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INTRODUCTION TO HUMAN RESOURCE
MANAGEMENT AND ENVIRONMENT

OBJECTIVE OF THE UNIT

After the completion of the unit the student will be able to

1. Understand nature of Human Resource Management

2. Know the differences Between Personnel Management and
Human Resource Management

Understand Objectives of Human Resource Management
Know the Functions of Human Resource Management
Understand Importance of Human Resource Management
Understand Legacy of HRM

Highlight the future Challenges before the Managers
Understand New Role of Human Resource Management
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INTRODUCTION

Human Resource Management (HRM) is a relatively new
approach to managing people in any organisation. People are
considered the key resource in this approach. it is concerned with
the people dimension in management of an organisation. Since an
organisation is a body of people, their acquisition, development of
skills, motivation for higher levels of attainments, as well as
ensuring maintenance of their level of commitment are all
significant activities. These activities fall in the domain of HRM.

Human Resource Management is a process, which consists of
four main activities, namely, acquisition, development, motivation,
as well as maintenance of human resources.

Scott, Clothier and Spriegel have defined Human Resource
Management as that branch of management which is responsible
on a staff basis for concentrating on those aspects of operations
which are primarily concerned with the relationship of management
to employees and employees to employees and with the
development of the individual and the group.

Human Resource Management is responsible for maintaining
good human relations in the organisation. It is also concerned with
development of individuals and achieving integration of goals of the
organisation and those of the individuals.

Northcott considers human resource management as an
extension of general management, that of prompting and
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stimulating every employee to make his fullest contribution to the
purpose of a business. Human resource management is not
something that could be separated from the basic managerial
function. It is a major component of the broader managerial
function.

French Wendell, defines AHuman resour ce
recruitment, selection, development, utilisation, compensation and
motivation of human resources by the or ga

According to Edwin B. FIlippo, AHuman r
is the planning, organising, directing and controlling of the
procurement, development, resources to the end that individual and
soci et al objectives are accomplishedo. T
human resource (HR) management is that aspect of management,
which deals with the planning, organising, directing and controlling
the personnel functions of the enterprise.

NATURE OF HUMAN RESOURCE MANAGEMENT

The emergence of human resource management can be
attributed to the writings of the human relationists who attached
great significance to the human factor. Lawrence Appley remarked,
AManagement i &sd npenrissamrmaeli ono. This view
true as management is concerned with the efficient and effective
use of both human as well as non-human resources. Thus human
resource management is only a part of the management process.
At the same time, it must be recognised that human resource
management is inherent in the process of management. This
function is performed by all the managers. A manager to get the
best of his people, must undertake the basic responsibility of
selecting people who will work under him and to help develop,
motivate and guide them. However, he can take the help of the
specialised services of the personnel department in discharging this
responsibility.

The nature of the human resource management has been
highlighted in its following features :

1. Inherent Part of Management : Human resource
management is inherent in the process of management. This
function is performed by all the managers throughout the
organisation rather that by the personnel department only. If a
manager is to get the best of his people, he must undertake the
basic responsibility of selecting people who will work under him.

2. Pervasive Function : Human Resource Management is a
pervasive function of management. It is performed by all managers
at various levels in the organisation. It is not a responsibility that a
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manager can leave completely to someone else. However, he may
secure advice and help in managing people from experts who have
special competence in personnel management and industrial
relations.

3. Basic to all Functional Areas : Human Resource
Management permeates all the functional area of management
such as production management, financial management, and
marketing management. That is every manager from top to bottom,
working in any department has to perform the personnel functions.

4. People Centered : Human Resource Management is people
centered and is relevant in all types of organisations. It is
concerned with all categories of personnel from top to the bottom of
the organisation. The broad classification of personnel in an
industrial enterprise may be as follows : (i) Blue-collar workers (i.e.
those working on machines and engaged in loading, unloading etc.)
and white-collar workers (i.e. clerical employees), (i) Managerial
and non-managerial personnel, (iii) Professionals (such as
Chartered Accountant, Company Secretary, Lawyer, etc.) and non-
professional personnel.

5. Personnel Activities or Functions : Human Resource
Management involves several functions concerned with the
management of people at work. It includes manpower planning,
employment, placement, training, appraisal and compensation of
employees. For the performance of these activities efficiently, a
separate department known as Personnel Department is created in
most of the organisations.

6. Continuous Process : Human Resource Management is
not a O6one shotd function. |t
organisational objectives are to be achieved smoothly.

7. Based on Human Relations : Human Resource
Management is concerned with the motivation of human resources

i n the organisation. The human

physical factors of production. Every person has different needs,
perceptions and expectations. The managers should give due
attention to these factors. They require human relations skills to
deal with the people at work. Human relations skills are also
required in training performance appraisal, transfer and promotion
of subordinates.

Personnel Management VS Human Resource Management :

Contemporary Human Resource Management, as a part and
parcel of management function, underscores strategic approach to
management in areas of acquisition, motivation, and management
of people at work.
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Human Resource Management derives its origin from the
practices of the earlier personnel management, which assisted in
the management of people in an organisation setup. Human
Resource Management leverages setting up the systems and
procedures for ensuring efficiency, controlling and providing
equality of opportunities for all working for the organisation.

Human Resource Management (HRM) differs from Personnel
Management (PM) both in scope and orientation. HRM views
people as an important source or asset to be used for the benefit of
organisations, employees and society. It is emerging as a distinct
philosophy of management aiming at policies that promote
mutuality-mutual goals, mutual respect, mutual rewards and mutual
responsibilities. The belief is that policies of mutuality will elicit
commitment, which in turn, will yield both better economic
performance and greater Human Resource Development (HRD).
Though a distinct philosophy, HRM cannot be treated in isolation. It
IS being integrated into the overall strategic management of
businesses. Further, HRM represents the latest term in the
evolution of the subject.

There are several similarities between Human Resource
Management (HRM) and Personnel Management (PM) (a) Both
models emphasise the importance of integrating personnel/HRM
practices with organisational goals. (b) Both models vest
Personnel/HRM firmly in line management. (c) Human Resource
Management (HRM) and Personnel Management (PM) both
models emphasise the importance of individuals fully developing
their abilities for their own personal satisfaction to make their best
contribution to organisational success. (d) Both models identify
placing the right people into the right jobs as an important means of
integrating personnel/HRM practice with organisational goals.

OBJECTIVES OF HUMAN RESOURCE MANAGEMENT

According to Scott, Clothier and Spriegal, AThe
Human Resource Management, in an organisation, is to obtain
maximum individual development, desirable working relationships
between employers and employees and employees and
employees, and to affect the moulding of human resources as
contrasted with physical resourcesao.

The basic objective of human resource management is to
contribute to the realisation of the organisational goals. However,
the specific objectives of human resource management are as
follows :
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() To ensure effective utilisation of human resources, all other
organisational resources will be efficiently utilised by the
human resources.

(i) To establish and maintain an adequate organisational structure
of relationship among all the members of an organisation by
dividing of organisation tasks into functions, positions and jobs,
and by defining clearly the responsibility, accountability,
authority for each job and its relation with other jobs in the
organisation.

(ii) To generate maximum development of human resources within
the organisation by offering opportunities for advancement to
employees through training and education.

(iv) To ensure respect for human beings by providing various
services and welfare facilities to the personnel.

(v) To ensure reconciliation of individual/group goals with those of
the organisation in such a manner that the personnel feel a
sense of commitment and loyalty towards it.

(vi) To identify and satisfy the needs of individuals by offering
various monetary and non-monetary rewards.

In order to achieve the above objectives, human resource

management undertakes the following activities :

() Human Resource Planning, i.e., determining the number and
kinds of personnel required to fill various positions in the
organisation.

(i) Recruitment, selection and placement of personnel, i.e.,
employment function.

(i) Training and development of employees for their efficient
performance and growth.

(iv) Appraisal of performance of employees and taking corrective
steps such as transfer from one job to another.

(v) Motivation of workforce by providing financial incentives and
avenues of promotion.

(vi) Remuneration of employees. The employees must be given
sufficient wages and fringe benefits to achieve higher standard
of living and to motivate them to show higher productivity.

(vii) Social security and welfare of employees.

FUNCTIONS OF HUMAN RESOURCE MANAGEMENT.

The main functions of human resource management are classified
into two categories:
(a) Managerial Functions and (b) Operative Functions

(a) Managerial Functions
Following are the managerial functions of Human Resources
Management.
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1. Planning : The planning function of human resource
department pertains to the steps taken in determining in advance
personnel requirements, personnel programmes, policies etc. After
determining how many and what type of people are required, a
personnel manager has to devise ways and means to motivate
them.

2. Organisation : Under organisation, the human resource
manager has to organise the operative functions by designing
structure of relationship among jobs, personnel and physical factors
in such a way so as to have maximum contribution towards
organisational objectives. In this way a personnel manager
performs following functions :

(a) preparation of task force;

(b) allocation of work to individuals;

(c) integration of the efforts of the task force;

(d) coordination of work of individual with that of the department.

3. Directing : Directing is concerned with initiation of organised
action and stimulating the people to work. The personnel manager
directs the activities of people of the organisation to get its function
performed properly. A personnel manager guides and motivates the
staff of the organisation to follow the path laid down in advance.

4. Controlling : It provides basic data for establishing
standards, makes job analysis and performance appraisal, etc. All
these techniques assist in effective control of the qualities, time and
efforts of workers.

(b) Operative Functions : The following are the Operative
Functions of Human Resource Management

1. Procurement of Personnel : It is concerned with the
obtaining of the proper kind and number of personnel necessary to
accomplish organisation goals. It deals specifically with such
subjects as the determination of manpower requirements, their
recruitment, selecting, placement and orientation, etc.

2. Development of Personnel : Development has to do with
the increase through training, skill that is necessary for proper job
performance. In this process various techniques of training are
used to develop the employees. Framing a sound promotion policy,
determination of the basis of promotion and making performance
appraisal are the elements of personnel development function.

3. Compensation to Personnel : Compensation means
determination of adequate and equitable remuneration of personnel
for their contribution to organisation objectives. To determine the
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monetary compensation for various jobs is one of the most difficult
and important function of the personnel management. A number of
decisions are taken into the function, viz., job-evaluation,
remuneration, policy, inventive and premium plans, bonus policy
and co-partnership, etc. It also assists the organisation for adopting
the suitable wages and salaries, policy and payment of wages and
salaries in right time.

4. Maintaining Good Industrial Relation : Human Resource
Management covers a wide field. It is intended to reduce strifies,
promote industrial peace, provide fair deal to workers and establish
industrial democracy. It the personnel manager is unable to make
harmonious relations between management and labour industrial
unrest will take place and millions of man-days will be lost. If labour
management relations are not good the moral and physical
condition of the employee will suffer, and it will be a loss to an
organisation vis-a-visa nation. Hence, the personnel manager must
create harmonious relations with the help of sufficient
communication system and co-partnership.

5. Record Keeping : In record-keeping the personnel manager
collects and maintains information concerned with the staff of the
organisation. It is essential for every organisation because it assists
the management in decision making such as in promotions.

6. Personnel Planning and Evaluation : Under this system
different type of activities are evaluated such as evaluation of
performance, personnel policy of an organisation and its practices,
personnel audit, morale, survey and performance appraisal, etc.

IMPORTANCE OF
HUMAN RESOURCE MANAGEMENT

Human Resource Management has a place of great
importance. According to Peter F. Drucker, A The proper or
improper use of the different factors of production depend on the
wishes of the human resources. Hence, besides other resources
human resources need more development. Human resources can
increase cooperation but it needs proper and efficient management
to guide ito.

