sharing: Thisisthe splitting of afull time position between two people,
each of whom works part-time. The salary is also divided proportionately.
Thissystemisgenerally useful for people who want to work, but need time
to fulfill other family obligations (like women with very young children).

Telecommuting: Thisinvolves working partly from home and partly from
office. This system works on the premise that what isimportant is that the
job gets done. It does not matter whether the employee worksin the office
or from home. Sometimes, companies adopt a system where employees
cometo office certain daysof theweek (for instance on Monday and Tuesday)
and telecommute the rest of the days. However, this cannot be practically
applied for al kinds of jobs.



Research has found that work life balance programmes help decrease family
conflict, job dissatisfaction and stress-related problems. In addition to alternative
work schedules, many companieshaveinitiated other family friendly programmes.

The table below givesthe details.

Table 3.4: Innovative Work Family Programme

1. Child or elder care benefits

These may include child care facilities at
the work site and transportation of aging
parentsto a senior citizens center

2. Adoption benefits

These include leave policies and
reimbursement for legal fees, medical
expenses, agency or placement fees,
temporary foster care and or travel
expenses.

3. Convenience benefits

Thisrefers to onsite services such as dry
cleaning, ATM machines, [postal services
and video rental s

4. Lifecycleaccounts

These are savings accounts designed to
pay for specific life events such as a
college education. Often employers will
match employee contribution.

5. Health promotion benefits

These include such things as fitness
centers, health screenings, flu shots and
stress management clinics.

6. Education assistance benefits

Examples include tutoring programmes,
tuition reimbursement and scholarships

7. Housing assistance

This refers to such items as relocation
assistance, seminars and preferred
mortgage arrangements

8. Group purchase programme

Theseincludelega and financial planning
and discountswith local merchants, group
auto and home ownersinsurance and fleet
arrangements for auto purchase

9. Casua day programme

This would be dress down days to have
everyone relaxed in an on the job family
atmosphere.

(Source: Adapted from Carol Sadek,(1995). A guide to offering work / life benefits. .

Compensation and Benefits Review. Jan-Feb PP 43-44.

3.7 MULTICULTURAL FACTORS

3.7.1 Creating a Multicultural Organisation

The creation of a multicultural organisation is essential for the effective
management of diversity. A multicultural organisation is one where employees
of mixed backgrounds, experiencesand cultures can contribute and achievetheir
fullest potential to benefit both themselves and the organisation. A multicul tural

organisation is one which:
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Reflectsthe contributionsand interests of diverse cultural and social groups
in its mission, operations and product or service

Actson acommitment to eradicate social oppressioninall formswithinthe
organisation

Includesthe membersof diverse cultural and social groupsasfull participants
especially in decisions that shape the organisation.

Followsthrough on broader external social responsibilitiesincluding support
of other institutional effortsto eliminate all forms of social oppression.

3.7.2 Characteristics of a Multicultural Organisation

There are six main characteristics of a multicultural organisation and these are
given below:

1)

2)

3)

4)

5)

6)

Pluralism: A pluralistic organisation is one that has a mixed membership
and takes steps to fully involve all people who differ from the dominant
group. Creating pluralism involves developing training and orientation
programmesto promote diversity, ensuring minority group inputinall general
organisational decisionsand including diversity in the organisation’smission
statement.

Full Sructural Integration: When an organisation has minority group
members serving at all levels, performing all functions and participating in
all work groups, an organisation can be said to have achieved full structural
integration. In order to achieve this, the organisation must ensure an equal
distribution of educational specialties and skill differences equally across
the organisation. Performance appraisal, rewards systems, benefitsand work
schedules must also be equally distributed.

Integration of Informal Networks: Mentoring programmes, conducting
special socia eventsand support groupsfor minorities can foster integration
in informal networks. These events give minority group members an
opportunity to expressthemsel vesand interact with dominant group members
with aview to achieving better understanding.

Absence of Prgudice: In a multicultural organisation, all organisation
members work in harmony without prejudices. There is a distinct absence
of stereotyping and biases. The organisation promotes this through the
conduct of Equa Opportunity Seminars, having in-house focus groups to
examine attitudes and biases related to diversity and having atask forceto
monitor organisational policiesand practicesfor evidence of discrimination

Equal Identification with Goals: Employees across the organisation
develop a sense of identity with the organisation’s goals and objectives.
Members of different groups share equally in taking ownership of the
achievement of organisational goals. Thisisachieved by taking theinput of
minority group members in formulating and defining organisational goals,
so that al groups of employees can identify with them.