Importance of personnel management is in reality the
importance of labour functions of personnel department which are
indispensable to the management activity itself. Because of the
following reasons human resource management holds a place of
importance.

1. It helps management in the preparation adoption and
continuing evolution of personnel programmes and policies.
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It supplies skilled workers through scientific selection process.
It ensures maximum benefit out of the expenditure on training
and development and appreciates the human assets.

4. It prepares workers according to the changing needs of
industry and environment.

5. It motivates workers and upgrades them so as to enable them
to accomplish the organisation goals.

6. Through innovation and experimentation in the fields of
personnel, it helps in reducing casts and helps in increasing
productivity.

7. It contributes a lot in restoring the industrial harmony and
healthy employer-employee relations.

8. It establishes mechanism for the administration of personnel

services that are delegated to the personnel department.

w N

Thus, the role of human resource management is very
important in an organisation and it should not be undermined
especially in large scale enterprises. It is the key to the whole
organisation and related to all other activities of the management
i.e., marketing, production, finance etc.

Human Resource Management is concerned with the
managing people as an organizational resources rather than as
factors of production. It involves a system to be followed in
business firm to recruit, select, hire, train and develop human
assets. It is concerned with the people dimension of an
organization. The attainment of organizational objectives depends,
to a great extent, on the way in which people are recruited,
developed and utilized by the management. Therefore, proper co-
ordination of human efforts and effective utilisation of human and
others material resources is necessary.

Legacy of HRM :

The legacy of HRM needs to be analysed from two different
perspectives to get a better insight into its nature. These are (a) the
Western context (b) the Indian context.

(a) Western Context : The origin of HRM, as is known today,
date back to ancient times. One find a reference of HR policy as
early as 400 B.C., when the Chaldeans had a sound incentive
wage plan. All that has changed over the years is the status of the
employees, their roles and relationship-inter personal and inter-
group. The status of labour prior to industrial revolution was
extremely low and the relationships were characterised by slavery,
seldom and guild system. The slaves performed manual tasks to
agricultural, military and clerical responsibilities. The efficiency
levels were low due to over-dependence on negative incentives
and negligence of positive incentives.
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The slavery structure was replaced by seldom, were neither
slaves nor hired labourers. The structure was related to rural and
agrarian pursuits. Workers were offered positive incentives which
resulted in enhanced productivity and reduced need for
supervision. Seldom disappeared during Middle Ages with growth
in manufacturing and commercial enterprises. It was replaced by
the Guild System.

The guild system involved the owners, the journeyman and the
apprentice. It was here that real HRM started. One noticed, proper
selection procedures being adopted, workers being imparted
training and collective bargaining being adopted to settle issues
pertaining to wages and working conditions.

With the advent of Industrial Revolution, the guild system
disappeared. The doctrine of laisser-faire was advocated and the
cottage system got transformed to factory system leading to
enhanced specialisation. But this period was dominated by many
unhealthy practices like unhealthy work environment, long working
hours, increased fatigue rate, monotony, strains, likelihood of
accidents and poor work relationship. Progressive entrepreneurs
like Owen believed that healthy work environment could be
effectively used to improve productivity. But his opinion faced
severe opposition.

A major change was noticed in personnel practices after the
World War I. The modern HRM started in 1920. Groups were
formed to conduct research on personnel problems. A number of
studies were undertaken to analyse the fallacies in the personnel
field. For the first time, psychology was applied to management.
The Hawthorne studies advocated the need to improve industrial
relations for increasing production. The application of psychology
brought a dramatic change in the work relationship and productivity
started increasing. But this prosperity ended during the great
depression. Thereafter, organisations started offering fringe
benefits to workers to induce them to work. Findings of behavioural
science were used to enhance productivity.

Increasing number of organisations adopting manpower
planning, management development, techniques of personnel
management, etc. Personnel departments started stressing on
management-individual employee relationships. This was followed
by setting up of labours relations department to negotiate and
administer collective bargaining. Federal interest gave rise to
manpower management department. The members of these
departments were technically competent in testing, interviewing,
recruiting, counselling, job evaluation negotiation and collective
bargaining. They also acquired expertise in wage and salary
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administration, employee benefit schemes and services, training
and development and other allied services. The top management
started encouraging line managers in middle management to
consult personnel departments in these respects. This department,
later on acquired recognition as staff to the working-line. This led to
multiplicity of personnel jobs instead of a single, stereotyped task.
The personnel or human resource manager became a part of top
management.

In todays world, stress is on scientific selection, training and
development. There is an increasing emphasis on interrelationship
between the leader, follower and the environment. Attempts are
also on to provide scope to an individuals personal dignity, status
and sense of achievement. The concern is increasing profits
through people.

HRM in India is centuries old. The first reference of HRM was
provided by Kautilya as early as 4th century B.C. in his book
OArthashastrabd. The work environment had
principles in respect of labour or gani sati on such as O0Shr e
were paid in terms of quantity and quality of work. Workers were
punished for unnecessary delay or spoiling of work. Kautilyas
contribution wa s based on 6Shamrastra
description, qualifications for jobs, selection procedures, executive
development, incentive system and performance appraisal were
very effectively analysed and explained.

The guild system prevailed in the Indian economy too. It was
based on O6Varnashramdéd or cassoh& system an
labour accordingly. In the course of time, professions became
hereditary. From 14th century B.C. to the latter half of 10th century
B.C., the relationship of employer-employee was marked with
justice and equity.

The HRM experienced full in mediaeval India due to foreign
aggressions over the next 700 years. During the Mughal rule,
Karkhanasd® were established, but the art
poor and lived on starvation level and the productivity was low.

During the British rule, the work environment was appalling and
full of inhuman cruelties. This continued till 1881 when the Factory
Act was enacted. This Act provided for (i) weekly holidays (ii)
fixation of working hours (iii) fixation of minimum age for children at
7 years subject to a maximum working period of 7 hours a day.

In 1890, the first labour organisation was formed and was
known as Bombay Mill Hands Association. This association started
working for improving the work environment and for getting the
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workers their rightful dues. The success of this association Few
amongst these were Printers Union Calcutta (1905), Postal Union,
Bombay (1907) and Madras Labour Union (1918).

The union movement was very weak till the early thirties. But
the situation showed marked improvement 5 years before and after
the Second World War. After independence, the activities of the
personnel department have multiplied.

Human resource department is expected to take care of
welfare activities, employment, safety, training, wage and salary
administration, promotions, transfers, lay-off, improvement in living
and working conditions, health services, safety measurers,
prevention and settlement of disputes, etc.

FUTURE CHALLENGES BEFORE THE MANAGERS

Because of continuous changing socio-economic, technological
and political conditions, the human resource managers of the future
shall have to face more problems in the management of labour.
The human resource managers of today may find themselves
obsolete in the future due to changes in environment if they do not
update themselves some of the important challenges which might
be faced by the managers in the management of people in
business and industry are discussed below :

1. Increasing Size of Workforce : The size of organisations is
increasing. A large number of multinational organisations have
grown over the years. The number of people working in the
organisation has also increased. The management of increased
workforce might create new problems and challenges as the
workers are becoming more conscious of their rights.

2. Increase in Education Level : The governments of various
countries are taking steps to eradicate illiteracy and increase the
education level of their citizens. Educated consumers and workers
will create very tough task for the future managers.

3. Technological Advances : With the changes coming in the
wake of advanced technology, new jobs are created and many old
jobs become redundant. There is a general apprehension of
immediate unemployment. In the competitive world of today,
industry cannot hope to survive for long with old technology. The
problem, of unemployment resulting from modernisation will be
solved by properly assessing manpower needs and training of
redundant employees in alternate skills.
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4. Changes in Political Environment : There may be greater
Government s interference in business to
wor ker s, consumer s and t he publ i c at
participation in trade, commerce and industry will also pose many
challenges before management. The Government may restrict the
scope of private sector in certain areas in public interest. It does not
mean chances of co-operation between the Government and
private sector are ruled out. In fact, there will be more and more
joint sector enterprises.

5. Increasing Aspirations of Employees : Considerable
changes have been noted in the worker of today in comparison to
his counterpart of 1950s. The workers are becoming more aware of
their higher level needs and this awareness would intensify further
in the future workers.

6. Changing Psychosocial System : In future, organisations
will be required to make use of advanced technology in
accomplishing their goals while satisfying human needs. In the
traditional bureaucratic model, the organisations were designed to
achieve technical functions with a little consideration given to the
psychosocial system. But future management would be required to
ensure effective participation of lower levels in the management of
the organisation system.

7. Computerised Information System : In the past, the
automation of manufacturing processes had a major effect upon the
systems of production, storage, handling and packaging, etc. More
recently, there has been and in the future there will be the impact of
revolutionary computerised information system on management.
This revolutionary development would cover two primary areas of
personnel management which are as follows :

(@ The use of electronic computers for the collection and
processing of data, and

(b) The direct application of computers in the managerial decision
making process.

8. Mobility of Professional Personnel : Organisations will
expand the use of Aboundary agentso whose
achieving coordination with the environment. One interesting fact
will be an increase in the mobility of various managerial and
professional personnel between organisations. As individuals
develop greater technical and professional expertise, their services
will be in greater demand by other organisations in the
environment.

9. Changes in Legal Environment : Many changes are taking
place in the legal framework within which the industrial relations
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systems in the country are now functioning. It is the duty of the
human resource or personnel executive to be aware of these
changes and to bring about necessary adjustments within the
organisations so that greater utilisation of human resources can be
achieved. This, indeed, is and would remain a major challenge for
the personnel executive.

10. Management of Human Relations : On t he oO0i ndustri al
rel ationso front, things are not showing
after so many efforts by the government in this direction. Though a
large number of factors are responsible for industrial unrest but a
very significant cause is the growth of multiunions in industrial
complexes having different political affiliations. Under the present
conditions, it appears that inter-union rivalries would grow more in
the coming years and might create more problems in the industry.

Management of human relations in the future will be more
complicated than it is today. Many of the new generation of
employees will be more difficult to motivate than their
predecessors. This will be in part the result of a change in value
systems coupled with rising educational levels. Greater skepticism
concerning large organisations and less reverence for authority
figures will be more common. Unquestioning acceptance of rules
and regulations will be less likely.

New Role of Human Resource Management
Hu man Resource Managemenimmo6éi mads he ONew
undergone a great revolution by questioning the accepted practices
and re-inventing the organisations as well as structures. Many
traditional practices have been thrown out. As an example, it can
be seen that hierarchies are vanishing and there is greater
emphasis on flat organisations. It means a great deal of
specialisation and skills. It also means upgrading the norms and
standards of work as well as performance.

The new role of human resource management is much more
strategic than before. Some of the new directions of the role of
HRM can be summed up as follows :

1. A Facilitator of Change : To carry people through upheaval
requires the true management of human resources.

2. An Integrated Approach to Management : Rather than
being an isolated function, human resource is regarded as a core
activity, one which shapes a companyo6s v
can have an impact on customer service.
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3. A Mediator : Establishing and balancing the new and
emerging aspirations and requirements of the company and the
individual.

These changes, which are taking place, involve more
commitment of the organisation to the development of people by
improving performance and cutting costs. As a result of this, the
duration of tenure, which was traditionally long standing, is now
limited, future is becoming less certain, management opportunities
are self-determined and motivational factors are more concerned
with enhancing future employability rather than loyalty to the
company and, at the same time, the rewards are going up in terms
of higher salaries. The future creative careers, will require more
involved approach to career development, which will include :

() Share employees with strategic partner organisations
(customers of suppliers) in lieu of internal moves.

(i) Encourage independence : Employees may go elsewhere for
career development, possibly to return in a few years.

(ii) Fund-groups of employees to set-up as suppliers outside the
organisation.

(iv) Encourage employees to think of themselves as a business
and of the organisationds var

(v) Encourage employees to develop customers outside the
organisation.

(vi) Help employees develop self-marketing, networking and
consultancy skills to enable them to search out, recognise or
create new opportunities for both themselves and the
organisation.

(vii) Identify skilled individuals in other organisations who can
contribute on a temporary project basis or part-time.

(vii) Regularly expose employees to new people and ideas to
stimulate innovation.

(ix) Balance external recruitment at all levels against internal
promoti on to encour age open

someonebo®

(x) Forster more cross-functional teamwork for self-development.
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(xi) Eliminate the culture of valuing positions as career goals in
favour of portraying a career as a succession of bigger
projects, achievements and new skills learned. The concept of
Apositiono i s part of t he
organisation. Positions are out. Processes and projects are in.

(xii) Abandon top-down performance appraisal in favour of self-
appraisal based on internal customer satisfaction surveys and
assessing people as you would suppliers.

(xiii) Replace top-down assessment processes with self-
assessment techniques and measure performance in term of
results.

Functions of a Human Resource Manager

A human resource manager, charged with fulfilling the
objectives of an organisation, should be a leader with high
intellectual powers, a visionary and a philosopher who provides the
initiative to shape the future in terms of leading the human beings in
an organisation towards more prosperous and progressive policies.

1. Human Resource Man as an Intellectual : The basic skill
in the human resource field as compared to technologists or
financial experts is the skill to communicate, articulate, understand
and above all, to be an expert when it comes to putting policies and
agreements in black and white.
command over the language. A personnel man has to deal with
employees and he must possess the skills of conducting fruitful and
systematic discussions and of communicating effectively. He
should also be in a position to formulate principles and foresee the
problems of the organisation. This means that he would require the
mental ability to deal with his people in an intelligent manner as well
as to understand what they are trying to say..

2. Human Resource Man as an Educator : It is not enough
that a human resource man has command-over the language,
which, however, remains his primary tool. He should be deeply
interested in learning and also in achieving growth. Basically,
human beings like to grow and realise their full potential. In order to
harmonise the growth of individuals with that of the organisation, a
personnel administrator must not only provide opportunities for his
employees to learn, get the required training and assimilate new
ideas but also he himself should be a teacher. A personnel man
who simply pushes files and attends labour courts for conciliation
purposes and other rituals of legal procedure for the settlement of
industrial disputes is not a personnel administrator of the future.

3. Human Resource Man as a Discriminator : A human
resource administrator must have the capacity to discriminate

out si de S
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between right and wrong, between that which is just and unjust and
merit and non-merit. In other words, he should be a good judge
when he sits on a selection board, a fair person when he advises
on disciplinary matters and a good observer of right conduct in an
organisation.

4. Human Resource Man as an Executive : The human
resource man must execute the decisions of the management and
its policies with speed, accuracy and objectivity. He has to
streamline the office, tone up the administration and set standards
of performance. He has to coordinate the control functions in
relation to the various other divisions and, in doing so he should be
in a position to bring unity of purpose and direction in the activities
of the personnel department. He must ask relevant questions and
not be merely involved in the office routine whereby the status quo
is maintained. He should have the inquisitiveness to find out causes
of delay, tardy work and wasteful practices, and should be keen to
eliminate those activities from the personnel functions which have
either outlived their utility or are not consistent with the objectives
and purposes of the organisation.

5. Human Resource Man as a Leader : Being basically
concerned with people or groups of people, and being placed in the
group dynamics of various political and social functions of an
organisation, a Human resource man must not shirk the role of
leadership in an organisation. He, by setting his own example and
by working towards the objectives of sound personnel management
practices, must inspire his people and motivate them towards better
performance. He should resolve the conflicts of different groups
and build up teamwork in the organisation.

6. Human Resource Man as a Humanist : Deep faith in
human values and empathy with human problems, especially in
less developed countries, are the sine qua non for a Human
resource man. He has to deal with people who toil at various levels
and partake of their joys and sorrows. He must perform his
functions with sensitivity and feeling.

7. Human Resource Man as a Visionary : While every
leading function of an organisation must evolve its vision of the
future, the primary responsibility for developing the social
organisation towards purposive and progressive action fall on the
personnel man. He should be a thinker who sets the pace for
policy-making in an organisation in the area of human relations and
should gradually work out new patterns of human relations
management consistent with the needs of the organisation and the
society. He must ponder on the social obligations of the enterprise,
especially if it is in the public sector, where one has to work within
the framework of social accountability. He should be in close touch
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with socio-economic changes in the country. He should be able to
reasonably forecast future events and should constantly strive to
meet the coming challenges.

Role and Challenges of Human Resource Manager

Human Resource (HR) Department is established in every
organisation under the charge of an executive known as Human
Resource Manager. This department plays an important role in the
efficient management of human resources. The human resource
department gives assistance and provides service to all other
departments on personnel matters. Though personnel or human
resource manager is a staff officer in relation to other departments
of the enterprise, he has a line authority to get orders executed
within his department. The human resource manager performs
managerial functions like planning, organising, directing and
controlling to manage his department. He has also to perform
certain operative functions like recruitment, selection, training,
placement, etc., which the other line managers may entrust to him.
He is basically a manager whatever may be the nature of his
operative functions. The status of Human Resource Manager in an
organisation depends upon the type of organisation structure.

Role of Human Resource Manager in an Organisation

In most of the big enterprises, human resource department is
set up under the leadership of personnel manager who has
specialised knowledge and skills. The human resource manager
performs managerial as well as operative functions. Since he is a
manager, he performs the basic functions of management like
planning, organising, directing and controlling to manage his
department. He has also to perform certain operative functions of
recruitment, selection, training, placement, etc., which the problems
to management, the human resource managers attach highest
priority to the settlement of industrial disputes than anything else.

The role of human resource management in industry is
underlined by the complex and dynamic nature of environment
under which the modern large-scale industries function. The impact
of technology on organisation
unions, and the growing consciousness of industrial employees
about their rights and privileges, have made the role of personnel
management increasingly more important in  industrial
undertakings. The task has also been facilitated by the greater
recognition of the value of human resources in industry and
application of human resource development (HRD) techniques by
the enlightened managers in modern organisations.

structur e,
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Questions :

1. Examine the concept of Human Resource Management. Also

discuss its Nature (Features).

Compare and Contrast between Personnel Management and

Human Resource Management.

Discuss the Objectives of Human Resource Management.

What are the Functions of Human Resource Management?

Explain the legacy of Human Resource Management.

Discuss the Issues Facing Human Resource Management in

the changing Business Environment.

7. Discuss some of the Emerging Issues in HRM. Also explain the
New Role and Directions in HRM.

8. Elaborate some of the main challenges which might be faced
by the Managers in future in the management of people in
Business and Industry.

9. What is the importance of Human Resource Management?

10. Examine the Functions and Role of Human Resource Manager
in Industrial Organisations.
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HUMAN RESOURCE PLANNING

OBJECTIVE OF THE UNIT

After the completion of the unit the student will be able to

1. Understand need and importance of Human Resource
Planning

Know the objectives of HR Planning

Explain the steps in Human Resource Planning

Explain the various types of Human Resource Planning
Understand Corporate Planning and the Human Resource
Planning Process

Explain Human Resource Information System

7. Understand current interest in HR Planning

ok wbd
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INTRODUCTION

Human Resource Planning is concerned with the planning the
future manpower requirements is the organisation. HR manager
ensures that the company has the right type of people in the right
number at the right time and place, who are trained and motivated
to do the right kind of work at the right time. Obviously, human
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resource planning primarily makes appropriate projections for future
manpower needs of the organisation envisages plan for developing
the manpower to suit the changing needs of the organisation from
time to time, and foresees how to monitor and evaluate the future
performance. It also includes the replacement plans and
managerial succession plans.

Human Resource planning is the process by which a
management determines how an organisation should move from its
current manpower position to its desired manpower position.
Through planning a management strives to have the right number
and the right kinds of people at the right places, at the right time, to
do things which result in both the organisation and the individual
receiving the maximum long-range benefit.

Definitions of Human Resource Planning :

1. Coleman h a s defined Hu man Resour ce

process of determining manpower requirements and the means for
meeting those requirements in order to carry out the integrated plan
of the organisation.

2. According to Wikstrom, Human Resource Planning consists
of a series of activities, viz.,

(a) Forecasting future manpower requirements, either in terms
of mathematical projections of trends in the economic environment
and developments in industry, or in terms of judgemental estimates
based upon the specific future plans of a company;

(b) Making an inventory of present manpower resources and
assessing the extent to which these resources are employed
optimally;

(c) Anticipating manpower problems by projecting present
resources into the future and comparing them with the forecast of
requirements to determine their adequacy, both quantitatively and
qualitatively; and

(d) Planning the necessary programmes of requirements,
selection, training, development, utilisation, transfer, promotion,
motivation and compensation to ensure that future manpower
requirements are properly met.

Coleman h a s defined Hu man Resource

process of determining manpower requirements and the means for
meeting those requirements in order to carry out the integrated plan
of the organisation.
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Human resource planning is a double-edged weapon. If used
properly, it leads to the maximum utilisation of human resources,
reduces excessive labour turnover and high absenteeism; improves
productivity and aids in achieving the objectives of an organisation.
Faultily used, it leads to disruption in the flow of work, lower
production, less job satisfaction, high cost of production and
constant headaches for the management personnel. Therefore, for
the success of an enterprise, human resource planning is a very
important function, which can be neglected only at its own peril.

NEED AND IMPORTANCE OF HUMAN RESOURCE
PLANNING

Human Resource planning is the process by which a
management determines how an organisation should move from its
current manpower position to its desired manpower position.
Through planning a management strives to have the right number
and the right kinds of people at the right places, at the right time, to
do things which result in both the organisation and the individual
receiving the maximum long-range benefit.

Human resource planning is a double-edged weapon. If used
properly, it leads to the maximum utilisation of human resources,
reduces excessive labour turnover and high absenteeism; improves
productivity and aids in achieving the objectives of an organisation.
Faultily used, it leads to disruption in the flow of work, lower
production, less job satisfaction, high cost of production and
constant headaches for the management personnel. Therefore, for
the success of an enterprise, human resource planning is a very
important function, which can be neglected only at its own peril.

Coleman has defined Human Resourc e Pl anning

process of determining manpower requirements and the means for
meeting those requirements in order to carry out the integrated plan
of the organisation.

Objectives of HR Planning

The major objectives of Human Resource Planning in an
organisation are to :
(i) ensure optimum use of human resources currently employed;
(i) avoid balances in the distribution and allocation of human

resources;

(iii) assess or forecast future

overall objectives;

(iv) provide control measure to ensure availability of necessary
resources when required;

(v) control the cost aspect of human resources;

(vi) formulate transfer and promotion policies.
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STEPS IN HUMAN RESOURCE PLANNING

Human resource planning refers to a process by which
companies ensure that they have the right number and kinds of
people at the right place, at the right time; capable of performing
different jobs efficiently. Planning the use of human resources is an
important function in every organisation. A rational estimate to
various categories of personnel in the organisation is an important
aspect of human resource planning. HRP involves the following
steps:

1. Analysis of Organisational Plans and Objectives
Human resource planning is a part of overall plan of organisation.
Plans concerning technology, production, marketing, finance,
expansion and diversification give an idea about the volume of
future work activity. Each plan can further be analysed into sub-
plans and detailed programmes. It is also necessary to decide the
time horizon for which human resource plans are to be prepared.
The future organisation structure and job design should be made
clear and changes in the organisation structure should be
examined so as to anticipate its manpower requirements.