Minimal Intergroup Conflict: In amulticultural organisation, thereisno
conflict based on cultural differences. Employeesas provided with training
indevel oping positive attitudesaswell asgiven thetoolsfor effective conflict
resolution. Managers are al so trained in mediation and listening which play
an important role in conflict resolution



3.8 STAGESINTHE CREATION OFA
MULTICULTURAL ORGANISATION

Several stages have been identified inleading up to the creation of amulticultural
organisation and these are presented below.

3.8.1 Exclusionary Organisation

Thistype of organisation is amost the opposite of amulticultural organisation.
In an exclusionary organisation, the dominance of one group (usually the magjority)
is clearly seen. The organisation aso follows exclusionary hiring practices and
other forms of discrimination.

3.8.2 Club Organisation

In this type of organisation, the few who have traditionally help power, retain
most of the privileges. They may put up an appearance of hiring women and
minorities, but they only hire people who are deemed to have the ‘right’ kind of
credentials.

3.8.3 Compliance Organisation

A compliance organisation is better that the exclusionary and club organisations
as it hires people from diverse backgrounds. However, the commitment to
diversity isnot proactive. In other words, diversity existsin these organisations
only because it required by law to hire people without discriminating on the
basis of background.

3.8.4 Affirmative Action Organisation

Thistype of organisation is proactively committed to eliminating discriminatory
practices and promoting diversity. The organisation actively supports and it
committed to hiring women, minorities, older employees and those challenged
by adisability. However, there is a perception that employees who benefit from
affirmative action are less competent in some way. This can lead to a form of
discrimination against affirmative action hires within the organisation. Thus,
this organisation falls short of the ideal of a multicultural organisation.

3.8.5 Redefining Organisation

A redefining organisation is characterised by an examination of all activitiesfor
the purpose of evaluating their impact on all employees’ opportunitiesfor growth
and success within the organisation. This organisation goes beyond being just
anti-racist and anti-sexist. It questions the core values that form the culture of
the organisation. It not only deals effectively with diversity, but understandsthe
value of diversity and takes steps to tap the potential advantages accruing from
having a diverse workforce.

3.8.6 Multicultural Organisation

A true multicultural organisation isonewhich has core cultural valuescommitted
to diversity and where thereis an ongoing commitment to eliminate all forms of
discrimination throughout the organisation. All members of the organisation,
regardless of their background, are involved in the decisions that shape the
mission, structure and culture of the organisation and are fully committed to
organisational goals.

Wor kforce Diversity and
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3.9 MULTICULTURAL ORGANISATION ASA
COMPETITIVE ADVANTAGE

There are afew general reasons for the emergence and growth of multicultural
organisations:

e  Someorganisations grow very rapidly and hence, are required to hire more
and more people, which make it obligatory for them to hire people from
different backgrounds and learn to manage them better.

e  Some organisationswant to recruit the best talent from the market regardless
of background or age to give the best quality employees.

e  Some organisations need to develop and sell productsin diverse markets. In
thissituation, it makes more sensefor them to recruit and manage employees
who represent their different marketsin order to obtain abetter understanding
of the market.

e Therearesix mainwaysinwhich adiverseworkforce can bestow competitive
advantage on an organisation. Thisis shown in the following table:

Advantage Contribution

1. Cost Managing diversity well can trim the sots of
integrating diverse workers

2. ResourceAcquisition | Companies that have the best reputation for
diversity will have the best chance of hiring the
most talented workers from the market

3. Marketing Diverse organisations gain a better insight into
their markets and cultural sensitivity will
improve the development and marketing of
products and services to different segments of
the population

4. Creativity Diversity of perspectiveswill improve levels of
creativity throughout the organisation

5. Problem Solving Problem solving and decision making will
improve through groups with more diverse
perspectives

6. System Flexibility Tolerance and valuing of diverse perspectives
throughout the organisation will make the
organisation more fluid, flexible and more
responsive to environmental changes.

Therefore, devel oping multicultural organisational practicesis essential for any
organisation for itslong term benefit

3.10 LET USSUM UP

In this chapter we have dealt with the nature and meaning of diversity, thereasons
for the emergence of diversity and the specific characteristics of diversity. We
have also understood the value of diversity to organisations and the ways in



which organisations manage diversity at an individual and organisational level. WorkforceDiversity and
Inthe second part of the chapter we have dealt with the multicultural organisation, Multicultural Factors
its creation and the stages of its development. We have also discussed the

competitive advantages of a multicultural organisation.

3.11 UNIT END QUESTIONS

1) What isdiversity in organisation context?

2) What arethe organisationa approachesto managing diversity?
3) What are the competitive advantages with multicultural organisations?

3.12 SUGGESTED READINGS

Luthans. F., Organisation Behaviour, 10" edition New Dehli, McGraw-Hill, Inc.

Moorhead, G & Griffin, R. W (2004) Organisational Behaviour, 7th edition
New York, Houghton Mifflin Company.
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4.9 Unit End Questions
4.10 Suggested Readings

4.0 INTRODUCTION

In this unit we are going to deal with globalisation and changing economics.
We start with the definition and meaning of globalisation and discuss how it
came about and its importance. This is followed by driving factors in human
resourcewhichincludes cost drivers, competitive driversand government drivers.
Thisisfollowed by adiscussion of the impact of globalisation on the functions
of human resource manager. Then we present how the HR manager’s role has
been changing dueto the changed environment. Then we discuss the competence
required of HR managers. We point out the various dilemmas faced by HR
managers especially interims of how to align HR to business and how to make
the training and development lead to success of Human resource management.
Then we discuss all about the factors that are affecting HRM in global market.
Then we elucidate the HR function in the international firms and point out the
role of HR professionalsin the future.



41 OBJECTIVES

After completing this unit, you will be ableto:

e Defineglobalisation;

e Describe globalisation and elucidate its characteristics;
e Delineate the driving factors of HR;

e Explain theimpact of globalisation on the functions of HR;
e Describe HRM in the context of changing environment;
e Elucidate the competence required of HR managers;

e Analysethe challengesfaced by HR manager;

e Elucidate the HR functionsin the international firms;

e Explain the new trendsin international HRM; and

e Deélineate the futureroles of HR Managers.

4.2 GLOBALISATION

When foreign markets are entering the Indian territories and posing a challenge
before the domestic firms, many Indian firms are compelled to think globally.
Managerswho have been all along working in asheltered marketswith minimum
or no competition at al either from domestic or foreign firms have to suddenly
becomeaert and addressissues such as new methodsin hiring practices, training,
compensation packages, motivational practicesetc. The composition of workforce
also changed and managers are expected to address, the different needs of these
diversified workforce. Besides these Indian nationals are also going abroad to
work with foreign collaborations. Training needs are to be taken care off.

Thusthe HR executives need to devel op an international orientation. Discharging
these and other functions effectively and by helping the best qualified people
execute the company’s strategy on a global scale the managers can gain a
competitive advantage which will have an impact upon our economy.

Managing in aglobal economy poses many different challenge and opportunities
as there is a wild demand for property ownership arrangements and also the
availability of natural resources. Besides the components of infrastructure, the
role of the government in business also varies. But for our purpose, the very
important considerations are how behaviour processesvary widely across cultural
and national boundariesand how values, symbolsand beliefsdiffer sharply among
cultures. Different work normsand theroleswork playsinaperson’slifeinfluence
patterns of both work related behaviour and attitudes towards work. They also
affect the nature of supervision relationships, decision-making styles and
processes and organisation configuration, group and inter-group processes,
responsesto stress and the nature of political behavioursalso differ from culture
to culture.

Theterm globalisation meansintegration of businessactivitiesacrossgeographical
and organisational boundaries. In broader perspective it can also be defined as
doing business with a worldwide focus rather than doing business in an
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internationa market with the focusfrom ahome-country viewpoint. Globalisation
symbolises the structural making of the world characterised by the free flow of
technology and human resources across national boundaries presenting an ever-
changing and competitive business environment.

A vital aspect of globalisation isthe way diverse challenges are being faced by
nations in an increasingly inter dependent world. No country can meaningfully
progresstoday without efficiently responding to demands and pressures generated
by international organisations and processes.

Globalisation is not just arecent phenomenon. Some analysts have argued that
the world economy was just as globalised 100 years ago as it is today. Yet the
term isused since the 1980’s, reflecting technological advances that have made
it easier and quicker to completeinternational transactions, both trade and financial
flows. Themost striking aspect of this has been theintegration of financial markets
which is made possible by modern electronic communication. At apolitical and
economic level, globalisation is the process of denationalisation of markets,
politics and legal systems i.e. the use of the so-called global economy.
Globalisation refersto an extension beyond national borders of the same market
forces that have operated for centuries at all levels of human economic activity
(village markets, urban industries, or financial centers). It meansthat world trade
and financial markets are becoming more integrated.