2. Forecasting Demand for Human Resources : Human
resource planning starts with the estimation of the number and type
of personnel required at different levels and in different
departments. The main steps involved in HRP process are (a) to
determine and to identify present and prospective needs of human
resource, (b) to discover and recruit the required number of
persons. (c) to select the right number and type from the available
people. (d) to hire and place in the positions for which they are
qualified, (e) to provide information to the selected people about the
nature of work assigned to them, (f) to Promote or to transfer as per
the needs and the performance of employees, (g) to denote if the
employees are disinterested or their performance is not upto the
mark, (h) to terminate if they are not needed or their performance is
below standard and shows no hopes of improvement. It is the most
crucial and critical area of HRD. These HRD manager must pay
attention to place right man to the right job through recruitment
selection Training and Placement of employees. This calls for the
adoption of a systematic procedure to complete recruitment and
selection.

3. Forecasting Supply of Human Resources : One of the
important areas of human resources planning is to deal with
allocation of persons to different departments depending upon the
work-load and requirements of the departments. While allocating
manpower to different departments, care has to be taken to
consider appointments based on promotions and transfers.
Allocation of human resource should be so planned that available
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manpower is put to full use to ensure smooth functioning of all
departments.

4. Estimating Manpower Gaps : Net human resource
requirements or manpower gaps can be identified by comparing
demand and supply forecasts. Such comparison will reveal either
deficit or surplus of human resources in future. Deficits suggest the
number of persons to be recruited from outside whereas surplus
implies redundant to be redeployed or terminated. Similarly, gaps
may occur in terms of knowledge, skills and aptitudes. Employees
deficient in qualifications can be trained whereas employees with
higher skills may be given more enriched jobs.

5. Matching Demand and Supply : It is one of the objectives
of human resource planning to assess the demand for and supply
of human resources and match both to know shortages and
surpluses on both the side in kind and in number. This will enable
the human resource department to know overstaffing or
understaffing. Once the manpower gaps are identified, plans are
prepared to bridge these gaps. Plans to meet the surplus
manpower may be redeployment in other departments and
retrenchment in consultation, with the trade unions. People may be
persuaded to quit through voluntarily retirement. Deficit can be met
through recruitment, selection, transfer, promotion, and training
plans. Realistic plans for the procurement and development of
manpower should be made after considering the macro and micro
environment which affect the manpower objectives of the
organisation.

TYPES OF HUMAN RESOURCE PLANNING

In most developing countries the development of human
resources has been regarded as one amongst many objectives of
long-term economic growth. As a result even the objectives of
economic planning and the priorities thereof began to be shifted
away from purely growth-oriented development strategies to those
that recognise and partly remedy the past neglect of such social
sectors like population planning, health, education, housing, social
security and other social services. The following have been the
prime concerns of governments in developing countries.

(i) How to cope with the phenomenal explosion in population ?

(i) How to provide productive employment to the already
unemployed and to those who are entering the labour market ?

(i) What supplementary programmes to initiate for specific target
groups (rural/urban poor, socially disadvantaged groups like
the scheduled castes/tribes, backward classes, minorities,
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women, children, physically handicapped, etc.) for employment
creation, income generation and poverty alleviation ?

(iv) What pro-active measures to take up to meet the skill
shortages so that there is no problem in realising plan targets
due to shortage in critical skills at various levels and in various
trades/disciplines ?

(v) How to upgrade technical, administrative and managerial skills
in different sectors of the economy to sustain and improve
productivity and further the pace of economic development ?

(vi) How to cope with the growing imbalances in the supply and
demand side of human resources in an uncertain and turbulent
environment within and outside the country in an increasingly
interdependent world ?

The broad framework for Human Resource Planning at
macrolevel would encompass all these and other concerns, dealing
with both the supply and the demand side of the problems. It should
cover not only quantitative aspects, but also qualitative factors. The
objectives of Human Resource Planning in India, as in most other
developing countries at the macrolevel, should thus encompass all
aspects of human resource development, from population planning
on the one hand to investments in health, education, housing and
other social welfare services on the other.

The major components of human resource planning based on
environmental analysis and adjustment are :

(a) Population Planning Employment Planning
(b) Educational Planning
(c) Other aspects of Social and Human Development

The Government of India has spelt out the human
resources/manpower planning objectives at the macro level in
successive five-year economic plans. The prime concern,
throughout, has been to find a solution to the problem of
unemployment and the poverty that goes with it. The key issues
involved relate to questions on the rate and pattern of growth. A
data base is created to facilitate the formulation of sound policies
and programmes. The decennial census conducted by the office of
Registrar General constitutes the most comprehensive source of
population statistics while the quinquennial labour force survey
conducted by the National Sample Survey Organisation (NSSO)
serves as the most important source of labour force statistics. The
Annual Survey of Industries (ASI) also furnishes vital data on
employment trends in industry. The gravity of the unemployment
situation led the government to initiate, form time to time a variety
of special employment schemes such as the National Rural
Employment Programme (NREP), Minimum Needs Programme,
National Scheme of Training Rural Youth for Self-Employment
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(TRYSEM), Integrated Rural Development Programme (IRDP) and
the Self-Employment Scheme for Education Unemployed Youth
(SEEUY).

As part of the decentralised strategy for human resources
planning and employment generation, state planning boards and
district-level manpower planning generation councils have been set
up. These councils are assisted by the District Employment
Exchange, District Industries Centre, District Agriculture Office,
Lead Bank, University Employment and Guidance Bureau, Special
Employment Exchanges for major public sector projects as also
those for handicapped, professionals, etc. in preparing a portfolio of
opportunities for salaried, self and wage employment. The
employment exchanges have three broad functions (i) registration
and placement of job seekers; (ii) rendering vocational training and
career advice services; and (iii) collection and dissemination of
manpower data.

Along with measures for generating employment in the
successive plans, attention was paid to provide a substantial
infrastructure for education and technical training. Skill formation
has also been provided for in various beneficiary-oriented
programmes. Apprenticeship Act was enacted to induce the
corporate sector to take part in the process of skill formation. The
major concerns are still on how to substantially bring about
improvements in education, training, values, knowledge, skills and
attitudes relevant to the needs of the society and its development
tasks. Special measures are also required to deal with the paradox
of unemployment and skill shortages in certain disciplines/sectors,
persistent problem of migration and the regulation of overseas
employment to minimise their exploitation and also to deal with the
negative effects of possible brain drain. A variety of legislative and
administrative measures have taken place at national, state and
district levels.

Thus it is seen that the broad framework, contents and
processes involved in Human Resource Planning at macrolevel are
indeed complex. The complexity is further compounded by the
rapid changes in environment in the many senses of the term. The
approach to Human Resource Planning at macrolevel has therefore
to be a dynamic process. It is indeed difficult to make any objective
evaluation of the success of efforts in this context. While India can
boast of having the third largest pool of scientific and technical
personnel, the technological lag in its economy is striking. The
country still has critical shortages in certain skills even as a large
number of those trained/educated in even related disciplines
remain unemployed. There is the irony of doctors without patients
and patients without doctors ! These are some of the issues that
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become critical in matching the supply and demand of human
resources.

The objectives of Human Resource Planning at the microlevel
are to ensure that the organisation :

(i) obtains and retains the quantity and quality of human resources
it needs at the right time and place; and
(i) makes optimum utilisation of these resources.

Corporate Planning and Human Resource Planning
Process

Human Resource Planning constitutes an integral part of
corporate plan and serves the organisational purposes in more
ways than one. For example, it helps organisations to (i) capitalise
on the strengths of their manpower; (ii) determine recruitment
levels; (iii) anticipate redundancies; (iv) determine optimum training
levels; (v) serve as a basis for management development
programmes; (vi) cost manpower for new projects; (vii) assist
productivity bargaining; (viii) assess future requirements; (ix) study
the cost of overheads and value of service functions; and (x) decide
whether certain activities need to be subcontracted.

The Human Resource plan is a part of the corporate plan.
Without it there can be no Human Resource Plan for human
resources. If there are several imponderables and unpredictables in
the corporate plan, there will be difficulties in Human Resource
Planning. Whether or not the Human Resource Planning meets the
requirements and is in tune with reality depends on clarity of goals
and the validity of the stated assumptions. The other important
point is the time frame in defining the future. In Human Resource
Planning the future can be classified into three periods :

(i) the short-range or immediate future;

(i) the mid-range; and

(i) the long-range future, none of which can be spelt out in
terms of a set number of days, months or years. The immediate
future may refer to current situation and experiences and may even
concern issues such as overtime and replacements. If there has
been previous planning for human resource such plans can serve
as a guide in the immediate future. If not, a beginning should be
made at once.

The mid-range future has a different time span in various
companies. It can be as short as a few months or as long as

several years. Most would agree upon2-3 year sé pe+iod

range.
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The long-range plan could be five years, while 10 to 15 years
span could be used for a perspective plan. Long-range plans must
be made on the basis of various trends in the economy and in the
labour market, and on long-term trends of production in the
company. Long-range plans are general rather thana specific,
flexible rather than rigid.

Nevertheless, a plan can be extremely useful in identifying
factors and trends that need to be reckoned with for early warning
on possible problems. The long lead time provides the opportunity
and resilience to meet exigencies and make necessary
adjustments. More complete plans can be had as time slowly brings
the long-range into short-range.

The first step in the Human Resource Planning process is the
establishment of a planning horizon. One should know the period
for which the plan will apply. Then, the specific corporate objectives
and strategies should be clear. Based on these, estimates or
projections for demand and supply of human resources can be
made. The difference between the estimates of demand for and
supply of Human Resource is often referred to as the Human
Resource gap, and one of the main components of the Human
Resource strategy is to formulate plans for closing such gaps-
perhaps by recruitment and training (if the demand is positive, i.e.
demand exceeds supply) or by planned redundancy (if the gap is
negative).

HUMAN RESOURCE INFORMATION SYSTEM

HRIS is an important element in human resource development.
It is a system of maintain, collect, and analyse data relating to
human resources of the organisation. It helps managers in
decision-making in respect of promotion, wage fixing, recruitment,
training and development. In this way HRIS acts as a decision
support system. The inputs of HRIS include the information relating
to employees, their abilities, qualifications, potentialities, creative
instincts, age, pay scales, various jobs in the organisation, their
required skills and qualifications to do them, the number of
employees and executives manning various positions,
organisational objectives, policies and procedures etc.

Current Interest in HR Planning
Major reasons for the present emphasis on manpower planning
include the following :

1. Employment-Unemployment Situation : Though in
general the number of educated unemployed is on the rise, there is
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an acute shortage of a variety of skills. This emphasises the need
for more effective recruitment and retaining people.

2. Technological Change : The changes in production
technologies, marketing methods and management techniques
have been extensive and rapid. Their effect has been profound on
job contents and contexts. These changes can cause problems
relating to redundancies, retraining and redeployment. All these
contribute to the need to plan human resource needs intensively
and systematically.

3. Organisational Change : In a turbulent environment
marked by cyclical fluctuations and discontinuities, the nature and
pace of changes in organisational environment, activities and
structures affect human resource requirements and require
strategic consideration.

4. Demographic Changes : The changing profile of the work
force in terms of age, sex, literacy, technical inputs and social
background have implications for human resource planning.