At abusinesslevel, globalisation iswhen organisation decidesto take part in the
emerging global economy and establish themselvesin foreign markets. First they
will adapt their products or services to the customer’s linguistic and cultural
requirements. Then, they might take advantage of the internet revolution and
establish avirtual presence on the internationa market place with amultilingual
corporate website or even as an e-business. When going global, an organisation
hasto reconsider the following factors:

e Employment Laws

e Culture

e  Terminology

e Corporate Social Responsibility

e |tisasosadthat Globalisationisassociated with four major aspects. They
are:

— Trade

— Capital movements

— Movement of people

— Spread of knowledge
Self Assessment Questions
1) Defineglobalisation.




2) What factors should one consider when going global ?

4.3 DRIVING FACTORS

Researchers believe that there are few driving factors of globalisation. These
Driving factors can be divided into four groups:

1) Market Drivers

e Convergence of per capitaincome

e Convergenceof life styles

e Organisations behaviour as global customers
2) CostDrivers

e Push for economics of scale

e Advancesin transportation

e Emergenceof newly industrialised countrieswith productive capability
and low labour costs

3) CompetitiveDrivers
e  Growth of global networks making countries interdependent
e Riseof new competitors intent on becoming global competitors
e Increased formation of global strategies alliances
4) Government Drivers
e Reduction on tariffs and other trade barriers
e Privatisation of industry in many parts of the world
e Creation of trading blocks (i.e. EU)

4.3.1 Impact of Globalisation on the Functions

Globalisation has el evated theimportance of HRM development in organisation.
These changes haveled to the notion of the HR system as a strategic asset. Many
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of the arguments about processes of globalisation within the HR function rest on
the assumption that there has and continues to be longitudinal change in the
conduct of HR. Intheintervening few years awide range of contextual changes
have led to significant globalisation of activity, including: the transfer of work
abroad, either to outsourced providers or on a global in-sourcing basis; the e-
enablement of many HR process; greater sophistication in the HR information
technology, new structures for international HR functions; greater competition
for talented staff at all levelsof organisation; more protracted and strategic talent
pipelines. In particular, there has been a very strong marketing, corporate
communication and IT influence on the HR function. The HR function is
realigning itself in response to this process of cross-function globalisation
(building new alliances with these functions) creating new activity streams and
new rolesand skillsrequired of the HR function (Sparrow, Brewster and Harris,
2004).

44 HRM: ROLEIN CHANGING ENVIRONMENT

With the advent of globalisation, the face of HRM is expected to transform
drastically, like for instance: Workplace flexibility is expected to be on the rise
asthefutureworkplace, the*virtual office’ ischaracterised by creativeand flexible
work arrangements. Asmore employeeswork off-sitetherewill isanincreasein
emphasis on performance and results as opposed to the number of hoursworked.
In addition, off-site employees can expect to attend fewer meetings. Specified
work will become much more collaborative and management will spend nearly
all itstime managing cross-functional work teamswho enjoy alot of autonomy.
In essence, there will be a movement, atrend towards a decentralised model of
HR. HR managers will have to accommodate employees in their virtual work
locations and find ways to manage corporate culture, socialisation and employee
orientation. In order to obtain and maintain a competent workforce, they must
act asorganisational performance expertsand shape employees behaviour without
face to face meetings.

Another expected change in HR isthe ‘Global Business . Organisationswill be
required to develop and manage an international workforce, maintain written
and unwritten corporate polices for transportability to other cultures, keep top
management informed of the costs of not paying attention to the transnational
issuesand providetheir servicesto avariety of locationsworldwide. Concerning
the recruitment in the above mentioned ‘global business it will be important
which strategy will be adopted by the management. Globalisation will make HR
managers, adopt new skills such aslanguage capabilities, tolerance towards other
cultures etc. For example, in order to recruit employees from other cultures, HR
managerswill either haveto learn new languages or elsethey will certainly have
to have foreign language speakers on staff. However in order to facilitate
communication among people coming from a wide range of language
backgrounds, in most multinationals, it is preferred to speak English. Organisation
must take into account cultural differencesthat shape managerial attitudes, when
devel oping multinational management programs. For e.g., British managersvalue
individual achievement and autonomy, whereas French managers appreciate
competent supervision, fringe benefits, ble to access the information on the
security and comfortable conditions, while Indian managers gives more
importance of their culture and tradition.