5. Skill Shortages : Government control and changes in
legislation with regard to affirmative action for the disadvantaged
groups, working conditions and hours of work, restrictions on
women and child employment, casual and contract labour, etc.
have stimulated the organisations to become involved in systematic
human resource planning.

6. Legislative Controls : The days of executive fiat and hire
and fire policies have passed. Now legislation makes it difficult to
reduce the size of an organisation quickly and cheaply. It is easy to
increase but difficult to reduce the numbers employed because of
recent changes in labour law relating to lay-offs and closures.
Those responsible for managing human resources must look far
ahead and attempt to foresee human resource position.

7. Impact of Pressure Groups : Pressure groups such as
unions, politicians and persons displaced from land by location of
giant enterprises have been raising contradictory pressures on
enterprise management in areas such as internal recruitment and
promotions, preference to empl
sons of soill, etc.

8. Systems Concept : The spread of systems thinking and the
advent of microcomputer as part of the on-going revolution in
information technology emphasises planning and adopting newer
ways of handling voluminous personnel records.
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9. Lead Time : A longer lead time is necessary for the

selection process and for training and development of the
employees, to handle new knowledge and skills successfully.
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Questions :

Explain in detail the concept of Human Resource Planning.
Discuss the need and importance of Human Resource
Planning.

Examine the Objectives of HR Planning.

What are the main type
Range Human Resource P
Do you agree with this statement ? Explain.
Examine the reasons for the Current Interest in HR Planning.
What is Human Resource Planning? Explain the steps in
human resource planning.
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JOB ANALYSIS

OBJECTIVE OF THE UNIT

After the completion of the unit the student will be able to

NookwbhE

Understand the concept of Job Analysis

Know the process of Job Analysis

Understand purposes and Uses of Job Analysis
Know the sources of Information for Job Analysis
Understand the concept of Job Description
Understand the Concept of Job Specification
Know the concept of Job Design

INTRODUCTION

Job Analysis is a procedure by which pertinent information is

obtained about a job, i.e., it is a detailed and systematic study of
information relating to the operation and responsibilities of a
specific job. An authority has defined |
of determining, by observation and study, and reporting pertinent
information relat i ng to the natur e of a
determination of the tasks which comprise the job and of the skills,
knowledge, abilities and responsibilities required of the worker for a
successful performance and which differentiate one job from all

ot her so.
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Information provided by Job Analysis
Job analysis provides the following information :

1. Job Identification : Its title, including its code number;

2. Significant Characteristics of a Job : It location, physical
setting, supervision, union jurisdiction, hazards and discomforts;

3. What the Typical Worker Does : Specific operation and
tasks that make up an assignment, their relative timing and
importance, their simplicity, routine or complexity, the responsibility
or safety of others for property, funds, confidence and trust;

4. Which Materials and Equipment a Worker Uses : Metals,
plastics, grains, yarns, milling machines, punch presses and
micrometers;

5. How a Job is Performed : Nature of operation - lifting,
handling, cleaning, washing, feeding, removing, drilling, driving,
setting-up and many others;

6. Required Personal Attributes : Experience, training,
apprenticeship, physical strength, co-ordination or dexterity,
physical demands, mental capabilities, aptitudes, social skills;

7. Job Relationship : Experience required, opportunities for
advancement, patterns of promotions, essential co-operation,
direction, or leadership from and for a job.

SOURCES OF INFORMATION FOR JOB ANALYSIS

According to George -up.of aTjayritsy , At he ma
relation to other jobs, and its requirements for competent
performance are essenti al i nformation ne

Information on a job may be obtained from three principal sources :
(a) From the employees who actually perform a job;

(b) From other employees such as supervisors and foremen
who watch the workers doing a job and thereby acquire knowledge
about it; and

(c) From outside observers specially appointed to watch
employees performing a job. Such outside persons are called the
trade job analysts. Sometimes, special job reviewing committees
are also established.

Methods of Job Analysis
Four methods or approaches are utilised in analysing jobs.
These are :
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1. Personal Observation : The materials and equipment used,
the working conditions and probable hazards, and an
understanding of what the work involves are the facts which should
be known by an analyst.

2. Sending out of Questionnaires : This method is usually
employed by engineering consultants. Properly drafted
guestionnaires are sent out to job-holders for completion and are
returned to supervisors. However, the information received is often
unorganised and incoherent. The idea in issuing questionnaire is to
elicit the necessary information from job-holders so that any error
may first be discussed with the employee and, after due
corrections, may be submitted to the job analyst.

3. Maintenance of Long Records : The employee maintains a
daily record of duties he performs, marking the time at which each
task is started and finished. But this system is incomplete, for it
does not give us any desirable data on supervisor relationship, the
equipment used, and working conditions. Moreover, it is time-
consuming.

4. Personal Interviews may be held by the analyst with the
employees, and answers to relevant questions may be recorded.
But the method is time-consuming and costly.

Purposes and Uses of Job Analysis

A comprehensive job analysis programme is an essential
ingredient of sound personnel management. It is fundamental to
manpower management programmes because the results of job
analysis are widely used throughout the programmes. The
information provided by job analysis is useful, if not essential, in
almost every phase of employee relations.

1. Organisation and Manpower Planning : It is helpful in
organisational planning for it defines labour needs in concrete
terms and coordinates the activities of the work force, and clearly
divides duties and responsibilities.

2. Recruitment and Selection : By indicating the specific
requirements of each job (i.e., the skills and knowledge), it provides
a realistic basis for hiring, training, placement, transfer and
promotion of personnel.

3. Wage and Salary Administration : By indicating the
gualifications required for doing specified jobs and the risks and
hazards involved in its performance, it helps in salary and wage
administration. Job analysis is used as a foundation for job
evaluation.
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4. Job Re-engineering : Job analysis provides information
which enables us to change jobs in order to permit their being
manned by personnel with specific characteristics and
qualifications. This takes two forms :

(a) Industrial Engineering Activity, which is concerned with
operational analysis, motion study, work simplification methods and
improvements in the place of work and its measurement, and aims
at improving efficiency, reducing unit labour costs, and establishing
the production standard which the employee is expected to meet;
and

(b) Human Engineering Activity, which takes into
consideration human capabilities, both physical and psychological,
and prepares the ground for complex operations of industrial
administration, increased efficiency and better productivity.

5. Employee Training and Management Development : Job
analysis provides the necessary information to the management of
training and development programmes. It helps it to determine the
content and subject-matter of in-training courses. It also helps in
checking application information, interviewing, weighing test results,
and in checking references.

6. Performance Appraisal : It helps in establishing clear-cut
standards which may be compared with the actual contribution of
each individual.

7. Health and Safety : It provides an opportunity for
indentifying hazardous conditions and unhealthy environmental
factors so that corrective measures may be taken to minimise and
avoid the possibility of accidents.

JOB DESCRIPTION

Job description is a written record of the duties, responsibilities
and requirements of a particular job. It is concerned with the job
itself and not with the work. It is a statement describing the job in
such terms as its title, location, duties, working conditions and
hazards. In other words, it tells us what is to be done and how it is
to be done and why. It is a standard of function, in that it defines the
appropriate and authorised contents of a job.

Job description helps top executives, especially when they
jointly di scuss one anot her 6s responsi |
confusion can then be pointed out questions can be raised about
the major thrust of each position, and problems of structure can be
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identified. A job description becomes a vehicle for organisational
change anddé i mprovement.

A job description contains the following:

1. Job identification, which includes the job title, alternative
title, department, division, plant and code number of the job. The
job title identifies and designates the job properly. The department
division, etc. indicate the name of the department where it is
situated-whether it is the maintenance department, mechanical
shop etc. The location gives the name of the place.

2. Job Summary serves two important purposes. First it
provides a short definition which is useful as an additional
identification information when a job title is not adequate. Second, it
serves as a summary to orient the reader toward an understanding
0of detailed information which

f

capsul e explanationo of the <cont

sentences.

3. Job duties give us a comprehensive listing or the duties
together with some indication of the frequency of occurrence or
percentage of time devoted to each major duty. It is regarded as
the heart of a job.

4. Relation to other jobs : This helps us to locate the job in
the organisation by indicating the job immediately below or above it
in the job hierarchy. It also gives us an idea of the vertical
relationships of work flow and procedures.

5. Supervision : Under it is given the number of persons to be
supervised along with their job titles, and the extent of supervision
involved i general, intermediate or close supervision.

6. Working conditions usually give us information about the
environment in which a job holder must work. These include cold,
heat, dust, wetness, moisture, fumes, odour, oily conditions, etc.
obtaining inside the organisation.

Information about jobs can be had from :

(i) Observation of employees while on work;

(i) Study of specially maintained diaries;

(iii) A review of Critical incidents; and,

(iv) Discussions with departmental heads and outside experts or
consultants.

A job description enables us to frame suitable questions to be
asked during an interview. It is particularly helpful when the
application from is, used as a tool for eliminating the unfit
personnel. A job description helps us in :

ent
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(i) Job grading and classification;

(i) Transfers and promotions;

(i) Adjustments of grievances;

(iv) Defining and outlining promotional steps;

(v) Establishing a common understanding of a job between
employers and employees;

(vi) Investigating accidents;

(vii) Indicating faulty work procedures or duplication of papers;

(viil) Maintaining, operating and adjusting machinery;

(iX) Time and motion studies;

(x) Defining the limits of authority;

(xi) Indicating case of personal merit;

(xii) Facilitating job placement;

(xiii) Studies of health and fatigue;

(xiv) Scientific guidance;

(xv) Determining jobs suitable for occupational therapy;

(xvi) Providing hiring specifications; and

il i E indi

JOB SPECIFICATION

Job Specification is a standard of personnel and designates the
qualities required for an acceptable performance. It is a written
record of the requirements sought in an individual worker for a
given job. In other words, it refers to a summary of the personal
characteristics required for a job. It is a statement of the minimum
acceptable human qualities necessary for the proper performance
of a job.

Job specifications translate the job description into terms of the
human qualifications which are required for a successful
performance of a job. They are intended to serve as a guide in
hiring and job evaluation. As a guide in hiring, they deal with such
characteristics as are available in an application bank, with testing,
interviews, and checking of references.

Job specifications relate to:

(a) Physical characteristics, which include health, strength,
endurance, age-range, body size height, weight, vision, voice,
poise, eye, hand and foot co-ordination, motor co-ordination, and
colour discrimination.

(b) Poychological characteristics or special aptitudes which
include such qualities as manual dexterity, mechanical aptitude,
ingenuity, judgment, resourcefulness, analytical ability, mental
concentration and alertness.

(c) Personal characteristics traits of temperament such as
personal appearance, good and pleasing manners, emotional
stability, aggressiveness or submissiveness, extroversion; or,
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introversion, leadership, co-operativeness, initiative and drive, skill
indeal ing with others, ounusual
hearing, adaptability, conversational ability, etc.

(d) Responsibilities which include supervision of others,
responsibility for production, process and equipment; responsibility
for the safety of others; responsibility for generating confidence and
trust; responsibility for preventing monetary loss.

(e) Other features of a demographic nature, which are age,
sex, education experience and language ability.

JOB DESIGN

Job analysis helps in developing appropriate design of job to
improve efficiency and satisfaction. Job design is the process of
deciding on the contents of a job in terms of its duties and
responsibilities, on the methods to be used in carrying out the job,
in terms of techniques, systems and procedures and on the
relationships that should exist between the jobholder and his
superiors, subordinates and colleagues. It is a deliberate and
systematic attempt to structure the technical and social aspects of
work so as to improve technical efficiency and job satisfaction. Job
design is an attempt to create a match between job requirements
and human attributes. It involves both organising the components
of the job and the interaction patterns among the members of a
work group.