HR managers must therefore befamiliar with and understand other cultural norms
to promote organisation diversity. An organisation that recognises and promotes
cultural diversity will benefit because it will be employing the market that it
serves. With increas ng globalisation and competition within the market, adiverse
workforce is conducive to attracting and retaining a strong client base. While
competing in an international market, employees from diverse national
backgrounds provide language skills and understanding of other cultures. HR
professionals will aso be responsible for providing cultural sensitivity training
for the organisation’s employees and for managers throughout the entire
organisation. (Czebter, Anamaria, 2002)

45 COMPETENCE OF HR MANAGERS

In order to effectively deal with al the changes, HR professionals must develop
competencies that will allow them to carry out their roles, competences like:
e Flexibility

e Teamwork

e Communication

e Decisiveness

e Leadership

e  Strategic planning

e Network building

e Client service orientation

e Organisational awareness

e Self confidence

e  Sharing of expertise

e Global and cultural understanding

e  Multiplelanguage competencies

In addition to increasing and sustaining technological skills relating to
communication developments, HR professionalswill also berequired toincrease
their numerical and data compilations skills. 1n addition to delivering specific
measurabl e devel opments, managerswill also need to know what contributed to
the results declared. Thismay mean that HR professionalswill be required to be
familiar with and administer employee survey and provide for accurate data
compilation and regression analysis.

Asaresult of the increase in technology, innovation and globalisation over the
last 20 years, HR professional s around theworld are forced to be more efficient,
more effective and more competitive. They need to respond to the demands of
global competitiveness by becoming morefamiliar with language skills, cultural
awareness and diversity promotion. Additionally, HR professionals must be
committed to continuous learning, being familiar with cutting edge
communication. If HR managers won't pay enough attention to their changing
role, serious consequences could result, including the deterioration or even
perhaps the elimination of the HR department. (Halcrow A, 1998).
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Self Assessment Questions
1) What arethe driving factors? Elucidate the same




46 DILEMMASFACED BY HR HEAD

The coming of the 21% century, globalisation poses distinctive HRM challenges
to businesses especially those operating across national boundaries as
multinational or global enterprises. Global businessis characterised by the free
flow of human and financial resources especialy in the devel oped economies of
European Union (EU), the North American Free Trade Agreement (NAFTA),
other regiona groupings such as the Association of South East Asian Nations
(ASEAN), the Economic Community of West African States (ECOWAYS), the
Southern African Devel opment Community, etc. These developmentsare opening
up new markets in a way that has never been seen before. Unlike the other
industries where HR is considered as a functional need, there is aneed to view
HR as a partner or abusiness enabler in the perspective of globalisation.

4.6.1 Align HR to Business (Recruitment etc.)

One of the constant challenges faced in thisareaisto align HR to business. The
five R’s therefore, assume utmost significance in HR strategy. The HR team
needsto get in right from the stage of defining the business strategy to Resourcing,
Recruiting the right talent, Retaining the talent, Retraining and Restructuring.

However, flexibility appears to be the key for success and survival as many
companies have become dynamic field due to the constant developments and up
gradation inthe areaof technology and changing customer requirements. Topping
all these reasons is aso the trend of globalisation, which tries the HR test of
endurance. The ability and the willingness to modify job structure, job
classification and the organisational structure as often and asquickly asnecessary
are important elements in a successful recruitment and retention strategy for
workforce. This challenges of managing expectations and change puts constant
pressure on the professionals.

The challenge does not stop with recruiting the right person but with how they
are going to manage the performance of the employees. The challenge would be
to create a performance culture wherein opportunitiesare provided for enhanced
performance and where giving out optimum performance becomesaway of life.

The HR Strategy aligned with the business strategy is about the growth of the
business, increasing the performance of the employees and keeping the costs
under acontrol. The HR Strategy aligned with the business strategy is not much
about the empl oyee satisfaction and benefits provided to the popul ation as they
are not the strategic goals, but they are toolsto reach the goalsimportant for the
whol e organisation.

The process of the alignment of the HR Strategy with the business strategy is
about going deeper and finding thereal root components of the successful human
capital management in the organisation. The HR Managers have to identify the
real goals of the business, the business way how to reach the goals and the real
needs of the business from Human Resources. The HR tends to take care of
employees, but it is not what the business asks for usually.

The HR Strategy alignment with the business strategy needs many discussions
inside Human Resources about the real goals of the organisation and how the
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organisation will utilise its human capital to reach the goals. It is not about the
employee satisfaction, it isaside effect. The HR Management hasto understand,
how the business wants to reach the goals and then the HR Strategy can be
developed and fully aligned with the business strategy.

Thealigned HR Strategy missesthe nicewords about the retention, the employee
satisfaction and other nice HR initiatives. These are the tools, the real business
goals aredifferent. The HR Strategy hasto respect it.