The main objective of job design is to integrate the needs of the
individual and the requirements of the organisation. Needs of
employees include job satisfaction in terms of interest, challenge
and achievement. Organisational requirements refer to high
productivity, technical efficiency and quality of work. Today,
educated and creative employees demand well-designed jobs.
Therefore, increasing attempts are being made to redesign jobs so
as to improve the quality of working life. A systematic body of
knowledge on the designing of jobs has been developed after the
Industrial Revolution and the large scale enterprises.

Approaches to Job Design : The main approaches to job
design are described below :

1. Classical Approach : Also known as Engineering approach,
it was developed by F.W. Taylor and his associates. The principles
of scientific management formed the basis for designing jobs in
most Organisations. These principles focus on planning,
standardising and improving human effort at the operative level in
orderto maxi mi se productivity. I n
every workman is fully planned out by the management at least one
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day in advance and each man receives in most cases complete
written instructions, describing in detail the task which he is to
accomplish. This task specifies not only what is to be done but how
it is to be done and the exact time allowed for doing it.

Jobs designed on the basis of classical approach are not
appropriate in the modern environment characterised by increased
awareness, improved education and rising expectations of
workforce.

2. Behavioural Approach : The findings of Elton Mayo,
Frederick Herzberg and other human relations experts led to
search for alternative ways of designing jobs so as to avoid the
dysfunctional consequences of standardisation and simplification.
Job redesign, work structuring, job enrichment, participative system
and other similar strategies were developed to improve the quality
of work life. The aim of all these attempts is to design jobs which
will not only ensure technical efficiency but will satisfy social and
psychological needs of workers.

The most popular behavioural approach to job redesign is the
Job characteristics model of Hackman and Oldham. This model is
based on the assumption that three key psychological stats of a
jobholder determine his motivation, satisfaction and performance
on the job.

Behavioural approach to job design is a socio-technical
approach as it deals with both the technical and social aspects of a
job. It is, therefore, an improvement over the classical approach
which considered only the technical side of jobs. Tavistock Institute
of Human Relations, London has carried out several experiments in
the application of the socio-technical approach to job design.

The job characteristics model, however, suffers from some
limitations. It is probabilistic and has an intuitive appeal. But there is
litle empirical evidence to support it. In one study of bank
employees in India growth need has not been found coaching,
counselling etc., are examples of corrective actions that help to
improve performance.

Limitations of Performance Appraisal : The main problems
involved in performance appraisal are as follows :

1. Errors in Rating : Performance appraisal may not be valid
indicator of performance and potential of employees due to the
following types of errors :

(@) Halo Effect : It is the tendency to rate an employee
consistently high or low on the basis of overall impression. One trait
of the employee i nf | salen alleother trafise
For example, an employee may be rated high on performance just
because he sits on the job late in the evening. Similarly, a person
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who does not shave regularly may be considered lazy at work and
may be underrated. This error may be minimised by rating all the
employees on one trait before taking up anther trait.

(b) Stereotyping : This implies forming a mental picture of a
person on the basis of his age, sex, caste or religion. It results in an
over-simplified view and blurs the assessment of job performance.

(c) Central Tendency : It means assigning average ratings to
all the employees in order to avoid commitment or involvement.
This is adopted because the rater has not to justify or clarify the
average ratings. As a result, the ratings are clustered around the
midpoint.

(d) Constant Error : Some evaluators tend to be lenient while
others are strict in assessing performance. In the first case,
performance is overrated (leniency error) while in the second type it
is underrated (strictness error). This tendency may be avoided by
holding meetings so that the raters understand what is required of
them.

(e) Personal Bias : Performance appraisal may become
invalid because the rater dislikes an employee. Such bias or
prejudice may arise on the basis of regional or religious beliefs and
habits or interpersonal conflicts. Bias may also be the result of time.
Recent experience or first impression of the rater may affect the
evaluation.

(f) Spill Over Effect : This arises when past performance
affects assessment of present performance. For instance, recent
behaviour or performance of an employee may be used to judge
him. This is called regency.

2. Lack of Reliability : Reliability implies stability and
consistency in the measurement. Lack of consistency over time and
among different raters may reduce the reliability of performance
appraisal. inconsistent use of measuring standards and lack of
training in appraisal techniques may also reduce reliability. Different
gualities may not be given proper weight age. Factors like initiative
are highly subjective and cannot be quantified.

3. Incompetence : Raters may fail to evaluate performance
accurately due to lack of knowledge and experience. Post appraisal
interview is often handled ineffectively.

4. Negative Approach : Performance appraisal loses most of
its value when the focus of management is on punishment rather
than on development of employees.

5. Multiple Objectives : Raters may get confused due to two
many objectives or unclear objective of performance appraisal.
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6. Resistance : Trade unions may resist performance
appraisal on the ground that it involves discrimination among its
members. Negative ratings may affect interpersonal relations and
industrial relations particularly when employees/unions do not have
faith in the system of performance appraisal.

7. Lack of Knowledge : The staff appraising performance of
employees might not be trained and experienced enough to make
correct appraisal.

Questions :
1. Explain the meaning and importance of Job Descriptions.

2. What is Job Analysis ? What information is provided by it ?
Explain the Process, Purposes and Uses of Job Analysis.
3. What are the contents of Job Description?

X X X

A

RECRUITMENT AND SELECTION

OBJECTIVE OF THE UNIT

After the completion of the unit the student will be able to

. Understand the concepts of Recruitment and Selection

. Know the various internal and external Sources of Recruitment
. Know Merits and Demerits of External Sources

. Understand Evaluation of alternative sources

. Know the purpose of Selection

. Understand Criteria of Selection

OO WNBE

INTRODUCTION

Recruitment means search of the prospective employee to suit
the job requirements as represented by job specificationia
technique of job analysis. It is the first stage in selection which
makes the vacancies known to a large number of people and the
opportunities that the organisation offers. In response to this
knowledge, potential applicants would write to the organisation. The
process of attracting people to apply in called recruitment.

Dale S. Beach h a s defined fiRecruitment

and maintenance of adequate manpower resources. It involves the
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creation of a pool of available labour upon whom the organisation

can depend when it needs additional empl o
According to Edwin B. Flippo: iRecr ui t ment i s the pro

of searching for prospective employees and stimulating them to

apply for jobs in the organisation. o

Sources of Recruitment :
The various sources of recruitment are generally classified as
internal source and external source.

(@) Internal Sources : This refers to the recruitment from
within the company. The various internal sources are promotion,
transfer, past employees and internal advertisements.

(b) External Sources : External sources refers to the practice
of getting suitable persons from outside. The various external
sources are advertisement, employment exchange, past
employees, private placement agencies and consultants, walks-ins,
campus recruitment, trade unions, etc.

The following external sources of recruitment are commonly
used by the big enterprises:

1. Direct Recruitment: An important source of recruitment is
direct recruitment by placing a notice on the notice board of the
enterprise specifying the details of the jobs available. It is also
known as recruitment at factory gate.

The practice of- direct recruitment is generally followed for
filling casual vacancies requiring unskilled workers. Such workers
are known as casual or badli workers and they are paid
remuneration on daily-wage basis. This method of recruitment is
very cheap as it does not involve any cost of advertising vacancies.

2. Casual Callers or Unsolicited Applications: The
organisations which are regarded as good employers draw a
steady stream of unsolicited applications in their offices. This
serves as a valuable source of manpower. If adequate attention is
paid to maintain pending application folders for various jobs, the
personnel department may find the unsolicited applications useful
in filling the vacancies whenever they arise. The merit of this source
of recruitment is that it avoids the costs of recruiting workforce from
other sources.

3. Media Advertisement: Advertisement in newspapers or
trade and professional journals is generally used when qualified
and experienced personnel are not available from other sources.
Most of the senior positions in industry as well as commerce are
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filled by this method. The advantage of advertising is that more
information about the organization job descriptions and job
specifications can be given in advertisement to allow self-screening
by the prospective candidates. Advertisement gives the
management a wider range of candidates from which to choose. Its
disadvantage is that is may bring in a flood of response, and many
times, from quite unsuitable candidates.

4. Employment Agencies: Employment exchanges run by the
Government are regarded as a good source of recruitment for
unskilled, semi-skilled and skilled operative jobs. In some cases,
compulsory notification of vacancies to the employment exchange
is required by law. Thus, the employment exchanges bring the jobs
givers in contact with the job seekers.

However, in the technical and professional area, private
agencies and professional bodies appear to be doing most of the
work. Employment exchanges and selected private agencies
provide a nation-wide service in attempting to match personnel
demand and supply.

5. Management Consultants: Management consultancy firms
help the organisations to recruit technical, professional and
managerial personnel They specialise middle level and top level
executive placements. They maintain data bank of persons with
different qualifications and skills and even advertise the jobs on
behalf their clients to recruit right type of personnel.

6. Educational Institutions or Campus Recruitment: Jobs in
commerce and industry have become increasing technical and
complex to the point where school and college degrees are widely
required. Consequently big organisations maintain a close liaison
with the universities, vocational institutes and management
institutes for recruitment to various jobs.

Recruitment from educational institutional is a well -
established practice of thousand of business and other
organisations.1t is also known as campus recruitment. Reputed
industrial houses which require management trainees send their
officials to campuses of various management institutes for picking
up talented candidates doing MBA.

7. Recommendation: Applicants introduced by friends and
relatives may prove to be a good source of recruitment. In fact,
many employers prefer to take such persons because something
about their background is known. When a present-employee or a
business friend recommends some one for a job, a type of
preliminary screening is done and the person is placed on a job.
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8. Labour Contractors: Labour contractors are an important
source of recruitment in some industries in India. Workers are
recruited through Ilabour contractors who are themselves
employees of the organisation. The disadvantage of this system is
that if the contractor leaves the organisation , all the workers
,employed through him will also leave That is why this source of
labour is not preferred by many businesses, organizations.
Recruitment through labour contractors has been banned for the
public sector units.

9. Telecasting: The practice of telecasting of vacant posts
over T.V. is gaining importance these days. Special programmes
l'i ke 6Jop ®Wdoehh Pul sebd, Empl oyment News
T.V have become quite popular in recruitment for various types of
jobs. The detailed requirements of the job and the qualities required
to do it are publicized along with the profile of the organisation
where vacancy exists. The use of T.V. as a source of recruitment is
less as compared to other sources.

10. Raiding : Raiding is a technical term used when
employees working elsewhere are attracted to join organisations.
The organisations are always on the lookout for qualified
professionals, and are willing to offer them a better deal if they
make the switch. There are always some employees who are
professionally very competent, but dissatisfied with something or
the other in the orgaeasgatgobpoaupTheyafor m
The other group is formed of those who are equally competent but
are quite satisfied with their present position. To attract them, the
organisation has to offer a very lucrative package of perquisites.
Whatever may be the means used to attract, often it is seen as an
unethical practice and not openly talked about.

MERITS OF EXTERNAL SOURCES

The merits of external sources of recruitment are as under:

1. Qualified Personnel: By using external sources of
recruitment the management can make qualified and trained people
to apply for vacant Jobs in the organisation.

2. Wider choice : When vacancies are advertised widely a
large number of applicants from outside the organisation apply. The
management has a wider choice while selecting the people for
employment.

3. Fresh Talent: The insiders may have limited talents.
External sources facilitate infusion of fresh blood with new ideas
into the enterprise. This will improve the overall working of the
enterprise.