4.6.2 Training and Development
Nature of Training and Development

In simple terms, training and development refers to the imparting of specific
skills, abilities and knowledge to an employee. A formal definition of training
and development is... it is any attempt to improve current or future employee
performance by increasing an employee's ability to perform through learning,
usually by changing the employee’s attitude or increasing his or her skills and
knowledge.

The need for training and development is determined by the employee’'s
performance deficiency, computed asfollows:

Training and Development Need = Standard Performance — Actual Performance.

We can make a distinction among training, education and development. Such
distinction enables us to acquire a better perspective about the meaning of the
terms. Training, as was stated earlier, refersto the process of imparting specific
skills. Education, on the other hand, is confined to theoretical learning in
classrooms.

Table 4.2: Difference between Training and Education

Training Education

Job experience Classroom learning
Specific tasks General concepts
Narrow perspective Broad perspective

Process of imparting specific skills | Theoretical learning in the classroom

Application Theoretical orientation

Though training and education differ in nature and orientation, they are
complementary. An employee, for example, who undergoestraining is presumed
to have had some forma education. Furthermore, no training programme is
complete without an el ement of education. Infact, thedistinction betweentraining
and education is getting increasingly blurred nowadays. As more and more
employeesare called upon to exercisejudgmentsand to choose alternative solutions
to thejob problems, trai ning programmes seek to broaden and devel op theindividual
through education. For instance, employeesin well paid jobs and/or employeesin
the serviceindustry may berequired to make independent decision regarding their
work and their rel ationship with clients. Hence, organisation must consider elements
of both education and training while planning their training programmes.



Development refersto those learning opportunities designed to help employees
grow. Development is not primarily skill-oriented. Instead, it provides general
knowledge and attitudes which will be helpful to employeesin higher positions.
Efforts towards development often depend on personal drive and ambition.
Development activities, such as those supplied by management developmental
programmes, are generally voluntary.

This is another area. In any organisation currently training takes on a new
connotation. Itisnot just about identifying training needs and giving the required
training. It isforeseeing and anticipating the requirements and devel oping suitable
training so that the employees are well-equipped to handle the challenges.

Another magjor challenge is how managers are able to incorporate al the sub-
systems in HR and help them in achieving the ultimate goal — exceptional
performance. People have to be groomed to get in tune with the performance
culture. Creating an environment that stimulates the creation of knowledge and
its sustenance throughout the organisation is big challenge. No longer can the
HR department carry on with its traditional functions.

However, Human Resource Information Systems (HRIS) isto be put in place —
to build and sustain a performance driven culture. The role will shift to that of
facilitator. HR will have to involve the whole organisation in this process and
act asacounselor and facilitator and that isthe most gigantic challenge the HR
of any organisation faces.

4.6.3 FactorsAffecting HRM in Global Market

A number of factors have been found to affect HRM in global markets. They are
identified as:

1) Culture

2) Economic System

3) Political System —thelegal framework and

4) Human capital (Noe, et a, 2000: 536). In the case of developing countries,
globalisation poses distinct challenges to governments, the private sector
and organised labour.

These challenges, which must be addressed through astrategi ¢ approach to human
resource management, include

1) Partnership in economic recovery especially in South East Asia
2) Dealing with the“big boys’, the fund managers

3) Concerns over possibility of fraud in E-commerce (such as issues of
confidence and trust) and

4) Implementing prescriptions for recovery and growth taking in to
consideration the development agenda and unique circumstances of
individual country.

4.6.4 HR Functionsin International Firms

Threekey conclusions about therole of HR professionalsworking inthefield of
international recruitment selection and assessment can be drawn:
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The added value of the HR function in an international firm liesin its ability to
manage the delicate, balance between globally coordinated systems and sensitivity
tolocal needs, including cultura differences, inaway that align with both business
needs and senior management philosophy.

4.6.5 International HRM and Global HRM

There appear to be a classification made between international HRM and global
HRM.

In thistransition, the old functional divides, between international recruitment,
international management development and international reward management,
have become increasingly weak.

Human resource management is a process of bringing people and organisations
together so that the goals of each other are met. The role of HR manager is
shifting from that of a protector and screener to the role of aplanner and change
agent. Personnel directors are the new corporate heroes. The name of the game
today in business is personnel. Nowadays it is not possible to show a good
financial or operating report unless your personnel relations arein order.

Over the years, highly skilled and knowledge based jobs are increasing while
low skilled jobsare decreasing. Thiscallsfor future skill mapping through proper
HRM initiatives.

I ndian organi sations are a so witnessing achangein systems, management cultures
and philosophy due to the global aignment of Indian organisations. Thereisa
need for multi skill development. Role of HRM is becoming all the more
important.

Some of the recent trends that are being observed are asfollows:

e  Therecent quality management standards | SO 9001 and | SO 9004 of 2000
focus more on people centric organisations. Organisations now need to
prepare themselves in order to address people centered issues with
commitment from the top management, with renewed thrust on HR issues,
more particularly on training.

e CharlesHandy also advocated future organisational modelslike Shamrock,
Federal and Triple I. Such organisational models also refocus on people
centric issues and call for redefining the future role of HR professionals.

o Toleapfrog ahead of competition in thisworld of uncertainty, organisations
have introduced six- sigma practices. Six- sSigma uses rigorous analytical
tools with leadership from the top and devel ops a method for sustainable
improvement. These practices improve organisational values and helpsin
creating defect free product or services at minimum cost.

e Human resource outsourcing is anew accession that makes a traditional
HR department redundant in an organisation. Exult, theinternational pioneer
in HR BPO aready roped in Bank of America, international players BP
Amoco & over theyears plan to spread their businessto most of the Fortune
500 companies.



With theincrease of global job mobility, recruiting competent peopleisalso
increasingly becoming difficult, especially in India. Therefore by creating
an enabling culture, organisations are also required to work out aretention
strategy for the existing skilled manpower.

4.6.6 New Trendsin International HRM

International HRM places greater emphasis on a number of responsibilities and
functions such asrelocation, orientation and trand ation servicesto help employees
adapt to anew and different environment outside their own country.

Selection of employees requires careful evaluation of the personal
characteristics of the candidate and his’her spouse.

Training and development extends beyond information and orientation
training to include sensitivity training and field experiencesthat will enable
the manager to understand cultural differences better. Managers need to be
protected from career development risks, re-entry problems and culture
shock.

To balance the pros and cons of home country and host country evaluations,
performance evaluations should combine the two sources of appraisal
information.

Compensation systems should support the overall strategic intent of the
organisation but should be customised for local conditions.

In many European countries - Germany for one, law establishes
representation. Organisations typically negotiate the agreement with the
unionsat anational level. In Europeitismorelikely for salaried employees
and managers to be unionised.

46.7 StepstoBeTaken By HR Managers

Managers should do the following things to ensure success.

Use workforce skills and abilities in order to exploit environmental
opportunities and neutralise threats.

Employ innovative reward plansthat recogni se employee contributionsand
grant enhancements.

Indulge in continuous quality improvement through TQM and HR
contributions like training, development, counseling, etc.

Utilise peoplewith distinctive capabilitiesto create unsurpassed competence
inan area, e.g. Xerox in photocopiers, 3M in adhesives, Telco in trucks etc.

Decentralise operations and rely on self-managed teamsto deliver goodsin
difficult timese.g. Motorolaisfamousfor short product development cycles.
It has quickly commercialised ideas from its research labs.

Lay off workers in a smooth way explaining facts to unions, workers and
other affected groupse.g. IBM , Kodak, Xerox, etc.

HR Managerstoday are focusing attention on the following:

)

Policies: HR policies based on trust, openness, equity and consensus.

i) Motivation: Create conditions in which people are willing to work with

zedl, initiative and enthusiasm; make people feel like winners.
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iii) Relations: Fair treatment of people and prompt redress of grievanceswould
pave the way for healthy work-place relations.

iv) Changeagent: Prepareworkersto accept technologica changesby clarifying
doubts.

v) Quality Consciousness. Commitment to quality in all aspects of personnel
administration will ensure success.

Dueto the new trendsin HR, in anutshell the HR manager should treat people
asresources, reward them equitably, and integrate their aspirationswith corporate
goals through suitable HR policies.

The next decade will bring even greater change, impacting all facets of the
workplace, including major changes for the HR department and HR managers
requiring them to be strategic business partner, supportive of the overall corporate

strategy.

4.7 FUTURE ROLE OF HR PROFESSIONALS

Thefuturerole of HR professional will changefrom alessadministrativeroleto
more of astrategic role. HR managerswill continually be required to provetheir
effectivenessand their existence. They will be expected to understand international
business practices and promote cultural diversity within the organisation. They
will need to understand the core business of the organi sation and become partners
with line managers. They will need to prove that their initiatives and programs
are result-oriented, providing specific measurable results in terms of business
competitivenessthat contribute positively to the bottom-line of the organisation.
They will be required to stay current with leading edge as more and more
organisations are faced with the demands of globalisation and strategic alliances
with other organisations around the world.