41

4. Competitive Spirit: If a company can tap external sources,
the existing staff will have to compete with the outsiders. They will
work harder to show better performance.

Demerits of External Sources

The demerits of filling vacancies from external sources are as
follows:

1. Dissatisfaction among Existing Staff: External recruitment
may lead to dissatisfaction and frustration among existing
employees. They may feel that their chances of promotion are
reduced.

2. Lengthy Process: Recruitment from outside takes a long
time. The business has to notify the vacancies and wait for
applications to initiate the selection process.

3. Costly Process: It is very costly to recruit staff from external
sources. A lot of money has to be spent on advertisement and
processing of applications.

4. Uncertain Response: The candidates from outside may not
be suitable for the enterprise. There is no guarantee that the
enterprise will be able to attract right kinds of people from external
sources.

EVALUATION OF ALTERNATIVE SOURCES

A company cannot fill all its vacancies from one single source.
It must carefully combine some of these sources, weighing their
cost and flexibility, the quality of men they supply, and their effect
on the present work force. Following are some of the measures
which can be used to assess how good or how poor various
sources have proved to be:

1. Timelag between Requisition and Placement: The basic
statistics needed to estimate the time lag are the time-lapse data.
To take an exampl e, a companyo
the average number of days from application to interview is 15 from
interview to offer is 5, from offer to acceptance is 7 and from
acceptance to report for work is 21. Therefore, if the company
begins its recruitment and selection process today, the best
estimate is that it will be 48 days before the new employee is added

to the pay-r ol | . Wi th this i nfor mbéneéforon,

alternative sources of recruitment can be described and suitable
recruiting sources chosen.

2. Yield Ratios: These ratios tell us about the number of
leads/contacts needed to generate a -given number of hires in a
given time. To take an example, suppose a company is
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contemplating expansion and needs 10 additional engineers in the
next 6 months. On the basis of its past experience the company
predicts as under: We must extend offers to 2 candidates to gain
one acceptance. If we need 10 engineers we will have to extend 20
offers. Further, if the interview -to-offer ratio has been 3 : 2 then 30
interviews must be conducted and since the invitees to interview
ratio is 4: 3 then as many as 40 candidates must be invited. Finally,
if contacts or leads required to find suitable candidates to invite are
in 6 : 1 proportions then 240 contacts be made.

3. Employee Attitude Studies: These studies try to discover
the reactions of present employees to both external and internal
sources of recruitment.

4. Correlation Studies: These studies tell us about the extent
of correlation which, exists between different sources of recruitment
and factors of success on the job.

Selection : To select means to choose. Selection is a part of
the recruitment function. It is the process of choosing people by
obtaining and assessing information about the applicants (age,
qualification, experience and qualities) with a view of matching
these with the job requirements and picking up the most suitable
candidates. The choices are made by elimination of the unsuitable
at successive stages of the selection process.

Purpose of Selection

The purpose of selection is to pick up the most suitable
persons who would match the requirements of the job and the
organization. The emphasis in selection is, therefore, on the optimal
match between the person and the job. Now the question arises as
to which is the dependent variable? Person or job. Some
organizations emphasize on selecting the Right Person for the
Right Job. Here the Job is usually considered constant (through
Jobs and Job context do undergo changes over time) and the
person is sought to be fitted into the job. Creative and innovative
organizations, instead, seek to find the Right Job for Right Person.

A secondary objective in selection could be to choose the best
person available. However, there could be a real problem with such
an objective if the Job is not appropriate for the person concerned.
It may become difficult for organizations to retain their best people
in jobs that do not offer opportunities for them to harness their
potential; instead they may lead to problems of monotony, boredom
and frustration among Individuals and increased and increased
turnover of staff for the organization.

Criteria of Selection
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Selection decisions are usually based on how an applicant is
rated (rather, predicted) in terms of the likelihood of success on the
job. The information used found in the application blanks,
performance in one or more tests and the interview(s).

The criteria of selection needs to be critical to the job. The key
job dimensions identified in job analysis and job description provide
the basis for determining relevant criteria.

Frequently educational qualifications, technical skills and
achievements are used as the basis for selection. But is there a
statistical relationship between such requirements and job
performance? It appears that certain job requirements can be
measured more easily and accurately than certain others. The core

job skills |l ike sensory motoro6 skil

achievement can be measured relatively more accurately than

oneds aptitude, itytraite.r est and personal
Integrity loyalty, initiative/drive/resourcefulness and

intelligence/mental alertness are the key attributes influencing the
selection of managerial employees. All these attributes being
subjective are hard to assess accurately, yet are widely attempted.
Perhaps it is so because managements and employers in India
have relatively less pressure to defend the criteria.

SELECTION PROCESS

The selection process begins with the job specification. The
more dearly and precisely it is done the less would be the number
of qualified applicants. Suppose the purpose is to select
management trainees. If the qualification prescribed is MBA, the
number of applicants may be in hundred. If the qualification is
graduation in any discipline, the number of applicants may be in
thousand. Of course, the reputation of the firm, the job content,
compensation package, location, etc. also influence the response
to any, recruitment drive. But Job specification does plays an
important role m deciding the quantity and, quality of response from
prospective applicants.

The selection process covers the period from the job
specification and initial contact with the applicant to his final
acceptance or rejection. The successive stages in the selection
process are referred to as hurdles that the applicants should cross.
Not all selection processes, however, include all these stages. The
complexity of the selection process usually increases with the
increase in the skill level and job level (responsibility and
accountability) of the position for which selection is being made.
The sequencing of the hurdles also may vary from job to job and
organization to organization.
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When a market research firm is recruiting research
investigators on temporary basis for a specific assignment it may
ask the candidates to appear for interview along with written
application form in the next two days following the date of
advertisement and make job offers immediately after the interview
without any other tests or references.

Initial Screening: The initial screening and/or preliminary
interview is done to limit the costs of selection by letting only
suitable candidates go through the further stages in selection. At
this stage, usually a junior executive either screens all enquiries for
positions against specified norms (in terms of age, qualifications
and experience) through preliminary interview where information is
exchanged about the job, the applicant and the, mutual
expectations of the individual and the organization. If the
organization finds the candidate suitable, an application form,
prescribed for the purpose, is given to these candidates to fill in and
submit.

Application Form : The application form is usually designed to
obtain information on various
demographic, academic and work-related background and
references. The forms may vary for different positions some
organizations may not have any form specially designed instead,
ask the candidates to write applications on a plain sheet.

Tests: A test is a sampl e of an aspect
behavior, performance or attitude. It also provides a systematic
basis for comparing the behavior, performance or attitude of two or
more persons. Tests serve as a screening device and provide
supplementary inputs in selection decisions. Their value lies in the.
fact that they serve additional predictors intended to make
selection decision more apt and accurate.

Intelligence Tests: These are tests to
or qualities of understanding. They are also referred to as tests of
mental ability. The traits of intelligence measured include:
reasoning, verbal and non-verbal fluency, comprehension,
numerical, memory and spatial relations ability. Binet-Simon;
Standford-Binet and Weshier-Bellevue Scale are some examples of
standard intelligence tests.

Aptitude Tests: Apt i tude refers to oneds

talent or ability to acquire a particular skill. While intelligence is a
general trait, aptitude refers to a more specific capacity or potential.
It could relate to mechanical dexterity, clerical, linguistic, musical
academic etc.
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Achievement Tests: These are proficiency tests to measure
oneds skildl or acquired knowl edge. The p
seek to test a per sonadcalar gubhjectwBue d ge about
there is no guarantee that a person who knows most also performs
best. Work sample tests or performance test using actual task and
wor king conditions (then simul at ed oneo:
measures of behavior to assess the ability to perform than merely
the ability to know. Work sample tests are most appropriate for
testing abilities in such skills as typing, stenography and technical
trades. Work sample tests bear demonstrable relationship between
test content and job performance.

PIP Tests:PI P tests are those which seek tc
personality, interest and preferences. These tests are designed to
understand the relationship between any one of these and certain
types of jobs.

Interest tests are inventories of likes and dislikes of people
towards occupations, hobbies, etc. These tests help indicate which
occupation (e.g. artistic, literary, technical, scientific, etc.) are more
i n tune with a personf6s interests. Stron
and Kuder Preference Records are examples of interest tests.
These tests do not; however, help. in predicting on the job
performance. Besides, they leave room for faking and the
underlying assumptions in the tests could be belied.

Projective Tests : These tests expect the candidates to
interpret problems or situations. Responses to stimuli will be based
on t he i ndividual 0s val ues, beliefs a
Apperception Test and Rorschach Ink Blot Test are examples of
projective tests. In Thematic Apperception Test a photograph is
shown to, the candidate who is then asked to interpret it. The test
administrator wi || draw inferences about
beliefs and motives from an analyis of such interpretation.

Other Tests: A vide variety of other tests also are used though
less frequently and in rare instances instances. These include
polygraphy (literally mean many pens), graphology (handwriting
analysis), non-verbal communication tests (gestures, body
movement, eye-contact, etc an lie-detector tests.

The following could be considered as thumb rules of selection
tests: (a) Tests are to be used as a screening device; (b) Tests
scores are not precise measures. Use tests as supplements than
stand alone basis. Each test can be assigned a weightage; (c)
Norms have to be developed for each test; and their validity and
reliability for a given purpose is to be established before they are
used; (d) Tests are better at predicting failure than success; (e)
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Tests should be designed, administered assessed and interpreted
only by trained and competent persons.

INTERVIEW

Interview is an oral examination of candidates for employment.
No selection process is complete without one or more interviews.
Interview is the most common and core method of both obtaining
information from job-seekers, and decision-making on their
suitability or otherwise.

Organizations may seek to make their selection process as
objective as possible. But interview which is an essential element of
the process, by and large still remains subjective.

Interviews usually take place at two crucial stages in the
selection process, i.e., at the beginning and in the end. Interviews
can differ in terms of their focus and format. Usually several
individuals interview one applicant. This is called panel interview.
Such panels usually consist of representatives from-personnel and
concerned operating units/line functions. In this method, usually,
applicants get screened from one stage to another, at least in the
intial stages. The interviews can be structured or unstructured
general or in-depth. Some times where the job requires the job
holder to remain claim and composed under pressure, the
candidates are intentionally objected to stress and strains in the
interview by asking some annoying or embarrassing questions.
This type of interview called the stress interview.

Interviewing is both an art and a science. The effectiveness of
the interview as a screening device can be improved by taking care
of certain aspects like the following :

1. The interview should be based on a checklist of what to look for
in a candidate. Such a checklist could be based on proper job
analysis. Each critical attribute which the interview seeks to
evaluate may be assigned a specific weightage.

2. It is desirable to prepare a specific set of guidelines for the
interview.

3. The interviewers need to trained to evaluate performance in the
interview objectively. Also, all interviewers need to develop
common understanding about the criteria measures, their
purposes and weightages.

4. The interviewers may use past behavior to predict future
behaviors and obtain additional information to attempt such
linkages more meaningfully.

5. There should be proper coordination between the initial and
succeeding interviews.
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6. The interview (even stress interview) should be conducted in a
related physical setting.

BACKGROUND INVESTIGATION

The background investigation in selection process may include
verification of reference from past teachers, employers or public
men; pulic men; police verification; and, medical examination.

Background verification is sought to guard oneself against
possible falsification by applicant. But given the acute skill
shortages and competitive pirating strategies of employers it is
possible for some of them to give clean chit to those whom they
wish to get rid of and be unfair to those whom they are not
prepared to lose. There fore, employers in-private sector generally
find that they get more accurate information when they track the
actual past performance than when they merely ask for references
reflecting opinion about the candidate.