Traditionally, therole of the Human Resource professional in many organisations
has been to serve as the systematising, policing arm of executive management.
Inthisrole, the HR professional served executive agendaswaell, but wasfrequently
viewed asaroad block by much of the rest of the organisation. While some need
for this role occasionally remains one does not want every manager to put his
own spin on an issue where automatically things are taken care of because HR
itself is changing. As for example, sexual harassment policy, much of the HR
roleistransforming itself.

The role of the HR manager must parallel the needs of his or her changing
organisation. Successful organisations are becoming more adaptive, resilient,
quick to change direction and customer-centered. Within this environment, the
HR professional, who is considered necessary by line managers, is a strategic
partner, an employee sponsor or advocate and a change mentor.

4.7.1 HR Manager as Strategic Partner

In today’s organisations, to guarantee their viability and ability to contribute,
HR managers need to think of themselves as strategic partners. In thisrole, the
HR person contributes to the development of and the accomplishment of the
organi sation-wide business plan and objectives.



TheHR business objectives are established to support the attainment of the overall
strategic business plan and objectives. The tactical HR representative is deeply
knowledgeabl e about the design of work systems in which people succeed and
contribute. This strategic partnership impacts HR services such asthe design of
work positions; hiring; reward, recognition and strategic pay; performance
development and appraisal systems; career and success on planning; and employee
development.

4.7.2 HR Manager as Employee Advocate

As an employee sponsor or advocate, the HR manager plays an integra rolein
organisational success via his knowledge about and advocacy of people. This
advocacy includesexpertisein how to create awork environment in which people
will choose to be motivated, contributing, and happy.

HR Manager through fostering effective methods of goal setting, communication
and empowerment, builds employee ownership of the organisation. The HR
professional hel ps establish the organisational culture and climatein which people
have the competency, concern and commitment to serve customers well.

In this role, the HR manager provides employee development opportunities,
employee assistance programs, gain sharing and profit-sharing strategies,
organisation development interventions, due process approaches to problem
solving and regularly scheduled communication opportunities.

4.7.3 HR Manager as Change Champion

The constant evaluation of the effectiveness of the organisation results in the
need for the HR professional to frequently champion change. Both knowledge
about and the ability to execute successful change strategies make the HR
professional exceptionally valued. Knowing how to link change to the strategic
needs of the organisation will minimise employee dissatisfaction and resistance
to change.

The HR professional contributes to the organisation by constantly assessing the
effectiveness of the HR function. He also sponsors change in other departments
and in work practices. To promote the overall success of his organisation, he
championsthe identification of the organisational mission, vision, values, goals
and action plans. Finally, he helps determine the measures that will tell his
organisation how well it is succeeding in all of this.

Self Assessment Questions
1) Discussthe dilemmas faced by HR manager.
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2) How dowe align HR to business?

5) What kind of a role would the HR manager play in future due to
globalisation?

48 LET USSUM UP

Communication and transportation have advanced dramatically over the past
few decades, tel ephone services have improved the communi cation network span
of the globe and can interact via satellite and once-remote areas have become
accessible. Telephone servicesin some devel oping countriesare now entirely by
cellular phone technology, fax machinesand el ectronic mail and allow managers
to send documents around the world in seconds. In short it is easy to conduct
international businesstoday.

Thusglobalisation started after world war-11. Inspite of thewar the US economics
were strong and intact, only the Europe and Far East were the ones who suffered



the most. However, they hopped back into business very soon and the business
was the major source of economic security for most of the citizens of these
countries. So these economics grew in strength and each devel oped competitive
advantage and threw themselves open to the world. When business expands
internally, they have to understand the many different ways, various countries
conduct business, i.e., differences in laws, local customs, tariffs and exchange
rates,etc.

Therole of the HR manager also changes with the effect of globalisationi.e. he/
she now needsto address not only the different type of people but also learn new
language, culture, and legal aspect and management skills. The competency levels
of the HR managers should go beyond the boundaries of the country and should
develop innovative methods of dealing with business and people. However, they
are bound to face some dilemmas, which they have to address depending upon
the situations that arise at the moment.

49 UNIT END QUESTIONS

1) What are the dilemmas faced by HR manager?

2) What istherole of manager in the changing environment?

3) What are the challenges that the HR manager faces due to globalisation?
4) What isthe future role of HR professional ?

5) What factors affect HRM in global market?
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