Medical and physical examinations are usually resorted to by
employers as part of the selection process mainly to :

(a) determine whether the applicant has the physical ability to
carry on the duties arid responsibilities effectively; ascertain
whether the applicant has a record of health problems, which can
potentially affect his behavior and performance on the job
adversely.

(b) know whether the applicant is more sensitive to certain
aspects of work-place environment such as chemicals.

Questions :

1. What do you mean by recruitment? Explain the external
sources of recruitment of Managerial Personnel.

2. Discuss the external sources of recruitment that are commonly
used by the big enterprises. Also discuss the merits and
demerits of external sources of recruitment.

3. Carefully describe the selection procedure in a big industrial
concern or What could be the basis of identifying the criteria for
selection How can its validity and reliability be established.

X X X

5

PERFORMANCE APPRAISAL
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OBJECTIVE OF THE UNIT

After the completion of the unit the student will be able to

1. Understand meaning and definition of Performance Appraisal
2. Know purpose of Performance Appraisal

3. Understand the uses of Performance Appraisal

4. Know the essentials of an Effective Performance Appraisal
System

Understand the Performance Appraisal Process

Understand main methods or Techniques of Performance
Appraisal

o o

INTRODUCTION

Performance appraisal or Performance evaluation is a method
of evaluating the behaviour of employees in a work place, normally
including both the quantitative and qualitative aspect of job
performance. Performance here refers to the degree of
accompl i shment of the taskshbtthat makeup
indicates how well an individual fulfiling the job demands.
Performance is measured in terms of results. Thus, Performance
appraisal is the process of assessing the performance or progress
of an employee, or a group of employees on th given job, as well as
his potential for future development. Thus, performance appraisal
comprises all formal procedures used in organisations to evaluate
contributions, personality, and potential of individual employees. In
other words, performance appraisal includes the comparison of
performance scales of different individuals holding similar areas of
work responsibilities and relate to determination of worth of the
scales for the achievement of organisaton objective.

Definitions of Performance Appraisal : Performance Appraisal

has been defined as follows :

1. According to Edwin Flippo, fPerformance appraisal is the

systemati c, periodic and an i mparti al r
excellence in matters pertaining to his present job and his potential

for a better job.0

2. According to Cummings, iirhe overall objective of performance
appraisal is to improve the efficiency of an enterprise by attempting
to mobilise the best possible efforts from individuals employed in it.
Such appraisals achieve four objectives including the salary
reviews the development and training of individuals, planning job
rotation and assistance promotions.o

3. According to Wendell French, Performance appraisal and
review in the formal, systematic assessment of how well employees
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are performing their jobs in relations to establish standards and the
communication of that assessment to employees.

4. According to Dale Yoder, APerfor mance
formal procedures used to evaluate personalities and contributions

and potentials of group members in a working organisation. It is a

continuous process to secure information necessary for making

correct and objective decisions on empl oy

Performance appraisal is a systematic evaluation of the
employees performance at work. Performance appraisal is a
process of evaluating an employees performance on a job in terms
of its requirement. It is a process of estimating or judging the value,
excellence, qualities of status of some object, person or thing.

Performance appraisal is a formal programme in an
organisation which is concerned with not only the contributions of
the members who form part of the organisation, but aims at spotting
the potential also. The satisfactory performance is only a part of the
system as a whole and the management needs more information
than mere performance ratings of the subordinates.

Performance appraisal is the systematic evaluation of the
individual with respect to his performance on the job and his
potential for development. Performance appraised is collcerned
with determining the differences among the employees working in
the organisation. Generally, the evaluation is done by the
i ndividual 0s i mmedi at e superior I n t he
performance is reviewed in turn by his superior. Thus, everyone in
the organisation who rates others below him is also rated by his
superiors, Performance appraisal employs rating techniques for
comparing individual employees in the work group, in terms of
personal qualities or deficiencies and the requirements of their
respective jobs

Characteristics of Performance Appraisal : The following
are the characteristics of Performance Appraisal

1. A Process : Performance appraisal is not a one-act play. It
is rather a process that involves several acts or steps.

2. Systematic Assessment : Performance appraisal is a
systematic assessment of an employeeds s
in the context of the given job.

3. Main Objective : The main objective of it is to know how
well an employee is going for the organisation and what needs to
be improved in him.
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4. Scientific Evaluation : It is an objective, unbiased and
scientific evaluation through similar measure and procedures for all
employees in a formal manner.

5. Periodic Evaluation : Although informal appraisals tend to
take place in an unscheduled manner (on continuous) basis with
the enterprises a supervisors evaluate their subordinates work and
as subordinates appraise each other rand supervisors on a daily
basis, yet the systematic (i.e., formal) appraisal of an individual
employee is likely to occur at certain intervals through out that

personods hi story of empl oyment (say

annually, etc.)

6. Continuous Process : In addition to being periodic
performance usually is an ongoing process. It means that
appraisals are regularly scheduled and are not dumped on the
employee on whimsical dates without relevance. The process has
not been broken in persondés hi
periodicity of appraisal may be changed as per needs of the
situation.

7. Employee Feedback : Performance appraisal system
provides information to employees on how well they are doing their
jobs, and this feedback is provided to them when it is relevant.

Performance appraisal is also called Employee Rating and
Service Rating. Performance appraisal and merit rating are used
synonymously. But strictly speaking performance appraisal is a
wider term than merit-rating. In merit rating the focus is on judging
the calibre and worth of an employee so as to place him on right
job. On the other hand, performance appraisal focuses on the
performance and future potential of the employee. Its aim is not
simply to decide placement or promotion but to measures the value
of worker in different job situations.

PURPOSE OF PERFORMANCE APPRAISAL

The following are the main purposes of performance appraisal.

1. Appraisal Procedure : It provides a common and unified
measure of performance appraisal, so that all employee are
evaluated in the same manner. It gives an indiscriminatory rating of
all the employees.

2. Decision Making : Performance appraisal of the employees
is extremely useful in the decision making process of the
organization. In selection, training, promotion, pay increment and in
transfer, performance appraisal is very useful tool.

story

of

qu
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3. Work Performance Records : Performance appraisal gives
us a complete information in the form of records regarding every
employee. In the case of industrial disputes even arbitrator accepts
these records in the course of grievance handling procedure.

4. Employees Development : Performance appraisal guides
the employees in removing their defects and improving their
working. The weaknesses of the employee recorded in the
performance appraisal provide the basis for an individual
development programme. If properly recorded and used, the
performance appraisal gives the fair opportunities to employees to
correct and rectify their mistakes.

5. Enables Supervisors to be More Alert and Competent :
Performance appraisal enables supervisor to be more alert and
competent and to improve the quality of supervision by giving him a
complete record of employee's performance. He can guide an
employee, where he is prone to commit mistakes.

6. Merit Rating : Merit rating is another name of performance
appraisal, it gives supervisors a more effective tool for rating their
personnel. It enables them to make more careful analysis of
employee's performance and make them more productive and
useful.

7. Improves Employer Employee Relations : Performance
appraisal is not only a useful guide for the supervisors and
employees but it improves the employer-employee relations by
creating a more conductive and amicable atmosphere in the
organization. It also stimulates free exchange of thoughts and ideas
between the supervisor and his men. In this way performance
appraisal bridges the emotional gap between the employer and
employee by bringing them more close and by reducing man-to-
man differences in the organization.

USES OF PERFORMANCE APPRAISAL

Performance appraisal helps the employees in Self-
improvement and Self-development. It helps the management in
taking decisions about Placement, Promotions, Transfer, Training
and Development, etc. It helps to achieve individual and
organisational goals. It is useful to the employees and the
organisation. Therefore, Performance Appraisal should be
conducted objectively from time to time. The employees should not
oppose it. However, they should see that the performance
appraisals are systematic, fair and impartial. It should not be for
punishing the employees. It should be for improving the employees
and their performances.
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1. Help in Deciding Promotion : It is in the best interest of the
management to promote the employees to the positions where they
can most effectively use their abilities. A well-organised,
development and administered performance appraisal programme
may help the management in determining whether an individual
should be considered for promotion because the system not only
appraises the worth of the employee on the present job but also
evaluates his potentialities for higher job.

2. Help in Personnel Actions : Personnel actions such as lay-
offs, demotions, transfers and discharges etc. may be justified only
if they are based on performance appraisal. While in some cases,
actions are taken because of unsatisfactory performance of the
employee, in some other cases it may be called for due to some
economic conditions beyond control such as changes in production
process. In former case, the action can only be justified on the
basis of the result of performance appraisal.

3. Help in Wage and Salary Administration : The wage
increase given to some employees on the basis of their
performance may be justified by the performance appraisal results.
In some cases appraisal, i.e., merit and seniority are combined for
higher salaries on better positions.

4. Help in Training and Development : An appropriate
system of performance appraisal helps the management in devising
training and development programmes and in identifying the areas
of skill or knowledge in which several employees are not at par with
the job requirements. Thus the appraisal system points out the
general training deficiencies which may be corrected by additional
training, interviews, discussions or counselling. It helps in spotting
the potential to train and develop them to create an inventory of
executives.

5. Aid to Personnel Research : Performance appraisal helps
in conducting research in the field of personnel management.
Theories in personnel field are the outcome of efforts to find out the
cause and effect relationship between personnel and their
performance. By studying the various problems which are faced by
the performance appraiser, new areas of research may be
developed in personnel field.

6. Help in Self Evaluation : Performance appraisal helps the
employee in another way also. Every employee is anxious to know
his performance on the job and his potentials for higher jobs so as
to bring himself to the level of that position.
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7. Help in Creating Healthy Competition : Performance
appraisal brings out the deficiencies and shortcomings of the
employees. Discussions between rater and rates may be
conducted in a spirit of co-operation and mutual understanding.
This gives an opportunity to the employer to have an insight on
their performance and to take corrective measures to improve upon
their performance.

Essentials of an Effective Performance Appraisal System :
The following are the essentials of an effective Performance
Appraisal System :

1. Mutual Trust : The existence of an atmosphere of
confidence and trust so that both supervisor and employee may
discuss matters frankly and offer suggestions which may be
beneficial for the organisation and for an improvement of the
employee. An atmosphere of mutual trust and confidence should be
created in the organisation before introducing the appraisal system.
Such an atmosphere is necessary for frank discussion of appraisal.
It also helps to obtain the faith of employees in the appraisal
system.

2. Clear Objectives : The objectives and uses of performance
appraisal should be made clear and specific. The objectives should
be relevant, timely and open. The supervisor must very thoroughly
evaluate the employeeos perf ormance so
meeting challenges about his ratings of his subordinate.

3. Standardisation : Well-defined performance factors and
criteria should be developed. These factors as well as appraisal
form, procedures and techniques should be standardised. It will
help to ensure uniformity and comparison of ratings. The appraisal
techniques should measure what they are supposed to measure.
These should also be easy to administer and economical to use.
The appraisal system should be performance based and uniform.
Employees should be made fully aware of performance standards
and should be involved in setting the standards.

4. Training : Evaluators should be given training in philosophy
and techniques of appraisal. They should be provided with
knowledge and skills in documenting appraisals, conducting post
appraisal interviews, rating errors, etc.

5. Job Relatedness : The evaluators should focus attention on
job-related behaviour and performance of employees. The results
of performance rather than personality traits should be given due
weight. Suggestions for improvement should be directed towards
the objective facts of the job (such as work schedules, output,
reports completed, sales made, losses incurred, profits earned,






